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About the Handbook 
This handbook comprises the main content of Spur Change’s RBM 101 Practising Results-Based 
Management: An Introductory Course. It covers basic RBM concepts and ways RBM can be 
applied. It provides participants with case studies and exercises using basic RBM tools. This 
handbook is an adaptation from the self-paced course, which means that only selected content is 
included.  

The objective of the handbook is to provide course participants easy access to the course 
materials and specific sections after completion, without having to re-do the course. The 
handbook aims to reinforce the learning by making the content available when a former course 
participant needs to apply RBM.  

The handbook has been prepared by the Spur Change program team. 

Credits and Copyright 
This Results-Based Management 101 Course Handbook is inspired by the RBM 101 
Practising Results-Based Management: An Introductory Course, which has been developed by 
Spur Change in collaboration with Le Groupe Baastel and Octo D. 

Spur Change is a program of the Inter-Council Network of Provincial and Regional Councils for 
International Cooperation (ICN) implemented by one of its members the Alberta Council for 
Global Cooperation. Spur Change aims to increase the effectiveness of Canadian small and 
medium organizations (SMOs) to deliver sustainable results by offering learning and networking 
opportunities. Spur Change is funded by Global Affairs Canada.  

Octo D is a multilingual, e-learning architect. Their training sessions are pedagogically effective, 
easy to use and visually captivating. They serve organizations that care about skill development 
and are excited about their involvement in the community.  

Baastel is a Canadian-owned consulting firm with a global presence and three decades of 
experience across a broad range of sectors and services. Committed to just and sustainable 
development for all, Baastel supports decision-makers and stakeholders from grassroots to 
government, providing knowledge, skills, systems, and tools to enhance their impact. 

https://learning.spurchangeresource.ca/story.html
https://learning.spurchangeresource.ca/story.html
https://icn-rcc.ca/en/spurchange/
https://www.octod.ca/
https://baastel.com/
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Glossary 
Activities 
The specific tasks to be undertaken during a project's life in order to obtain outputs. 

Baseline 
A baseline is the starting point from which to measure change over time. It refers to the existing 
situation related to each result before project activities begin. 

Benchmark 
Reference point or standard against which progress or achievements can be assessed often 
using a set of criteria. 

Cross-cutting issues 
Cross-cutting issues are topics that affect all aspects of a program (i.e. cut across) and therefore 
need special attention. They should beintegrated into all stages of programs and projects, from 
planning through to impact assessment – but this has not always been the case. 

Disaggregating (indicators) 
Breaking down a unit of analysis according to a significant category or characteristic. 

Evaluation 
Evaluation is the systematic and objective assessment of an on-going or completed project, 
program or policy, its design, implementation and results. The aim is to determine the relevance 
and fulfilment of objectives, development efficiency, effectiveness, impact and sustainability. 

Gender Equality 
Gender equality, also known as sexual equality or equality of the sexes, is the state of equal 
ease of access to resources and opportunities regardless of gender, including economic 
participation and decision-making; and the state of valuing different behaviors, aspirations and 
needs equally, regardless of gender. 

Impact 
Positive and negative long-term effects on identifiable population groups produced by a 
development intervention, directly or indirectly, intended or unintended. These effects can be 
economic, socio-cultural, institutional, environmental, technological or of other types. 

Indicators 
A quantitative or qualitative measure of program performance that is used to demonstrate 
change and which details the extent to which program results are being or have been achieved. 

Inputs 
The financial, human, material, and information resources used to produce outputs through 
activities and accomplish outcomes. 

Logic Model 
Sometimes also called a "results chain”, it is a depiction of the causal or logical relationships 
between inputs, activities, outputs, and the outcomes of a given policy, program or investment. 

Monitoring 
Monitoring is the systematic collection and analysis of information as a project progresses. It is 
aimed at improving the efficiency and effectiveness of a project. It helps to keep the work on 
track and let you know when things are going wrong. 

Outcomes 
The intended or achieved short-term and medium-term effects of an intervention’s outputs. 
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Output 
Outputs are new products, goods and services or changes in skills and capabilities of individuals 
or institutions that result from the completion of activities within the control of the Organization. 

Performance Measurement Framework (PMF) 
A performance measurement framework is used to systematically plan the collection of relevant 
data over the lifetime of an investment to assess and demonstrate progress made in achieving 
expected results. It also serves as a monitoring tool containing eight columns and focuses on 
indicators for measurement, baseline, targets, who is responsible for monitoring, when will 
monitoring be done, where will data come from and what methodologies will be used to monitor 
and collect data. It serves as the overall monitoring plan for projects or programs. 

Results 
Results are the expected changes which are demonstrable and that are to take place during the 
project/program life. 

Results-Based Management (RBM) 
RBM is a team-based and participatory approach to management that focuses an organization's 
or a project/program's efforts on expected results. It is a type of performance management and 
measurement strategy that is used by most donor agencies to ensure enhanced accountability 
and learning in project/program implementation. 

Target 
An explicit statement of the desired and measurable results expected for an indicator at a 
specified point in time. Targets should be expressed in terms of quantity, quality and time. 

Theory of Change 
Representation of how an initiative is expected to lead to desired results. 
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What is RBM? 
Results-based management, or RBM, is a management approach designed to improve project 
and program design, implementation, monitoring, learning, reporting, and accountability in any 
project or program in any sector or sphere. 

The central concept of RBM is that everything we do in project management should be focused 
on results. Results, in RBM, are observable changes that can be described or measured. They 
are changes that can be attributed to an identified cause-and-effect relationship - that is, we 
know why the change happened. 

The RBM approach integrates all project elements - strategies, people, resources, monitoring, 
and reporting - over the entire life cycle of a project, through a continuous focus on desired 
results. 

The RBM approach is put into practice through a set of basic tools. 
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Course Objectives 
In this training, you will have the opportunity to learn about the basic RBM concepts, see how 
RBM can be applied. 

To help you see the concepts and tools in action, you will follow the story of a fictional 
organization called Peace & Play as they develop a project and associated RBM tools. You will 
also see examples and review the course exercises based on real-life case studies. 

Structure 
This training is organized into five sections represented by 5 islands from the Peace & Play 
world. 

These are your quests: 

1. Planning Strategically and Taking a Participatory Approach

2. Organizing the Desired Results into a Logic Model
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3. Monitoring for Results

4. Reporting

5. Learning
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Meet Peace & Play 

Each quest starts with Peace & Play! You’ll see a story featuring the team at work. 

Then you’ll see the quest - or, in more classic terms, the module’s objectives. We’ll situate the 
quest in the overall project management cycle.  

Review course exercises. 

Refer to the glossary at the beginning of the document for the most commonly used terms in 
RBM. 

Find some useful resources for further exploration on the topic at the end of the handbook. 

Peace & Play is a fictional organization, located in a world that is distant from our own in time and 
space.  

It’s a beautiful world, but it has global problems that require people from all its regions to work 
together to face. Unfortunately, lately people in the different regions have become more isolated 
from one other - just when cooperation is most needed. But citizens are getting together and 
reaching out to encourage more cooperation. 

The Peace & Play team is part of this effort. Its members are from all over their world. They met 
to think about how they could best contribute. One idea was to build on their experience with 
inclusive local programs for children and create a space where children from all regions could 
meet and interact from an early age.  

After consulting with groups of parents and children involved in their programs, Play & Peace 
decided to go ahead with this as a pilot project. They hope it will help strengthen global peace 
and cooperation. We meet them as they start discussing their vision for this play space.  
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Two members of their project team, Prami and 
Kroja, have some solid experience with RBM. 

Spino is a child development expert.

Margella is a Peace & Play volunteer who has helped 
with their programs in her city.

Tiira is a community member from another region who 
wants to get involved.  

Narva is a child who is participating in 
project planning, with a group of other 
children, in order to include their 
perspectives in the project. 

Throughout this course, we will follow the progress of this Peace & Play project team as they 
teleport to meetings on the 5 different islands of their world to discuss their new project.  
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Quest 1: Planning Strategically & Taking a Participatory Approach 

Peace & Play: Setting the Vision 

11 
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Quest Objectives 

You will also learn how to integrate gender equality and other cross-cutting themes right from the 
start. 
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Creating a Shared Vision Starts with Involving Stakeholders 

Defining a theory of change and developing result statements and logic models - and other RBM 
processes - should be done in a participatory and inclusive fashion.  

This allows the project design and management to benefit from the different and important 
perspectives and knowledge held by a range of stakeholders, such as community members, 
donors, other partner organizations, project managers, and subject matter experts… Including 
everyone from the outset ensures that everyone starts on the same page! 

An inclusive process helps build ownership and commitment.  It also helps ensure the 
intervention is relevant and feasible. Involving the right people is useful both at the beginning of 
a project and throughout the project.  

The Theory of Change 
You saw how Peace & Play discussed their project in its early stage. They were developing their 
theory of change, that is, the change pathway they intend to follow with their intervention to 
produce the results they want. They considered how this pathway is affected by different aspects 
of the context they are working in. 

A theory of change is a representation of why and how an initiative is expected to lead to the 
desired results. Your theory of change is complete when you are able to explain why and how 
you expect your project to generate results that will in turn create or contribute to the desired 
change.  

A theory of change describes your understanding of the overall strategic framework of your 
intervention. It is the “big picture.”  

When you are developing your theory of change, you need to think about the assumptions that 
underpin your program choices. You also need to think about risks that could threaten the 
success of your program. 

You can express a theory of change visually in various ways, or even just in writing, as long as it 
makes the pathway of change clear.  
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A theory of change could also just be a paragraph of text. 

Below are 2 graphic examples, with text, text in boxes, arrows and links between the different 
elements. We selected these to show you how different their visual representations can be. There 
is no right or wrong way to do it. 
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Consider this example: 

• The desired change is to increase the well-being of women in country X.
• To achieve this, the team believes that women need to become economically

independent and empowered.
• They assume that to encourage the economic independence of women, institutions

should foster gender equality - for example, governments should have quotas for
women’s participation & representation, there should be laws and regulations in place to
protect women’s property rights; schools and workplaces should promote gender equality
in education and skills development, and so on.

• The team also assumes that to encourage women’s empowerment, duty-bearers should
take their role seriously.

Note that these assumptions are not necessarily controlled by the project, but the team 
recognizes that they are important to achieve the changes they want. 

• To have economically independent and empowered women, the team also believes that
women need to become more vocal.

• For this to happen, they believe that women need to be educated and acquire certain
skills - such as financial literacy and business management, and public speaking and
advocacy. This will help women become effective advocates for their own interests and
rights.

The project itself does not try to contribute to all these areas. Instead it’s focused specifically on 
financial literacy and business management skills. However, keeping in mind the emphasis on 
rights and empowerment in the project’s theory of change, project implementation will be sure to 
provide opportunities for women to gain confidence and become aware of their rights through 
participating in project activities. 
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Summary and Notes 
The Peace & Play team have made good progress with finalizing their theory of change. What 
about your project? 

In this quest, you saw that: 

• Once the idea of a project has been analyzed and validated as potentially able to bring
about sustainable change, planning for it is very important.

• The participation of all the stakeholders is required in creating a theory of change: the
why and how this project will happen.

• A theory of change can take many forms, as long as it contains the framework for an
intervention: What pathway do you intend to follow to reach the desired results? What are
your assumptions?

16 
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Quest 2: Organizing the Desired Results into a Logic Model 

Peace & Play: Focus on the Results 

17 
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Quest Objectives 
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What are Results? 
Let’s look in more detail at the results we are talking about in “results-based management.” 

Definition: 

You already know that results are observable, describable changes that can be  measured. They 
are changes that can be attributed to an identified cause-and-effect relationship - that is, we know 
why the change happened.  

In RBM, result statements express what a program or project is supposed to accomplish or what 
it contributes to.  

Results can relate to changes of many different kinds, such as changes in: 

• State
• Situation
• Behaviour
• Attitude
• Function
• Capacity
• Practice

Of course, we expect our projects or programs to lead to positive social change. In RBM, we 
express these expected positive changes in result statements.  

But it’s important to note that changes can be negative or unexpected, as well. 

Describe the type and direction: 

The way we express project or program results is by describing the type and “direction” of the 
desired change. We write the statements so they start with one of the six words listed here. 

• Enhanced
• Increased
• Improved
• Strengthened
• Decreased
• Reduced

Read the following examples : 



20 

A participatory, inclusive approach: 

Of course, result statements should be developed in a participatory, inclusive fashion to make 
sure that different project stakeholders agree about what an intervention is trying to achieve.  

This participatory approach will help lead to a clear agreed-upon formulation of the expected 
results all will be working towards. 

Who you involve, and how you involve them, will depend on your project and context. For 
example, you might hold a workshop with all team members and community members, 
representatives of partners, or others in developing result statements and other RBM elements. 
Or you might consult with community members separately. At the beginning of your process, you 
should ask: “Who should be involved in developing our result statements and RBM tools? What 
type of activities should we use to engage them in the process?”  
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Results are SMART 
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A good result statement is SMART!  That is: specific, measurable, achievable, relevant and time-
bound. 

When writing a result statement, we describe clearly who is affected by the result, and we are as 
specific as possible about what it means. 

Of course, it must be relevant in the context.  

Even though we don’t define indicators for result statements until later on in the process, we keep 
in mind that they must be measurable. 

They must also be achievable during the life of the project. 

For example, the statement “Increased awareness of the importance of vaccination” is too vague: 
we don’t know who is affected by the result, and we don’t know what those results would be, 
specifically. A better statement would be, “Increased awareness by parents of children under 5 in 
the Kagadi district of the importance of vaccinating their children.”  

Another strong result statement could be, “Increased rate of vaccination for children under 5 in 
the Kagadi district. 

Remember, a result can be a change in knowledge, attitude, or capacity and not just behaviour, 
practice, or state. 

Result statements should be kept short, precise, and related to one idea. 

Avoid using words or phrases such as “through,” “by,” or “leading to,” because these point to 
implementation strategies. The result statement should describe one change that we are 
expecting. It should not explain how the change will be produced. 

In sum, result statements: 

• Are worded as simply as possible 
• Are as precise as possible 
• Contain only one idea 
• Start with one of these six words: increased, decreased, improved, enhanced, reduced, 

strengthened 
• Describe who is affected by the change and where 
• Do not include targets 
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Exercises: Are These Results Statements SMART? 

Exercise Answer Sheet: 
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Impact, Outcomes and Outputs 

Change is an evolving process. In RBM, different levels of results seek to capture changes that 
occur at different points in time and are linked to each other through cause-and-effect 
relationships. 

The main levels of results that we identify in RBM are impacts, outcomes, and outputs. The 
activities we carry out produce outputs, the outputs lead to changes at the outcome level, and 
outcome-level changes contribute to impacts. 

Impacts: 

IMPACTS are the high-level, longer-term changes that an intervention works toward. 

An impact statement expresses the long-term desired result produced by a development 
intervention. It defines the overall “big picture” need or problem being addressed - the justification 
or the “why” of the project, program, or intervention. It is the larger change or goal that is 
expected or hoped to occur, the ultimate sustainable change.  

The impact usually implies a sustainable change in condition or state. These are long-term effects 
on identifiable population groups, communities, systems or organizations. These effects can be 
economic, socio-cultural, institutional, environmental, technological or of other types and often 
have some relationship to internationally agreed-upon and national development goals. 

Many factors and stakeholders may influence change at this level, so your project may contribute 
to rather than directly produce this overall long-term goal. Monitoring of results at the impact level 
normally extends beyond the ‘life’ of the project or program itself. 
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Outcomes:  

At the next level of results, contributing to IMPACT, are OUTCOMES. 

Outcomes are defined as the intended short-term and medium-term effects of an intervention. 

Outcomes are changes that occur when beneficiaries or stakeholders make use of the products 
and services delivered by the intervention. They are the changes required for impact-level results 
to occur. Outcomes can include improvements in capacity and performance by primary duty-
bearers (such as governments). They may include changes in behaviours and attitudes, social 
action, policy formulation, decision-making, norms and knowledge, standards, etc.  

Outputs:  

The next level of results, below the outcomes, are OUTPUTS. 

Outputs are the immediate results of a completed activity or set of project or program activities. 

Outputs are new products, goods, and services - or sometimes changes in skills and capabilities 
of individuals or institutions - that result from the completion of project activities. 

They are the most immediate effects or deliverables from the activities implemented within a 
development intervention. Generally, they are fairly tangible.  

They are achieved with the project resources provided and within the period specified. Outputs 
contribute to outcomes. For example, outputs like an evaluation, a report, a new system, or 
changes in skills and capabilities lead to higher-level changes such as policy formulation, 
decision-making and changes in general behaviours and attitudes (outcomes).  

In brief: 

As we move from outputs to outcomes to impact, our degree of control over the results usually 
decreases, the significance or scope of the change increases, and the timeframe in which you will 
witness the result also increases. In this way, the longer-term results (impact) have the greatest 
effect, and therefore there is the lowest degree of control over these, while the more immediate 
results (outputs) constitute the lowest level of change, and hence the degree of control over these 
is the highest. 

Impact, outcomes, outputs, and the activities that feed into them are organized into what is called 
a logic model. The logic model visually illustrates the cause-and-effect relationships between 
these different levels. 
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Additional Outcome Levels: Immediate and Intermediate Outcomes 

Some logic models add an extra level of results, distinguishing between intermediate and 
immediate outcomes. 

This additional level of results at the outcome level can be extremely useful. It can help to capture 
the logical pathway from changes in areas such as capacity, knowledge, attitudes, awareness 
- which occur as a more or less direct result of program outputs - and changes in areas such
as behaviour and practice that result from these.

For example, in an agriculture project an SMO has the output “training in organic farming 
provided.” The immediate outcome of the training might be “improved skills in organic farming 
methods” of the trainees.  

The intermediate outcome is the application of the skills - for example, “increased use of 
organic farming methods by small-scale producers in the project area.” 
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Formulating Outcomes & Outputs 

A good way to differentiate between an outcome and an output is to remember that an output is 
produced directly and immediately from an activity or set of activities. That means you can 
monitor whether planned outputs are being produced as you go along, without having to wait and 
find out whether the outcomes they contribute to are achieved or not. 

These criteria can help to clarify whether you are looking at an output or an outcome. 

Defining Results with Gender-Equality in Mind 
Gender equality and inclusion - like other cross-cutting issues - should be considered at every 
stage of the RBM project cycle. This means thinking about the different roles, needs, priorities, 
and circumstances of people with diverse identities: women, men, and non-binary people, 
racialized people, and people of different ages, socioeconomic classes, ethnicities, religions, 
sexual identities, national origins, migrant status, abilities, and more. You need to ensure that the 
results you define - and eventually your indicators, data collection methods, and other aspects of 
project implementation and monitoring - reflect these differentiated realities. 

Gender Analysis and Intersectionality: 

Systematic thinking, based on reliable evidence, about how gendered norms and practices affect 
things like access to and control over resources, opportunities, constraints, and power is called 
gender analysis. Such analysis should take an intersectional approach that considers how 
people are affected by discrimination linked to a number of overlapping social identities. For 
example, an individual may face barriers because of their gender, but also because of their 
religious identity or socioeconomic status. Such intersections can produce compounded 
discrimination, and variations of experience within categories. 

Resist the tendency to consider gender equality simply in terms of the proportion of women 
participating in project activities. 
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When addressing gender equality and inclusion, "do no harm" is the first principle. You must 
identify and mitigate any potential risks to project participants. In many contexts, advocating for 
gender equality can put people at risk. It can also be unsafe or uncomfortable for people to be 
identified as LGBTQIA2S, even if your project seeks to foster a safe and supportive environment 
for self-identification. 

Power, Gender, and Diversity Dynamics: 

Gender analysis should lead to thinking about dynamics related to gender and other roles and 
responsibilities, control of assets and resources, access to decision-making spaces, and more. 
You need to ask yourself how project interventions respond to these factors. This goes beyond 
the level of participation by women or other targeted groups. 

When defining project results, you should always consider how they reflect what you learned from 
gender analysis. Don’t assume gender equality will be addressed automatically: if gender and 
other cross-cutting issues are important, they should be visible in the logic model so that they are 
not overlooked during implementation and monitoring. 

There are different ways of defining the approach to gender in a project or program. A continuum 
of gender approaches, which may overlap in practice, can be defined as: 

• Gender blind: ignores the impact of social gender roles (and therefore often reinforces
them)

• Gender accommodating: works around existing gender norms
• Gender sensitive: ensures equal participation and seeks to use processes that do not

exacerbate inequalities
• Gender responsive: addresses gender differences in needs, impacts, and access
• Gender transformative: seeks to change gender norms and practices at the root of

inequality

A participatory approach to project development that includes men, women, and non-binary 
people from diverse categories or groups can help you capture important information and 
perspectives to ensure the intervention works for all stakeholders.  
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Examples of Results Statements:  

Here are some examples of result statements with and without gender aspects included. 

Example 1: 

Example 2: 

Example 3: 

Example 4: 

Example 5: 

Example 6: 
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Exercises: Practising Identifying Impact, Outcomes, and Outputs statements 

Exercise Answer Sheet 

Exercises: Practising Formulating Outcomes and Outputs 

Exercise 1 : 
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Below are examples of correct answers, noting that there are many possible answers: 
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Exercise 2 : 

Below are examples of correct answers: 
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The Logic Model 
Now that you understand that results are defined at different levels, you can see how the impact, 
outcomes, and outputs fit together to form a logic model.  

Definition: 

The logic model is a management tool used to facilitate the planning, execution and evaluation of 
a development intervention.  

A logic model reflects the change pathway identified in your theory of change. It shows the 
logical connections between the different levels of results in a project. 

Multiple Group of Outputs and Outcomes: 

A logic model can include multiple groups of outputs and outcomes that emerge from a variety of 
project activities. A group of outputs may lead to the achievement of one outcome, and 
subsequently a group of outcomes lead to the impact, building upon each other in a pyramid 
fashion.  

For example, in this diagram, Output 1.1 and Output 1.2 together logically lead to the 
achievement of Outcome 1. Then, Outcome 1 plus Outcome 2 should logically contribute to the 
Impact. 
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Visual Representations:  

Logic models can also be represented horizontally. 

At the first tier of the logic model, you’ll find the activities. These activities need certain inputs for 
them to happen: staff, funds or resources, for example. 

Another Perspective: Here’s another way to think about the connections in a logic model. 
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How to Build a Logic Model  

Impact, Outcomes, Outputs and Results: In That Order! : 

To build a logic model, start with the long-term impact you want your project to advance or 
contribute to. 

Next, identify the planned project outcomes that will contribute to this impact. Then, identify the 
outputs that will generate these outcomes. Remember, the outputs are the products of your 
project activities.  

Causal Relationship Between the Levels: 

When developing a logic model, you should always ask yourself whether there is a strong causal 
relationship between the levels. It is important to test the logic. A simple way to do this is to use 
an “IF/THEN” process. Starting at the activity level, ask the question: IF the following set of 
completed activities is completed, and IF our assumptions hold true, THEN will the identified 
outputs be produced? And IF these outputs are produced, THEN is it reasonable to expect 
progress on the outcomes? 

Continue following this process throughout your elements all the way to the impact level. This will 
allow you to see where your logic is sound and where it can be improved.  

You’ll soon find this way of thinking routine! 
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Refrain from Jumping Ahead to the Activities! : 

You might want to jump immediately into thinking about the activities you want to carry out 
because they are very tangible or about doing something. Taking the time to identify your 
expected outcomes and outputs ensures that the activities you eventually implement will be 
linked to the results you want to achieve.  

The big question to ask as you move up the results levels is: “Why” are we doing these activities 
and trying to produce these outputs? As you move down the levels, the question to ask is: “How” 
will we achieve these outcomes? There is a constant back-and-forth between the Why and the 
How as we go up and down the results chain in the logic model.
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An example of a Logic Model 

Here is an example of a logic model for a project that works with agroforestry cooperatives. 

The project team’s long-term goal - that is, the desired project impact - is “Improved climate-
adapted sustainable livelihoods for low-income women, men, and non-binary people affiliated 
with participating agroforestry cooperatives in the municipality of Santa Adilia.”  

IF the activities are completed, THEN the expected outputs are: 

• That gender-sensitive agricultural extension support is provided on climate-adapted
agroforestry practices

• That technical assistance is provided to cooperative leaders on financial, marketing, and
governance topics

IF these outputs are produced, THEN the outcomes expected are: 

• Increased adoption of climate-adapted production practices by agroforestry cooperatives
• Enhanced gender-sensitive and inclusive business management capacity on the part of

the agroforestry cooperatives
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Summary and Notes 
Phew! That’s a big piece of work that Peace & Play accomplished in completing their logic model. 

In this second quest, you also learned a lot about the logic model: 

• You know what sounds/strong result statements are
• You can now distinguish between impacts, outcomes and outputs
• You know that the activities come last in the model
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Quest 3: Monitoring for Results 

Peace & Play: Checks In 
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Quest Objectives 
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Differences Between Monitoring and Evaluation 
In RBM, you will often hear the terms monitoring and evaluation together. Even if these words are 
often seen together, as if they were one and the same, monitoring and evaluation are, in fact, two 
distinct sets of organizational activities. They are related but not quite identical. 

Monitoring Definition: 

Monitoring is an ongoing process of collecting information to measure and assess progress. It 
lets you know whether you are doing what you had planned, and how well you are using 
resources such as time and money. Most importantly, monitoring helps you figure out what is 
working and what isn’t. You can learn from your successes and from any problems that arise. 
Based on what you see while you are monitoring, you can adjust your activities and plans. 

Evaluation Definition: 

Evaluation is an opportunity to think deeply about the project at a specific time in the project 
cycle, such as halfway through or at the end. It helps you learn whether your project has achieved 
the results you expected. It also helps you understand the processes that lead to positive change 
and the challenges that sometimes make progress difficult. You can apply the learning from 
evaluation to make course corrections during your project and to help you plan future projects. 
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A Daily Life Comparison: 

In daily life : 

✔ We monitor our health by weighing ourselves or checking our temperature, but we
evaluate our overall health by going to the doctor for an annual check-up.

✔ We monitor students’ progress in school by keeping track of their grades on tests and
assignments, but we evaluate their overall achievements with annual report cards.

✔ We monitor the growth of plants in a vegetable garden, but we might evaluate the
garden’s overall success at harvest time based on the amount and quality of food grown and how
it contributes to a family’s well-being.

M&E in RBM: Comparison: 
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The Performance Measurement Framework 

The performance measurement framework (PMF for short) is the main tool for organizing 
monitoring. It also helps with reporting. 

We’ll learn more about reporting in the next quest. 

The purpose of the PMF is to plan, manage and measure performance. 

It is a simple tool that shows what, when, how you will monitor, and who will do it. A PMF has 8 
columns, each with a specific purpose. 

Planning for monitoring starts with populating the first column with the result statements from the 
logic model. 
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The Indicators 

Definition: 

An indicator helps measure progress over time. It provides evidence that a result has been 
achieved or is progressing towards achievement. 

An indicator is a means of measuring actual results against planned results in terms of quality, 
quantity and timeliness. 

Indicators are like “signals” that help measure results and reveal progress of specific objectives. 
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Neutrality: 

Indicators are neutral, meaning they do not include a direction of change. For example, “height of 
child” is an indicator, but “increase in height of child” is not. 

Why Do We Need Them: 

Tracking indicators can help us test the assumptions and hypotheses we made when we 
developed our logic model. 

Indicators can also be seen as an early warning system for identifying problems 

Our assumptions and hypotheses may need rethinking and our actions may need adjustment. 
Some things we had planned may no longer be relevant, due to rapid changes or challenges 
during implementation. 
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The Types of Indicators 

Indicators can be either quantitative or qualitative. 

A solid PMF includes a good mix of both, but you don’t necessarily need them in equal numbers. 
It’s normal to have more quantitative indicators than qualitative ones, as qualitative indicators can 
be more difficult to deal with.  

However, you should try to have a few good qualitative ones for every result you’re working 
towards. 

Quantitative indicators measure quantities and are numerical. They may be stated as: 

• Number of
• Frequency of
• Percentage of
• Ratio of
• Variance with
• Median of, Mode of, Average of

Qualitative indicators measure perceptions, attitudes, and judgements. They may be stated as: 

• Congruence with
• Existence of
• Type of
• Quality of
• Extent of
• Level of
• Degree to which
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Examples of Qualitative Indicators 

Examples of Quantitative Indicators 
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Benchmarking Indicators 

Benchmarking is a process in which you define criteria to compare an indicator (usually 
qualitative) against a level or standard. 

The benchmark specifies the measurement for “quality of”, “adequacy of”, “degree of”, “evidence 
of”. 

 For example: it defines what is meant by “Low, medium, or high”. 

In some cases, it can also be used for a quantitative indicator, using a range. See the examples 
below.
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Disaggregating Indicators 

Defintion: 

Breaking down an indicator according to a significant category or characteristic, such as: 

• Gender
• Income level
• Disability
• Geography/Location
• Age
• Ethnicity
• Other variables

is called disaggregation. 

Why Disaggregate? 

It is useful to disaggregate: 

• To highlight specific characteristics in a measurement, such as gender or sex, age,
region, ethnicity, income level, ability, or disability

• To provide more information about how results benefit or affect different groups
• To find out more about who or where our information comes from. People, groups, and

places differ from each other, and these differences affect how projects or activities work
or are experienced. Sometimes the information we get from our indicators is not very
helpful or meaningful unless we break it down according to different characteristics.

Remember: Think about and address any potential risks to project participants. For example, in 
many contexts it may not be safe or comfortable for people to be identified as LGBTQIA2S. A 
safe and supportive environment for self-identification may be fostered, but ‘do no harm’ must 
always be the first principle.  
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Examples: 

Indicators for Each Results Level 

Indicators are defined at each results level: impact, outcome, and output. 

Impact indicators measure changes in conditions or state. 

Outcome indicators measure changes in behaviors, practices, attitudes, skills, access, 
knowledge, or awareness.  

Output indicators describe what is produced. 
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Anatomy of an Indicator 

Indicators are composed of three main elements: 

• A unit of measure
• A unit of analysis
• The context

The Steps to Developing Indicators 

When selecting an indicator, we need to ask ourselves: 

• What does the result mean?
• How do I know that the result has been achieved?

There are four steps to developing indicators: 

• Step 1: Determine what you are measuring - for example: New legislative amendments,
or awareness of climate change risks

• Step 2: Add a unit of measure - for example: Number of new legislative amendments,
level of awareness of climate change risks

• Step 3: Add a context - for example: new legislative amendments that meet international
human rights standards or awareness of climate change by community leaders

• Step 4: Add disaggregation if relevant - for example: Number of new legislative
amendments that meet international human rights standards, disaggregated by sector
affected or level of awareness of climate change by community leaders, disaggregated
by gender
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Criteria  

To check whether the developed indicators are strong, you can use these 6 criteria: 

• Validity: Will this indicator really measure the result?
• Reliability: Will the measurement be consistent over time?
• Simplicity: Will it be easy to collect and analyze information about this indicator?
• Utility: Will the information collected about this indicator help with learning and decision-

making in the project?
• Affordability: Do we have enough time and money to collect information about this

indicator? Is the data collected worth the effort and expense?
• Neutrality: Does the indicator include a target measurement? It should not! For example,

an indicator of your speed in a race is “# of kilometres per hour“ not “20 kilometres per
hour”. The indicator of your success on a test is “# of correct answers out of 20”. Your
target might be 18/20, but “18 correct answers out of 20” is not the indicator itself.

How Many Indicators? 

Choosing indicators is about striking the right balance between what you need and what is 
practical. 

Indicators should be few enough so that your monitoring activities do not become a burden, and 
numerous enough to cover all the major outputs and outcomes of the program.  

Here are some guidelines: 

• Choose the minimum number that supports the sufficient and successful measurement of
a given level of result

• Choose enough to be able to measure the same result from different angles - it’s called
triangulating

Do not plan to collect too much information: it is costly, time-consuming, and, most often, 
unnecessary. 



53 

Exercises: Strong & Weak Indicators 

Exercise Answer Sheet: 
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PMF Overview 

Here is a guided tour of a PMF. 

1. The first column contains the results from the logic model.
2. The second column contains the indicators for each result statement of your

logic model.
3. The third column holds baseline data - if available - for each of the selected

indicators. This is the starting point from which to measure change over time.
4. The fourth column contains the targets that specify a particular value for

performance throughout the project cycle (in other words, what we want to
achieve).

5. The fifth column contains the data sources. This is where you will obtain the
information necessary for measuring progress towards results. These could be
primary sources (e.g., people, locations, organizations, artifacts, raw data) and
secondary sources, (e.g., reports, studies, and reviews).

6. The sixth column contains the data collection methods, that is, how
information is gathered. Methods will vary depending on the type of data.

7. Column 7, Frequency, is how often you will collect data. The higher the level in
your logic model, the less frequently you might collect data. The frequency is also
linked to your funding cycle. If you report quarterly, then, at minimum, you should
be collecting data quarterly at output levels.

8. The last column, Responsibility, states who will collect, analyze or report on
data.

Explore some of these columns in more detail in the following sections.
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Baseline Data 

Targets 
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Data Sources 

Data Collection Methods 

Data Collection Methods Checklist 
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Exercises: Practising Working with PMFs 

Exercise 1: 
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Exercise 2: 
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Exercise 3: 



Summary and Notes 
The Peace & Play team saw how useful monitoring was.  

Are you also more aware of what monitoring means for your project? 

In this quest you saw that: 

• Carefully developed indicators help you check your progress and adjust your approach
and activities throughout the project cycle.

• A strong indicator is developed using six criteria.

The indicators are included in the main tool for organizing your monitoring - the PMF. 
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Quest 4: Reporting 

Peace & Play: What Should we Report? 

6622  
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Quest Objectives 

In RBM, the primary goal of monitoring is to check whether the project is on track, so that it can 
be adjusted accordingly. 

It is important to communicate relevant findings that arise from monitoring to all the stakeholders 
in an effective way. 
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What is Results-Based Reporting 

Results-based reporting in RBM is the periodic accounting of project implementation to 
stakeholders, such as donors, project staff, project beneficiaries or participants, and to other 
partners such as governments or other civil society organizations. 

A results-based report documents completed activities, highlights changes that have come about 
as a result of these activities, and discusses project implementation processes, as well as 
challenges and lessons learned. The PMF is the key tool that supports results-based reporting. 

Reporting: Guiding Questions 
Some guiding questions that can be used for results-based reporting include: 

• What is different now that activities have been completed?
• Who was directly involved and what are they now doing differently?
• Over time, what changes in the organization or community can you observe? Who is

being affected?
• How do you know changes have occurred since baseline data was collected?
• What helped or hindered the achievement of results?
• Did anything unexpected occur?
• What could be done differently in subsequent activities or projects to improve such

programming?
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Here are examples: 
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Zoom in on the Elements of a Report 
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Quality Criteria for Results-Based Reports 

Here are the criteria that you can use to make sure your report is good to go: 

• Is your report complete? Does it cover all the bases and provide sufficient information?
• Is your report balanced, meaning that it contains a mix of “good” and “bad”?
• Is the content of your report reliable? In other words, are the findings based upon

presented data?
• As for any report or communication: are the layout and wording consistent?

Is the content clear - does it, adequately convey what occurred? 

How to Use the PMF to Report? 
The PMF is a key tool to help you write effective reports. Use it to monitor your project on an 
ongoing basis and before you submit every report. 

Here is how we suggest using the PMF to help you write your reports: 

• Look at the data collected for each indicator to gather specific information for each result.
Select key indicators to capture progress being made towards the expected results.
Indicators should be used to ‘flesh out’ results-based information. Note that as the project
evolves, you may want to add new indicators.

• Note the challenges experienced, towards yearly targets, and against the baseline.
• Observe if there is any variance between your actual data and your targets and explain it.

Cross-check your observations using the other indicators, sources, and methods of data 
collection in the PMF to provide further information on results. 
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Illustrative Example of Reporting Using The PMF 
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Exercise: Practice Telling a Performance Story in a Report 

Excerpt – Outcome 1 and Analysis: 

 

 

 

Excerpt – Outputs: 

This report looks at one 

outcome and uses its related 

output indicators to explain the 

results the project obtained. 

The report also talks about a 

positive, unexpected event 

that contributed to the 

highlighted results. 

OUTCOME 1: Enhanced efforts by municipal 

governments to create and institutionalize gender-

sensitive opportunities for diverse youth voices to  

be heard in decision-making 
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Reporting on a Website 
Sometimes, telling a specific story - for example, about an individual project participant or 
beneficiary - can help to make your results come alive.  

You may want to include narratives of this kind in your reporting to illustrate your results in a way 
that is more accessible.  

You can also use stories like the one about Vithu in communication with the public, for example, 
on a webpage.
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Summary and Notes: 
The Peace & Play team discovered how to use the performance measurement framework as a 
basis for monitoring their project and communicating their results in reports that convey whether 
their progress has been excellent, promising or off track and in need of adjustment! 

What about your project? Do you feel confident about reporting its results? 

In this quest you saw: 

• What is results-based reporting.
• What elements are necessary to write a compelling and effective report
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Quest 5: Learning 

Peace & Play: A Learning Review 

7722 
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Quest Objectives 

Through this quest, you will discover one way to use RBM processes and tools to make learning 
an ongoing and integral part of every project, through what is called “learning reviews.”
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When and Why Learning in RBM? 
When to Learn: 

If a systematic approach to learning is not integrated into the project cycle, the key people 
involved may wait until the end of a project to thoroughly assess how things have gone and try to 
learn from the experience.  

Integrating learning across the project cycle allows you to adjust your approach before the end 
of a project and be more efficient, flexible and adaptable to implementation realities.  

Monitoring data is wasted unless it is shared, analyzed, and used to inform implementation and 
planning. But you have to make a plan in order to learn from the data you collected. 

Learning Goals: 

To systematically learn from implementation evidence, you need to create effective and 
appropriate goal-oriented “learning moments”. 

During these “learning moments”, your team could be: 

• Seeking solutions to known challenges or problems
• Exploring assumptions
• Testing and revising your program logic and theory of change
• Coming up with new activities or approaches
• And expanding knowledge related to your area of work

How to Systematically Learn:  

Learning can be supported in many ways. For example: 

• Learning questions can be included in the PMF or in reporting templates
• Time for reflection and learning can be included in regular meetings, workshops and

feedback sessions
• Special learning meetings or learning reviews can be held on a regular basis.
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Focus on a Specific Issue: 

When we integrate learning moments into the project cycle, we can use the learning opportunity 
to explore a particular issue, or on a particularly successful or unexpected result. For example, 
you might reflect on what you can learn from your project about responding to issues of gender, 
diversity, and inclusion.  

By focusing on a single issue, lessons learned can contribute significantly to your desired results. 
If dedicated time is set aside for it, learning can maintain its critical place among the many 
demands of project management.

Learning Reviews 
Definition: 

Learning reviews are meetings during which monitoring data is examined and factors affecting 
progress towards results are discussed.   

It may just involve the project team, but a more participatory approach can include other 
stakeholders such as community members as well. 

Learning reviews go beyond the usual content of regular weekly or ad hoc team meetings by 
inviting systematic reflection on how activities and experiences relate to the project results 
framework. They offer a chance for everyone to engage directly with monitoring data.  

The frequency of reviews depends on team schedules and other considerations, but quarterly 
reviews can be a useful reminder of team members’ monitoring responsibilities and ensure 
regular opportunities to check overall project health. 
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Purpose: 

The purpose of a learning review is to identify bottlenecks, challenges, successes, or unexpected 
developments encountered in carrying out planned activities with a view to gaining a better 
understanding of the project and its context. 

The findings from a learning review form the basis for making any course corrections or 
adaptations that might be needed to address problems or build on opportunities.  

Key Questions: 

Questions that could be considered during a learning review meeting include: 

• After discussing some of these or other relevant questions, it will be time to ask the
following:What action should we take to address points raised in the review?

• Who will take the action, and when?
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Learning Review Report: 

Following the review, a brief report could be circulated to the whole team, highlighting issues 
identified, lessons emerging from reflection, and actions agreed. If the review raises issues that 
are substantive enough to require changes to the work plan or logic model, these can be noted 
for inclusion in the next semi-annual or annual report so that appropriate changes to the plan and, 
if needed, the results framework and PMF, can be approved and implemented.   

Examples: 
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Summary and Notes 
In this final quest, thanks to Prami and Kroja, who know how much systematic learning activities 
can benefit a project, you saw how Peace & Play used the data they had gathered to adjust 
activities to improve their outputs and, in turn, outcomes and impacts. 

How can what you’ve learned through this quest benefit you? What learning activities will you 
implement in your project? 
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Additional Resources 
Spur Change’s RBM 101 Practising Results-Based Management: An Introductory Course 

Results-Based Management Handbook : Working Together for Children 

Results-Based Management for International Assistance Programming at Global Affairs Canada: 
A How-to Guide 

Results-Based Management Website Page 

Baseline Survey Training 

Data Collection Training 

Peace & Play Theory of Change 

Peace & Play PMF (excerpt) 

Agroforestry PMF 

Indicators Checklists 

Baseline Data, Targets, Data Sources and Data Collection Checklists 

Logic Model Terminology Equivalents 
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https://learning.spurchangeresource.ca/story.html
https://www.unicef.org/thailand/media/3486/file/Result-based%20management%20handbook.pdf
https://www.international.gc.ca/world-monde/assets/pdfs/funding-financement/results_based_management-gestion_axee_resultats-guide-en.pdf
https://www.international.gc.ca/world-monde/assets/pdfs/funding-financement/results_based_management-gestion_axee_resultats-guide-en.pdf
https://www.international.gc.ca/world-monde/funding-financement/results_based_management-gestion_axee_resultats.aspx?lang=eng
https://spurchangeresource.ca/en/training/micro-learning-sessions-on-baseline-survey/
https://spurchangeresource.ca/en/training/national-training-making-data-collection-meaningful/
https://drive.google.com/file/d/1WAiEb-n0PzUP6DS7hIhZjKJc7CmBxCCl/view
https://drive.google.com/file/d/1GS2U3-CqSd_WLjOFevKG66tS7t0wVk1B/view
https://drive.google.com/file/d/1Q_CglfB4YO3MXgn5EHzVruUqW53QEvJ0/view
https://drive.google.com/file/d/1oQsoF3cHm8aYZjn5NEniOUpTGjpO6mKy/view
https://drive.google.com/file/d/1iPstyE3aempTRiC44wBeb5Q_nCfuDAfU/view
https://drive.google.com/file/d/1DPVSAWkbw72lnT31_YUt8MKHXi9T6kCo/view
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Final Evaluation Answer Sheet 

QUESTION ABOUT MODULE 1: PLANNING STRATEGICALLY & TAKING A 
PARTICIPATORY APPROACH  

Question 1 

What is a theory of change? 

 A theory of change is a representation of why and how a project or program is 
expected to lead to the desired results.

❏ A theory of change is a representation of how a project or program is expected to lead to 
the desired results.

❏ A theory of change is an approach to managing change within an organization.
 A theory of change describes an understanding of the overall strategic framework of the 

project or program (the big picture).
❏ A theory of change is a set of guidelines for how to make changes in program plans and

activities.
 A theory of change can take many forms.

Question 2 

What is important to do when an organization starts a project? 

❏ Brainstorm activities

❏ Select a project manager

QUESTIONS ABOUT MODULE 2: ORGANIZING THE DESIRED RESULTS INTO A 
LOGIC MODEL 

Question 3 

What are results? 

 Results are observable and describable changes.
 Results can be measured.
 Results are changes that can be attributed to an identified cause-and-effect relationship.
❏ Results are indicators signalling how well an activity is doing.
❏ Results can only be positive and predictable.

Question 4 

Results can relate to changes in: 
 State
 Situation
 Behaviour
 Attitude
 Function

 Consult with stakeholders involved in the project

 Capacity
 Practice
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Question 5 

A result statement typically starts with… 

 increased
❏ approved
 decreased
 improved
 enhanced
❏ controlled
❏ on target
 reduced
 strengthened

Question 6 

Can an indicator include a target? 

❏ Yes, always
 No, never
❏ Sometimes, depending on the context
❏ I don’t know

Question 7 

A result statement describes who is affected by a change and where. 

 True
❏ False
❏ I don’t know

Question 8 

In RBM, what are the main levels of results identified in the logic model, from highest level to 
lowest? 

 Impacts, outcomes, and outputs
❏ Outcomes, impacts, and outputs
❏ Outputs, outcomes and impacts
 Ultimate outcomes, intermediate outcomes, immediate outcomes, and outputs

Question 9 

Match each definition with the corresponding level in the logic model. 

Impacts =The high-level, longer-term change(s) that an intervention works toward. 
Outcomes = The intended short-term and medium-term effects of an intervention.  
Outputs: The immediate results of a completed project or program activity/activities. 
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Question 10 

When should gender equality, inclusion, and other cross-cutting issues be considered in the RBM 
project cycle? 

❏ At the very beginning, when defining the theory of change and logic model.
❏ When defining the indicators.
❏ After implementing the activities.
 At every stage of the project cycle.

Question 11 

What are key elements to consider while integrating gender equality and inclusivity in your project 
cycle?  

 The social roles of people with diverse and intersecting identities.
 Discriminatory social norms and stereotypes.
 Differences in people’s access to resources and benefits.
 Differences in access to and influence over decision making.
 The different ways diverse people and groups are treated by laws, policies, and

institutions.
 Differing needs, priorities, and circumstances of different groups and

individuals.

Question 12 

What is a logic model in RBM? 

 A management tool.
 A tool used to facilitate the planning of a development intervention.
 A tool used to facilitate the execution of a development intervention.
 A tool used to facilitate the evaluation of a development intervention.
❏ A tool used to facilitate the learning activities based on a development intervention.
❏ A tool used to facilitate the monitoring and reporting of data associated with an

intervention.

Question 13 

To build a logic model, what do you start with? 

 The long-term impact you want your project to advance or contribute to
❏ The activities you want to implement
❏ The resources your project has at its disposal

Question 14 

How do you test the causal relationship between the levels of a logic model? 

 Using the “IF/THEN” test.
❏ Using the “WHY/HOW” test.
❏ Using the performance measurement framework (PMF) tool.
❏ Using monitoring data.
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QUESTIONS ON MODULE 3: MONITORING FOR RESULTS 

Question 15 

What is monitoring in RBM and what purpose does it serve? 

 It’s an ongoing process of collecting information to measure progress.
 It lets us know whether we are doing what we planned.
 It lets us know how well we are using resources such as time and money.
 It helps us figure out what works and what does not, so we can adjust our activities and 

plans.
❏ It's a process of reflecting deeply on project results and the processes used to achieve

them.

Question 16 

What purpose do indicators serve in RBM? 

 They help measure progress over time.
 They provide evidence that a result has been achieved or is progressing towards 

achievement.
 They are a means of measuring actual results against planned results in terms of quality, 

quantity and timeliness.
 They are like “signals” that help measure results and reveal progress of specific 

objectives.

Question 17 

What type of indicators measure the “number of, frequency of, percentage of, ratio of, variance 
with, median of, mode of, and average of”? 

 Quantitative indicators
❏ Qualitative indicators
❏ Progress indicators
❏ Ratio indicators

Question 18 
What type of indicators measure the “congruence with, existence of, type of, quality of, extent of, 
level of, and degree to which”? 

❏ Quantitative indicators
 Qualitative indicators
❏ Progress indicators
❏ Ratio indicators

Question 19 

Breaking down an indicator according to a significant category or characteristic, such as gender, 
income level, disability, geography/location, age, ethnicity, or other variables is called… 

❏ benchmarking
 disaggregation
❏ disintegration
❏ segregation



84 

Question 20 

At what levels are indicators defined? 

 Indicators are defined at each results level: impact, outcome, and 
output.❏ Indicators are defined at the impact and outcome levels.

❏ Indicators are defined at the impact level only.
❏ Indicators are defined at the outcome level only.

Question 21 

What columns would you find in a performance measurement framework (PMF)? 

 Expected Results
 Indicators
 Baselines
❏ Analysis
 Targets
 Data Sources
 Data Collection Methods
 Frequency
 Responsibility

QUESTIONS ON MODULE 4: REPORTING 

Question 22 

What does a good results-based report contain? 

 Progress towards achieving results.
 Change that has occurred because of the interventions implemented.
 A demonstration of the link between activities and actual results, on each level of the 

logic model, using indicators.
 Challenges faced.
 Proposed solutions or mitigating strategies.

QUESTIONS ON MODULE 5: LEARNING 

Question 23 

What are the main objectives of learning activities within the context of an RBM approach? 

Select all the correct answers and click on SUBMIT. 
 Making adjustments before the end of a project to make it more efficient, effective, and 

appropriate to implementation realities.
 Sharing, analyzing, and using the collected data to inform implementation and planning.
 Improving performance in the most effective and appropriate ways.
❏ Providing training to project team members on monitoring and evaluation.
❏ Informing donors and other partners about progress made by a project.
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Question 24 

What is the purpose of RBM? 

 It is a management approach designed to improve project and program design, 
implementation, monitoring, learning, reporting, and accountability in any project or 
program in any sector or sphere.

❏ It is a management approach designed to link project results to project costs.
❏ It is an accountability system designed to keep stakeholders informed of project progress

in real time.
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