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O. EXECUTIVE SUMMARY

On behalf of the AGUASAN group, SKAT has organised annual workshops in Gersau,
Switzerland, since 1985. Although the issues discussed concemned projects in developing
countries, for practical purposes the Swiss workshop confined participation to German
speaking participants working in developing countries or in Europe. The organizers have
always been aware that the findings of these workshops needed to be shared and reflected
with the professionals in the user countries. At the 1992 AGUASAN workshop the
decision was taken to launch a first regional workshop in Africa with participants from
countries south of Sahara.

SKAT was entrusted with the organization and implementation. The first step was to
check on the feasibility of such a workshop, to clear questions regarding the interest and
the availability of funding and the host country. The response to an enquiry was cntirely
enthusiastic and it became clear that there was a need and that the project was feasible.
Lesotho was identified as a potential host country because of the available infrastructure
and logistic support ensured by HELVETAS Lesotho and the Village Water Supply
Section (VWSS), and funding was secured from SDC and HELVETAS.

The overall aim set by the organizers was to improve the sustainability of projects in the
region. Specific objectives which they aimed to fulfil included the exchange experiences
in the sector; the sharing of experiences of similar AGUASAN workshops in Switzerland,
the review, development and testing of tools for M+E designed to increase the efficiency
of different projects as well as establishing personal contacts with other professionals
working in the sector.

AGUASAN Workshops are designed to encourage each and every participant to
contribute and reflect his or her knowledge, views and experiences. This is done by
alternating between work in plenary sessions and in groups. Group work facilitates the
exchange of experiences, especially for those who are not inclined to talk in front of a
larger audience.

A basic premise of the workshop approach is that one learns more from seeing and doing
than just listening.

The AGUASAN Regional Workshop assembled 22 participants from six African
countries working in Government institutions, NGOs and/or regional networks.

The following M+E tools and guidelines have been developed during the AGUASAN
Workshops in Switzerland and further elaborated at the AGUASAN Regional Workshop
in Lesotho:

a) The Water and Sanitation MonitQring and Evaluation System (WSMES)

The Water and Sanitation Monitoring and Evaluation System (WSMES) is a practical
method which was tested and further developed at the AGUASAN Regional Workshop.
It is based on the Water and Sanitation Knowledge System (WSKS) which was the
outcome of the AGUASAN 1992 Workshop.
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b) MEPI

The WSMES analysis for VWSS, for instance, showed a relatively smooth flow of
technical information between different levels of the organisation (District, Regional and
National). However, a major ‘bottleneck’, constraining the flow of information, exists
between VWSS and the community. Furthermore, there are no ‘feedback loops’ which
would allow for information that is obtained to flow back from headquarters through the
districts to village level.

In-built evaluation can be seen as a cycle which involves Monitoring, Evaluation,
Planning and Implementation (MEPI). The starting point is usually a deficiency which is
observed (monitored) in an existing situation, its evaluation leads to a project
identification (planning), before certain activities are implemented.

If applied systematically, the MEPI cycle will enable programmes to continuously assess
the extent to which set objectives are being achieved and to adjust implementation
strategies in order to achieve sustainable results.

¢) MEPI in the Project Framework

The project framework which was first introduced at the AGUASAN Workshop in 1989
has been further developed during this workshop. It starts with the project identification
showing the different planning stages before it considers the implementation, effects and
impact. The reflects the three different levels of evaluation, namely efficiency,
effectiveness and impact. The participants tested the framework by applying it to their
own project. It proved to be useful for the following aspects:

. to plan a project systematically

o to gain an overview about the project design, i.e. different perception about aims
and objectives by the various actors involved

] to situate the evaluation phases transparently.

d) Guidelines for the identification and analysis of new projects and the
development of indicators

Access to safe water, more so than sanitation, is widely considered to be a basic human
right so that it is often assumed that all people feel a ‘need’ to improve their existing
supplies. Yet, increasingly, it is being realised that rural people may not share the
professionals’ perception of need. Assessing need cannot be a ‘on-off” exercise. It has to
be part of a process of ‘continuous consultation’ with the community.

There are a number of indicators which can be used to assess how willing and prepared
villagers are for implementation. These include: material collected, trenches dug, existence
(and viability) of committees, by-laws, bank accounts, legal rights to collect water from
the selected source and so on. In addition, more subjective issues such as village
organization, role of women and others need to be assessed.

Generally, the workshop concluded that indicators do not stand on their own. There is
always a question, a key issue before an indicator can be determined. There are direct and
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e)

SOFT

indirect qualitative and quantitative indicators. We should not only look for measurable
aspects, often the observation of not quantifiable quality aspects is more important.

Useful indicators were developed for all three evaluation levels (efficiency, effectiveness,
impact). Yet, emphasis was laid on the more difficult indicators for effectiveness. The
indicators developed by PROWWESS as well as WHO'’s guidelines for Minimum Eva-
luation Procedure were made use of and looked at under three headings: sustainability,
effective use and replicability. These indicators were then again cross-checked with SDC’s
strategy for balanced development which considers the social, institutional, economic and
technical components as well as the one dealing with ‘knowledge and norms’. The
participants found this approach rather practical since it ensures that evaluation about the
project remains as holistic as possible.

The SOFT method was introduced during the workshop as a very simple but cffective tool
which can be applied for rapid evaluation. It involves a review of past activities wherc
both the Successes and Failures are examined at community and institutional levels. In
the same way the future is considered and the Opportunities and Threats are taken into
account. The principle of this tool can be summarised as follows :

build on what the actors know; :

use their knowledge and abilities to conduct a self-evaluation;

encourage the actors to see the effect of their work on the project’s objectives;
encourage visions beyond the pressing immediate objectives;

strengthen awareness of joint responsibility.

SOFT has been made use of by the participants to evaluate the M+E system in their
project and to develop ideas for improvement. Handouts explaining the basic principles
of SOFT were distributed to the participants.

The workshop presented the participants with two opportunities to test the tools that had
been developed. It allowed time for the participants to work in country groups to apply
to their own programmes what they had learned during an evaluation of a water supply
project in the field. All the participants found the rapid evaluation of the village water
supply project at Ha George to be a valuable experience. The exercise underiined how
critical it is for all actors to be involved in any evaluation, In particular it showed the
importance of consultation with the community from the very beginning of a project.
Building community capacity and confidence emerged as key issues to be addressed if the
overall sustainability of the project is to be ensured.

It can be concluded that M+E can be applied as a sensitive management tool to achieve
the set aim and objectives as close as possible, but also in a most efficient way.
However, we have to be aware that the assessment of data can only be a help; by applying
MEPI we can never get hold of the reality at a hundred percent. Input and output (results)
of MEPI have to be in a certain balance.

“It is better to be approximately correct, with a reasonable input and in time
than to be precise, costly, too late and in cases wrong” .

Never forget to apply common sense. Regular visits to the ficld by meeting and talking
to the villagers can be more effective than an extensive data collection.
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1. INTRODUCTION - THE REPORT

1.1 How it came about

This Report is the outcome of an AGUASAN Regional Workshop held in Lesotho,
Southern Africa in June 1993. AGUASAN was created in 1983 as an informal
coordination group for Swiss organisations involved in the field of water and sanitation.
Since 1985 workshops have been organised in Gersau, Switzerland. These have served
as an important opportunity for the sharing of experiences and lessons leamed from the
field. The Lesotho workshop, organised and moderated by SKAT and HELVETAS
Lesotho and sponsored by the Swiss Development Cooperation (SDC) was the first to be
held outside Switzerland. Participants from six different African countries attended the
workshop, the focus of which was Monitoring and Evaluation (M+E).

Throughout the five-day Workshop the proceedings were recorded, firstly by participants
who ‘visualised’ their individual and group presentations on posters and overheads and,
secondly, by a rapporteur who took notes and photographs. These form the raw material
upon which this Report is based. To this we have added, where appropriate, references
to other reports dealing with M+E and related topics.

1.2 Howitis structured

The Report consists of two parts of altogether nine different chapters. Part I is
introductory, giving background to the Report and the Workshop. Here the basic
objectives, methods and sequences of the Workshop are related and Most important the
principal M+E concepts and tools which were developed at the workshop are described.
In Part II of the Report workshop participants applied the above concepts and tools 1o
their own projects and the outcome experiences of this are described, country by country.
Later we report on a practical exercise whereby a water project in Lesotho was evaluated
by the workshop participants using the tools they had discussed and developed during the
preceding days. The following chapter is one of reflection; here the participants look back
on their experiences at the workshop, evaluate the proceedings and recommend ways
forward. The last chapter attempts to summarise all that was learned and to encapsulate
this in an AGUASAN Regional Workshop Statement.

1.3 How it can be used

The Report is designed to be of use to a wider audience than the Workshop participants.
It should be of primary interest to those working in the water and sanitation sector who
have some interest in the monitoring and evaluating of their projects. However, it may
also be of interest t0 people working in others sectors as the M+E concepts and tools may
be applied to almost any project.

The Report should also be of value to anyone who is planning a workshop and is searching
for methods which encourage and enable the active participation of all individuals and
groups to achieve a lasting learning effect. Details regarding the working methods of the
Workshop follow in the next chapter. Readers who are interested only in the M+E
concepts and tools are advised to tumn directly to Chapter Three.
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Finally, this Report will scrve as a reminder and reference for the Workshop participants
who all contributed much to its making. We trust that we have accurately represented
their views and contributions.
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2. THE WORKSHOP

2.1 From Switzerland to Lesotho - AGUASAN's first Regional Workshop

Since 1985 AGUASAN Workshops have been held in Gersau, Switzerland. Although the
issues discussed concemned projects in developing countries, for practical purposes the
Swiss workshops confined participation to German speakers, who were able to travel to
Gersau. At the AGUASAN 1992 Workshop the need to have regional workshops, which
would allow for the participation of local project staff and the sharing of regional
experiences, was recognised; a ‘vision’ emerged - an AGUASAN Regional Workshop in
Africa with participants from countries south of the Sahara.

The first step was to check on the feasibility. Would people in the region be interested?
Could funds be raised? Could a host country be found? Letters were written and
responscs were analyzed. From the enthusiastic responses from different parties it was
clear that there was a need and that the project was feasible. Lesotho was identified as a
potential host country because of the available infrastructure and the logistic support and
capacity ensured by HELVETAS Lesotho. Funding was secured from SDC and
HELVETAS Lesotho.

A variety of themes were proposed for the workshop and enquiry revealed a surprisingly
great consensus that M+E should be given priority. Other themes in demand were Ope-

ration and Maintenance and Sustainability. It was concluded that while the emphasis
would be laid on M+E the others could well be considered alongside.

2.2 Aims and Objectives

The overall aim set by the organisers was to improve the sustainability of projects in the
region. Specific objectives which they aimed to fulfil included:

® exchange experiences in the sector;
) share experiences of similar AGUASAN workshops in Switzerland;

. review, develop and test tools for M+E designed to increase the efficiency of diffe-
rent projects;

* establishing personal contacts with other professionals working in the sector.

2.3 Working Methodology

Conventional conferences depend to a large extent on one speaker after another presenting
papers, prepared in advance, to a passive audience who can only listen to what is said.
Participation from the ‘floor” is limited to question and answer sessions during which only
a small proportion of the audience are able to voice their views. Conferences have the
obvious disadvantage of low participation and the less obvious disadvantage of a limited
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leaming effect. They remain
popular partly because they arc
simple to prepare and casy to
control.

The AGUASAN Workshops arc
designed to encourage each and
every participant to confribute his
or her knowledge, views and
experiences. This is done by
altcrnating between work in
plenary sessions and in groups.
Group work facilitates the
exchange of experiences, especially
for those who are not inclined 10
talk in front of a larger audience.

In some cascs groups were formed
with participants from diffcrent
countries, affording the
opportunity for them to learn from
each others experiences, while, in
other cases, groups were made up
of people from a particular country
discussing particular aspects of
their own programmes.

A basic premise of the workshop approach is that one learns more from seeing and doing
than just listening, as is illustrated in an ancient Chinese proverb:

“bear and forget.............se¢ and revuember............. do and understand”’

At the workshop, leaming by seeing was ensured by employing the ‘visualisation’
technique whereby presentations were recorded on paper and posted up on the wall for
the reminder of the workshop as a record and reminder of the proceedings. By the end of
the workshop the walls were covered with posters that visualised the entire proceeding,
noting everything from travel arrangements to theoretical concepts of monitoring and
evaluation. We have tried to illustrate this report with as many of these as is practical
but these represent only a small proportion of the whole!
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Learning by doing took place through the application of M+E tools at two levels. Firstly,
working in country groups, the participants examined their own programmes in the light
of what they had leamed and discussed in the plenary sessions and used the information
to analyse or evaluate their own situation. Secondly, the participants were asked to act
as ‘consultants’ and to evaluate a nearby project of the Village Water Supply Section of
Lesotho’s Ministry of Home Affairs. Each group of ‘consultants’ evaluated the project
from a slightly different perspective and presented a report on their findings in a plenary
session.

Workshops with packed programmes can often be exhausting for both the organisers and
the participants. The dilemma is that, given the costs of bringing a group of professionals
together for a week, it is desirable to make optimum use of the time. How then to avoid
fatigue while at the same time covering as much ground as possible? The organisers of
the AGUASAN Workshop peppered the proceedings with frequent music breaks. These
would not last for more than a few minutes but gave welcome relief to participants’ over-
taxed minds.

Establishing personal contacts was, as we noted earlier, a key objective of the workshop.
In order to ‘break the ice’ and facilitate this process, the Workshop organisers asked each
participant to introduce him or herself. These introductions were not only professional
but also personal, with everyone describing their “most important life experience”. The-
se experiences, which included the death of loved ones, civil war, the birth of children,
marriage and the end of a drought, added a human dimension that contributed significantly
to the positive and friendly atmosphere that prevailed throughout the Workshop.

Equally important were the country presentations that closed each day. Often aided with
slides these presentations gave participants a keen idea of the kind of physical, political
and socio-economic environment that fellow participants work in. The different countries
also took tums to begin the day by ‘warming’ participants up with short (usually
humorous) stories frotn their countries.

2.4 Overview of the Programme

In describing the methodology we have already touched on many aspects of the
programme. Each day in the programme was packed with a blend of presentations,
discussions, group work and practicals. With working beginning at 8 am and continuing
after supper with country presentations it is not surprising that some participants called
for “more free time” in their concluding evaluation of the Workshop (see Chapter 7). The
active programme was made possible, in part, by the efficient and comfortable services
offered by the hotel and this could be seen a basic requirement for any similar workshop.

Below we briefly describe the sequence of Workshop events in a chronological manner
and indicate how these relate to the different chapters of this Report. No attempt is made
to describe or explain the M+E concepts and tools as this is left to subsequent chapters.
Information on the different country programmes has been collated and summarised in
Chapter 5.
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Monday 31st May

The Workshop was opened at 8.00pm with a welcome from SDC/AGUASAN and SKAT.
This was followed by a presentation from the host country, Lesotho and a brief
introduction to HELVETAS.

Tuesday 1st June

Following the warm-up story participants introduced each other (as described above) and
then the Workshop objectives and working methods were presented and discussed (see
Chapter 2).

The first tool, the Water and Sanitation Monitoring and Evaluation System, which had
been developed by AGUASAN in 1992, was presented (see Chapter Three). The Village
Water Supply Section (VWSS) of Lesotho then illustrated how this tool could be applied
by using it to present their own M+E system. The participants then broke up into groups
which spent most of the day using this tool to examine their own programmes’ M+E
systems. The results were presented to the plenary in the late aftemoon. The country
presentation after dinner was by Cameroon.

Wednesday 2nd June

Following the warm-up and a sumnmary of the previous day’s proceedings, the Workshop
examined Monitoring, Evaluation Planning, and Implementation (MEPI) notions and how
these fit into the broader project framework. This is described in detail in Chapter Three.

This was followed by a practical exercise on indicators whereby groups worked to place
indicators into different categories developed by PROWWESS in Geneva in 1990. Back
in the plenary, groups presented and compared their findings and then work on indicators
continued with a presentation of the problem of finding suitable indicators to evaluate the
impact of water and sanitation projects (tum to Chapter Four).

In the afternoon participants broke into different *consultant’ groups which were given
terms of reference for the evaluation of the Ha George water supply project in a
neighbouring district. The rest of the day was spent preparing methods and instruments
for the field trip. Country presentation in the evening was by Mozambique.

Thursday 3rd June

The participants departed for Quthing District after breakfast. The first stop was the
district VWSS office where the District Engineer gave the ‘consultants’ basic background
to the project.

From there they travelled to the village of Ha George where they broke up into different
groups. Each group had the opportunity (in rotation) to inspect the system and to
interview the villagers, the water commitiee, the chief, the VWSS supervisors and masons
involved in the construction process and the representative of the donor,

On retumning to the Hotel the ‘consultants’ spent the rest of the day working, in groups,
on their reports. Country presentation that day was by Kenya.
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Friday 4th June

The participants were ‘warmed-up’ with a presentation on ‘resistance to change’. They
then spent the rest of the morning presenting the findings of their evaluation of the Ha
George project. These presentations were ordered under the headings: efficiency, effective
use and replicability. In the afternoon groups began by analyzing and discussing why the
findings may have differed from group to group. They then considered what indicators
they could use to ensure ‘balanced development’. Chapter Six regards the Ha George
evaluation.

Country presentation was by Madagascar.

Saturday 5th June

A tool for rapid evaluations was presented and the participants then applied this (o their
own project to consider the Successes, Opportunities, Failures and Threats (SOFT)
regarding M+E. They presented their findings drawing considerably on what they had
leamed during the Workshop. After lunch the Workshop itself was cvaluated using the
SOFT tool. Participants highlighted those aspects of the programme they had found most
valuable and constructively criticised those which had not worked quite so well. The
outcome of this can be found in Chapter Seven.

They final exercise was for participants to make suggestions for the formulation of an

‘AGUASAN LESOTHO STATEMENT", the results of which are presented in Chapter
Eight of this Report.

2.5 The Participants

The AGUASAN Regional Workshop assembled 22 professionals including engineers,
sociologists, biologists and economists, from the following six African countries:
Cameroon, Kenya, Madagascar, Mozambique, Zimbabwe and Lesotho. The participants
are either working in Government institutions, NGOs and/or regional networks. Women
were heavily under represented by only two ladies from Kenya and Lesotho. Nevertheless,
the above mixture of participants from different countries facilitated a very lively and
fruitful exchange (the list of participants is compiled in ANNEX 11).
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3. MONITORING AND EVALUATION CONCEPTS

3.1 Introduction

Monitoring and evaluation are clearly not ends in themselves. Whilst the information
generated by M+E activities may be of interest it is of little value if it does not enable the
different actors, or ‘stakeholders’, in a project to make informed decisions and to improve
management. For this reason it is critical that M+E should be seen in the context of the
project framework as it develops over time. It is also important that all the project’s
decision makers, including those at community level, should be identified and involved in
M-+E. In this section we consider M+E in the context of the project framework paying
particular attention to how it operates at different stages in the project’s life and how the
different participants might be involved. We begin with some basic definitions.

3.2 Definitions

Monitoring

Monitoring is perhaps best defined as the observation and recording of indicators and
dara. Itinvolves collecting and measuring data and information on different aspects of
the project using a variety of methods and tools.

Evaluation
Evaluation may be defined as the assessment and analysis of the observations and data
monitored and is often based on a comparison with set targets and assumptions.

Planning

Planning consists largely of decision making, In the long-term this includes: defining of
objectives and strategies and necessary adjustments to policy. In the short-term it includes:
defining of results, activities and inputs.

Implementation
This consists primarily of mobilising planned inputs and carrying out activities which
make the project a reality.

Indicators

Indicators may, at this stage, be defined as observable facts that stand for and measure
the aspects to be monitored. These may be quantitative (measurable, expressed in
numbers) or qualitative (observations, experiences, narratives, subjective perception).
Indicators may also be direct or indirect measures of change (see Chapter 4.3 for more
details).







