Scottish Enterprise Monitoring & Evaluation Guidance – Part 1 Guidance

Scottish Enterprise

Monitoring & Evaluation Framework Guidance
The guide for developing a monitoring & evaluation framework comprises 2 parts:

· Part 1: Guidance

· Part 2: Workbook
This document is Part 1 - Guidance

Contents

	No.
	
	Page

	1.
	Introduction
	3

	2.
	Background
	3

	3.
	Strategic Context
	3

	Tab 1
	Government Economic Strategy Strategic Targets
	4

	4.
	Project Lifecycle
	5

	Diag 1
	Project Lifecycle
	5

	5.
	Approach to Monitoring & Evaluation
	5

	Tab 2
	Measures Definitions
	6

	5.1
	Moving from Inputs to Impacts
	7

	Diag 2
	Input – Impact Relationship
	7

	6.
	Setting up a Monitoring & Evaluation Plan
	7

	Tab 3
	M & E Plan – What should be included?
	7

	Tab 4
	Main steps in setting up a Monitoring & Evaluation Framework
	8

	6.1
	Using the Workbook to set up a Monitoring & Evaluation Framework
	9

	7.
	Strategic Economics, Evaluation & Research Plan (SEER)
	10

	8.
	Knowledge Management Information System (KMIS)
	10

	9.
	Customer Relationship Management (CRM) System
	10


Version 1.4 (July 2011))
	Amendments

	Aug 2010
	Narrative changes: Para 1 & Para 5 table 2

	July 2011
	Amended to take account of 2011/12 Business Plan and Measurement Framework


1. Introduction

Scottish Enterprise has an obligation to monitor and evaluate the benefits and impacts of its work in order to:

· Explore what is working well and what is not in a project or programme (including management, content, delivery, recruitment and how far the project or programme is meeting beneficiaries’ needs) in order to decide whether the project or programme should be: continued in its current form: altered and improved:  expanded:  or curtailed; 

· Establish the outcomes and impacts of a project or programme; and

· Show that it is using public money effectively and efficiently.

The plan set out in this document provides Scottish Enterprise, and its partners, with a framework to systematically collect and review key information that will inform the future strategic direction of project development and assist in the design and delivery of future policy.

A key benefit of Monitoring & Evaluation is that it will allow project managers to improve their impact.

2. Background

This framework provides an opportunity for a more comprehensive, consistent and agreed set of standards for future monitoring and evaluation which provides a range of value for money benefits to SE and partners, including:

· Efficiency of delivery: common set of agreed monitoring arrangements with supporting tools and templates;

· Economy: economies in the design, delivery, analysis and reporting of monitoring and evaluation activities; and

· Effectiveness: adoption of agreed standards for indicators and measures, collection procedures and reporting mechanisms.

3. Strategic Context

In November 2007, the Scottish Government launched the “Government Economic Strategy” (GES).  The strategy has 5 strategic priorities for sustainable growth in Scotland.  These are:

a) Learning, skills and wellbeing – a skilled and educated workforce is essential to building competitive advantage and sustainable economic growth;

b) Supportive business environment – creating the best possible environment for competitive businesses, entrepreneurship and innovation to flourish;

c) Infrastructure development and place – investment in the physical and electronic infrastructure and Scotland’s planning development and funding framework;

d) Effective Government – a more effective government focused on sustainable economic growth and streamlining the government’s dealings with businesses; and

e) Equity – creating the conditions for growth and cohesion together with enhancing the environment.

Progress on these will result in the key objective of the GES (increased GDP growth) being attained.  Table 1 sets out the GES Strategic Targets.
Scottish Enterprise contributes to the Supportive Business Environment priority

TABLE 1



GES Strategic Targets
	Targets

	By 2011:

	1. 
	To raise the GDP growth rate to the UK level

	2. 
	To reduce emissions over the period to 2011

	
	

	In the Longer Term:

	3.
	To match the GDP growth rate of the small independent EU countries by 2017

	4. 
	To rank in the top quartile for productivity amongst our key trading partners in the OECD by 2017

	5. 
	To maintain Scotland’s position on labour market participation as the top performing country in the UK and close the gap with the top 5 OECD economies by 2017

	6.
	To match average European (EU15) population growth over the period from 2007 to 2017, supported by increased healthy life expectancy in Scotland over this period

	7.
	To increase overall income and the proportion of income earned by the three lowest income deciles as a group by 2017.

	8.
	To narrow the gap in participation between Scotland’s best and wrost performing regions by 2017

	9.
	To reduce emissions by 80% by 2050


Individual Project/Programme objectives should fit within the above strategic priorities.

In Part 2 of the Guidance (The Workbook), Section 2 sets out the SE Business Plan 11/12 Measurement Framework that projects funded by SE need to contribute to.
4. Project Life Cycle
Projects have a definite start and end point.  They have their own ‘life cycle’ which is completed by the capture and sharing of lessons that can influence the development of future projects.  The project life cycle is illustrated in Diagram 1:

DIAGRAM 1

                The Project Life Cycle


[image: image1]
A monitoring and evaluation plan should be developed as part of the Approval and Implementation phase of the project life cycle.

5. Approach to Monitoring and Evaluation

Monitoring is the process of recording the inputs, activities and outputs of a project/programme/activity throughout its lifetime.  
Evaluation is a retrospective analysis of a project/programme to establish whether its objectives and targets have been achieved, what the project/programme’s impacts have been, if it has provided value for money and what can be learnt to support future project and policy development.

Monitoring and evaluating projects is the key to understanding, developing and improving effectiveness in meeting their objectives and those of their partners and stakeholders.

A monitoring framework needs to collect a number of things:-
· Management information on inputs and activities;
· Information that will enable progress towards target attainment and target attainment to be assessed;

· Information to assess the extent to which a project is contributing to SE’s Business Plan’s Measures and Tracking Measures; and  

· Information that will attempt to enable a project’s unique contribution to be assessed.

The purpose of a monitoring framework is to collect, on an ongoing basis, information (quantitative & qualitative) that can inform delivery and assess progress towards target attainment.  Collecting information about a project’s performance on a regular basis will provide ‘real time’ evidence performance and inform on progress against objectives.  It will also provide an early indication of any issues in the for example a fall in activity levels.  
A monitoring framework is not a substitute for evaluation, although a well formulated framework should be able to inform evaluation. The key difference is that a framework provides an assessment of project inputs, activities, outputs and outcomes. It is generally not assessing impacts. This is the role of evaluation.

A comprehensive monitoring framework would cover: inputs; activities; outputs and outcomes.  Table 2 defines these.  
TABLE 2



SE Measures Definitions
	Measures
	Description


	Example

	Inputs


	Resources to support delivery of the project
	SE spend

	Activities
	SE Products/Services to customers
	Business support activities

	Outputs


	SE objectives & targets
	Number of businesses showing improvement as a result of an SE activity

	Outcomes
	Effect on the economy

	Additional jobs created

	Impact
	Ultimate impact/effect on the economy 
	Net Value Added

	Qualitative
	There is benefit to collecting information of a more qualitative nature e.g. information on satisfaction; motivation; attitudes; behaviours.  This provides greater depth and detail to the quantitative data.  


5.1  Moving from Inputs to Impact

Diagram 2   demonstrates how SE moves from Inputs to Impacts.

DIAGRAM 2



The Input- Impact Relationship
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6. Setting up a to Monitoring and Evaluation Plan

A monitoring and evaluation plan should set out what should be monitored and provide details of how and when the information will be collected. Table 3 outlines the main monitoring stages. Several of these should be cumulative, for example, monthly monitoring should inform quarterly monitoring. Much of the information collected at the more frequent intervals is likely to be basic management information that the projects collect as a matter of course. The framework is a way of formalising and systematising this.
TABLE 3

What a Monitoring and Evaluation Plan Should Include

	Monitoring

	What
	When
	Who collects
	How it will be reported

	Set out the measures that need to be monitored
	Set out how often each individual measure should be monitored e.g. monthly, quarterly, annually.
	Set out who should be responsible for collecting the information e.g. project manager, account manager
	Consider how the information should be reported e.g. management teams, Industry Leadership Groups, Business Unit Groups.

	Evaluations (Co-ordinate with the Appraisal & Evaluation Team)

	Interim Review


	Once a project has commenced set out when an interim review should be undertaken e.g. after 1 year; 2 yrs.
	Set out who will be responsible for undertaking the review.
	

	Full Impact Evaluation
	Once a project has commenced set out when a full impact evaluation should be undertaken e.g. after 3 year; 5 yrs.
	Set out who will be responsible for undertaking the evaluation.
	


 
The main steps in developing a monitoring & evaluation plan are set out in Table 3.
TABLE 4        The Main Steps in Setting up a Monitoring and Evaluation Framework
	Activity
	Requirements
	Questions

	1.
	Set out the Market Failure / Strategic Rationale
	The justification for the project happening should be set out.  This includes aligning the project to the market failure and strategic rationale.  The market failures are:
· market power can arise as a result of insufficient actual or potential competition to ensure that markets continue to operate efficiently i.e. high start-up costs can deter entry by competitors;

· externalities  where markets fail to fully price certain costs and benefits – externalities result when a particular activity produces benefits or costs for other activities that are not directly priced into the market, e.g. R&D spillovers (positive), pollution (negative);
· imperfect information – information is needed for markets to operate efficiently.  Where it is not fully available to both sides of the market (buyers and sellers) market failure can occur, for example when a buyer has only partial information on a good or service;
· public goods – market failure arises in this instance when the free market economy fails to deliver an efficient quantity of public goods because of specific market factors e.g. the ‘free rider’ issue (where there is no requirement for all beneficiaries to contribute but all can benefit) e.g. street lighting, police force.
	· What is the market failure this project seeks to address?
· What is the strategic rationale for this project?

	2.
	Agree Programme/Project inputs
	The programme/project budget including equipment resources and staff time which should be costed and agreed at outset.  
	· How much will the project cost?

· What budget should be allocated to monitoring & evaluation?

	3.
	Set Aims and Objectives
	Project aims and objectives should be clearly stated and they should fit with the organisations strategic aims & objectives.

Objectives should be SMART – Specific; Measurable; Action-Oriented; Realistic and Time-bound
	· What is the project trying to achieve?



	4.
	Define Target Group
	The target group needs to be defined in order that monitoring and evaluation pro-formas and systems can be devised to collect the correct data to assess how far the project/programme is attracted the target beneficiaries
	· Who is the project aimed at?



	5.
	Define Activities
	A needs assessment should be undertaken to understand the need and demand for the project’s activities.  The project activities should then be clearly defined.
	What? Where? How? When? How often?

	6.
	Devise Targets
	Devise target milestones, outputs, performance measures/indicators and quality indicators and agree financial spend and leverage at the start of the project so that ongoing achievement towards them can be monitored on an ongoing basis.  

Devise targets for the intended immediate outcomes and the longer term impacts of the project.
	· Where do we want to go?

· How do we measure performance?

· How will we know we are getting there?

· What have we achieved?

	7.
	Collect baseline information and statistics
	Baseline information should be collected at the start so that progress can be tracked.  
	· Where are we now?



	8.
	Set-up monitoring procedures and systems
	Monitoring procedures and systems will need to be set up to track progress of the project against target milestones, outputs, performance measures/indicators, quality indicators, spend and leverage and ensure data is systematically collected.  The project manager will need to determine:

· Aims and objectives of monitoring e.g. to monitor such things as  performance (outputs & financial targets), quality, equal opportunities 

· Responsibilities – who will collect the data and who will review it.

· Standard procedures, systems and records

· Standard records will need to collect data on: beneficiaries; activities undertaken by beneficiaries and finance (include outgoings such as staff costs and other costs such as. publicity, premises, incomings)
· Systems for storage of information.
	· How will we monitor performance?



	8.
	Devise Interim and Final evaluation plans

	Both Interim and Final Evaluation plans need to:

· Define evaluation scope, goals and research questions

· Set out the main evaluation tasks, who is responsible for them, when they will take places and how they will be funded

· Consider whether the evaluation will be primarily be undertaken internally or externally

· Set up procedures for collecting internal evaluation data

· Consider how evaluation findings will be placed within the socio-economic context and when data will be updated.

· Consider how internal evaluation data will be analysed and reported and how it will feed into external evaluations that are commissioned.  
	· How will we evaluate the project/programme?




 6.1  Using the Workbook to set up a Monitoring & Evaluation Framework
Part 2 of the Guidance - The Workbook - should be used to develop your project’s Monitoring & Evaluation Plan.  This comprises:

· Monitoring & Evaluation Logic Model: The conceptual structure into which the Monitoring and Evaluation Framework fits.

· Step by Step guide to building a Monitoring & Evaluation Framework:

· Section 1: Template for project narrative for the plan.

· Section 2: (a) SE 2011/12 Measurement Framework and (b) SE Priorities 2011/12 Milestones & Targets - These are the measures set out in the Scottish Enterprise 2011/12 Business Plan
· Section 3: Published Measures & Targets.  Use to select the measures appropriate for monitoring the progress of your own project.
· Section 4: Other Project/Programme Measures.  Use to specify additional measures that will be used to monitor the progress of your own project.
· Section 5: Project/Programme Evaluation Plan.  Set out the evaluation plan for the project.  
· Section 6: Data Collection Templates   

7.
Strategic Evaluation Plan (SEER Plan)

SE Economics Team manages the SEER Plan (Strategic Economics, Evaluation and Research Plan). This is an annual plan that includes details of strategic evaluation activity intended to fill gaps in SE’s evidence base. It covers evaluations across the organisation. Any major evaluation requests need to be captured in the plan on an annual basis.   However, it may be possible to accommodate smaller pieces of work (less than 15 days) through the Appraisal & Evaluation Team’s Framework Contract.  This may be suitable for Interim Evaluations.
8.
Knowledge Management Information System (KMIS)

KMIS is the SE performance management tool that allows you to monitor spend and record measure actuals against a project as it progresses.  Information on KMIS can be found here.
9. Customer Relationship Management (CRM) System
The CRM system is the database which holds the details of SE’s interactions with customers from marketing activity, enquiries, account management etc.  SE has used this system since November 2004.

Customer Relationship Management is the entirety of our relationship with our customer from handling enquiries, account management, paying invoices, handling customer responses etc in a courteous, timely and responsive manner.

It is used primarily within the Company Growth, EFRS (Enquiry Fulfilment and Research Service), and SDI teams, along with Business Gateway.  In the future it is anticipated that other teams will be using the system and in particular the Key Sector ones.
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