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1. Introduction
1.1 Purpose and intended use of 
this document
This handbook will be complemented by a series of training and information 
sessions.	It	is	to	be	used	as	a	reference	document	by	all	AFROSAI-E	staff	and	to	be	
shared with member SAIs, partners and donors as required. It is a document that 
will	develop	and	evolve	as	we	use	it	in	our	joint	efforts	in	achieving	organisational	
shared learning.

The handbook is intended to clarify and demystify the M&E function as a 
programme	performance	instrument	and	create	a	unified	understanding	
of M&E terminology and principles applied throughout this handbook. The 
handbook should be read together with AFROSAI-E’s 2020-2024 Strategic Plan.

The	terminology,	principles	and	definitions	used	throughout	this	handbook	are	
aligned to international standards and best practices, see principles and key 
definition	in	chapter	6	and	references	in	chapter	7.

1.2 What is monitoring and 
evaluation?
Monitoring	and	evaluation	are	different	sides	of	the	same	coin.	The	emphasis	
in monitoring is on checking progress towards the achievement of an objective 
and comparison of actual performance is compared with what was planned 
or expected. While evaluation is used the information collected through the 
monitoring process and determines the of merit or shortcoming thereof. This 
is done by conducting comparison to a standard (may be a standard of quality, 
efficiency,	value,	performance	etc).
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Some well used definitions of the two terms are found below;

MONITORING is	the	systematic	process	of	collecting,	analyzing	and	using	information	
to track an organisation’s (and its programmes) progress toward reaching its 
objectives to guide management decisions. Monitoring usually focuses on processes, 
such as when and where activities occur, who delivers them and how many people 
or entities they reach. Monitoring from the start of implementation and continues 
throughout the programme implementation period. (Adapted from Gage and Dunn 
2009, Frankel and Gage 2007, and PATH Monitoring and Evaluation Initiative)

A	second	definition,	monitoring	entails	the	regular	and	systematic	assessment	of	
performance, allowing an understanding of where programmes are in relation to planned 
results,	and	enabling	the	identification	of	issues	requiring	decision	making	to	accelerate	
progress. Monitoring allows real-time learning and feeds into evaluation (United Nations 
Development Group Results-based monitoring handbook)

EVALUATION is the	systematic	assessment	of	an	activity,	project,	programme,	
strategy, policy, topic, theme, sector, operational area or institution’s performance. 
Evaluation focuses on expected and achieved accomplishments, examining 
the results chain (inputs, activities, outputs, outcomes and impacts), processes, 
contextual factors and causality, in order to understand achievements or the lack of 
achievements.	Evaluation	aims	at	determining	the	relevance,	impact,	effectiveness,	
efficiency	and	sustainability	of	interventions	and	the	contributions	of	the	intervention	
to the results achieved. (Adapted from Gage and Dunn 2009, Frankel and Gage 2007, 
and PATH Monitoring and Evaluation Initiative)

A	second	definition,	evaluation	refers	to	a	systematic	and	impartial	assessment	of	a	
policy,	programme,	strategy	or	other	intervention,	to	determine	its	relevance,	efficiency,	
effectiveness,	impact	and	sustainability	to	support	decision-making.	It	seeks	to	strengthen	
programme accountability and learning. Drawing from a solid development of theories 
of change and results frameworks, monitoring establishes the foundation for credible 
evaluations (United Nations Development Group Results-based monitoring handbook)
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The key differences between monitoring and evaluation, as outlined in the table below, are as follows:
(see Bakewell et. al. 2003). 

• Monitoring is normally carried out throughout a project or programme. Evaluations are carried out at certain 
times, for example at the end of a project or programme, or at the mid-point. All projects and programmes are 
monitored, but some are never formally evaluated. 

• Monitoring tends to focus more on day-to-day activities and is more concerned with the process of an intervention. 
Evaluation tends to focus more on progress towards objectives and goals.

• Monitoring	is	usually	carried	out	by	in-house	project	staff,	and	sometimes	by	beneficiaries	as	well.	Evaluation	may	
also involve these stakeholders, but is normally led by M&E experts, external evaluators or facilitators.

• Monitoring is conducted through the systematic collection, analysis, storage, sharing, reporting, communication 
and use of information on a regular and ongoing basis. Evaluation, on the other hand, often includes additional 
data collection exercises depending on the scope, such as large surveys.

Monitoring Evaluation
Timing Continuous throughout a project Periodic	review	at	significant	point	–	end,	mid-

point, end of phase/term

Scope Day to day activities, outputs, indicators of 
process and outputs

Progress towards objectives and goals; indicators 
of outcome and impact

Participants Management,	project	staff,	beneficiaries External evaluators /facilitators, donors, 
management,	project	staff,	beneficiaries

Process Regular meetings, interviews, monthly/quarterly 
reviews

Extraordinary meetings, mid/end phase, 
additional data collection exercises

Written 
outputs

Regular	reports	and	updates	to	staff,	
management,	donors	and	beneficiaries.

Written report with recommendations for 
change,	for	all	key	stakeholders	and	beneficiaries

Why is M&E important?
Our	aim	in	the	AFROSAI-E	region	is	to	become	more	effective	in	carrying	out	our	mandates	as	the	Secretariat	
and as SAIs. M&E processes can assist organisations to evaluate their performance and identify the factors 
which contribute to the organisations’ outcomes.

M&E is uniquely oriented towards providing its users with the ability to draw causal connections between the 
choice of strategic priorities, the resourcing of those objectives, the programmes designed to implement them, 
the	services	actually	delivered	and	their	ultimate	impact	on	citizens.	M&E	helps	to	provide	an	evidence	base	for	
informed decision making and helps identify how challenges should be addressed and successes replicated. 
Monitoring and evaluation is, however, extremely complex, multidisciplinary and skill intensive. It requires the 
entire organisation to work together by leveraging on each other’s skills and expertise and for individuals to 
take	ownership	of	monitoring	and	evaluation	in	their	own	sphere	of	influence.
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Benefits of an M&E system
As complex as M&E systems may be, the benefits far outweigh the challenges. As illustrated in image 1 below, some 
of the key benefits to having a robust monitoring and evaluation function is to ensure the following: 

• Improved planning and decision-making

• Greater accountability in the use of resources

• Greater focus on the achievement of results and better reporting

• Promotion of institutional learning and knowledge sharing.

IMAGE 1	Benefits	of	monitoring	and	evaluation	systems1

For	M&E	to	be	effective,	it	is	critical	that	Management	priorities	this	function,	both	in	providing	time	and	
resources for it and taking responsibility for follow-up. It would be quite normal, perhaps even expected, that 
some tasks and activities that were planned in the beginning of the year will not be successfully achieved. The 
manager needs to monitor the progress of these activities and where there is evidence that a programme or 
activity is not succeeding, the manager needs to investigate the probable causes.

In monitoring the progress in implementation of activities, the manager will continually check whether 
outcomes	are	as	expected.	These	investigations	may	indicate	whether	the	problem	can	be	"fixed"	or	not.	There	
are	two	courses	of	action.	If	investigations	show	that	the	problem	cannot	be	fixed,	then	an	alternative	course	of	
action should be agreed upon or the activity cancelled. In this case, any remaining resources will be utilised for 
other	strategies.	If	the	investigations	provides	some	evidence	that	the	problem	can	be	fixed,	then	the	manager	
needs	to	decide	the	best	way	to	intervene	and	fix	the	problem.

Monitoring and evaluation in our environment of SAIs is even more complicated as there are many moving 
parts	and	dependencies.	Our	impact	as	the	Secretariat	is	the	change,	we	effect	in	our	member	SAIs,	while	
SAIs	assess	their	impact	in	the	benefits	they	bring	to	their	citizens.	Africa	is	a	complex,	dynamic	environment	
that	has	differing	and	sometimes	competing	needs,	which	makes	this	a	challenging	task.	It	is	precisely	this	
complicated	structure	with	diffused	powers	and	functions	which	requires	strong	M&E	systems	to	promote	
accountability.

Support better planning and 
decision making

Provide accountability to funders 
and	citizens

Gather information for reporting

Support learning and exchange
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This will allow for a clearer basis for improving the design of capacity building interventions and support of our member 
SAIs and improving the support provided to our member SAIs.

The framework is based on our theory of change as established in the AFROSAI-E 2020-2024 Strategic Plan. It shows the 
causal sequence of activities that are necessary to achieve desired results in the short, medium and long-term; beginning with 
inputs, moving through activities and outputs, and culminating in outcomes and Impact. This provides the framework for the 
identification	of	indicators	for	monitoring	and	evaluation.	An	overview	of	AFROSAI-E’s	M&E	framework	is	provided	in	figure	1.

1.3 AFROSAI-E’s framework for monitoring and 
evaluation
The  AFROSAI-E 2020-2024 Strategic Plan (page 12- 13) outlines our theory of change, the outcomes, key performance 
indicators and targets, which is the basis of the M&E framework in this handbook. 

Our theory of change is illustrated below;

The Secretariat’s mandate is to support and 
cooperate with its member SAIs to enhance 
their institutional capacity, therefore the 
intended impact lies beyond the Secretariat 
but in the contribution to positive change in 
member SAIs.

SAIs	are	mandated	to	fulfil	their	audit	mandates,	
thereby	making	a	difference	to	the	lives	of	
citizens.	Therefore, the intended impact for 
SAIs ultimately rests beyond the SAI itself, 
but in the citizens it serves.

Theory of change

IF SAIs are supported 
with capacity buliding 
interventions

THEN public 
sector auditing will 
become increasingly 
professionalised, SAIs 
will be empowered for 
greater audit impact 
and become model 
institutions and lead by 
example

EVENTUALLY, resulting in 
better governance in the 
public sector, increased 
transparency and 
accountability, reduction 
in corruption and misuse 
of funds, increased 
access to services and 
reduction in poverty.
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Domain Description
• Domain 1: Independence and legal framework -  Lima declaration (ISSAI 1) and Mexico declaration (ISSAI 10)

• Domain 2:	Organisation	and	Management	–	efficient	use	of	organisation	and	management	tools	and	
exemplary leadership

• Domain 3:	Human	resources	–	management	and	staff	development	through	the	employee	life	cycle.

• Domain 4:	Audit	Standards	and	Methodology	–	all	audit	types	as	per	ISSAIs

• Domain 5: Communication	and	Stakeholder	Management	–	internal	and	external	communication	by	the	SAI

Key Assumptions 
• 	Learning	and	other	tools	offered	for	capacity	building	are	relevant	and	in	line	with	the	general	and	unique	

needs of numerous SAIs. 

• 	Correct	staff	will	be	identified	and	sent	for	training	by	the	SAIs.

•  SAIs will make use of the training and tools provided (implement the learnings from interventions attended).

•  Capacitated SAIs will be better enabled to ensure that public funds are used and managed properly so that 
countries are more enabled to provide socio-economic services and tackle poverty.

• 	Building	the	capacity	of	SAIs	will	equip	them	to	perform	their	functions	effectively	despite	challenges	in	their	
in-country context.

• 	The	SAI	have	the	independence	and	financial	means	to	carry	out	their	mandate.

Key Risks 
Refer to AFROSAI-E organisational risk framework and register in Annexure 1. The register is updated annually.

For the detailed log-frame please refer to Annexure 2.

Monitoring and evaluation logic framework
An M&E framework outlines the objectives, inputs, outputs and outcomes of the intended project/programme and the 
indicators that will be used to measure all these. It also outlines the assumptions that the M&E system will adopt. The M&E 
framework is essential as it links the organisational objectives with the process and provides the entire organisation with a 
guide on what to measure and how to measure it.

The	framework	on	the	next	page	broadly	states	what	the	desired	impact	of	our	efforts	across	26	SAIs	is,	the	anticipated	
outcomes and outputs from our interventions, how we plan to track these results with measurable indicators using the 
Integrated Capacity Building Framework (ICBF) and lastly the category of inputs required.
The framework is based on our theory of change, it shows the causal sequence of activities that are necessary to achieve 
desired results in the short, medium and long-term; beginning with inputs, moving through activities and outputs, and 
culminating	in	outcomes	and	Impact.	This	provides	the	framework	for	the	identification	of	indicators	for	monitoring	and	
evaluation. 

Our	M&E	framework	assesses	the	performance	of	our	interventions	across	the	five	domains	in	the	ICBF.	A	brief	outline	of	
each domain is provided below.
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2. Monitoring 
And Evaluation 
System 
Overview
AFROSAI-E Secretariat is an autonomous, independent and non-political organisation 
established as a permanent institution with links to INTOSAI and AFROSAI. We have 
a member base of 26 Supreme Audit Institutions (SAIs). In line with our mandate, 
we continue to support our members to enhance their institutional capacity, 
improve	 their	audit	performance	and	successfully	 fulfil	 their	audit	mandates	
thereby	enabling	our	members	to	make	a	difference	in	the	lives	of	citizens	and	
being recognised globally as leading organisations in their countries. 

Part of our support is providing our member SAIs with capacity building interventions 
in the form of regional and in-country workshops, technical material and distance 
support.	The	success	of	these	interventions	also	partly	rests	in	how	effectively	the	
SAIs implement these learnings in their own organisations. Tracking, monitoring 
and assessments therefore needs to be done at the SAIs before, during and after 
implementation,	but	also	at	the	Secretariat	to	assess	how	effective	and	efficient	
we	are	with	the	resources	that	have	been	entrusted	to	us	–	financial	resources,	
human resources etc.

As such our monitoring and evaluation system has two arms:

• SAI-level	M&E	process	–	which	focuses	on	assessing	the	outcomes	and	
impact at SAI level.

• Secretariat-level	M&E	process	–	which	focuses	on	assessing	the	outputs,	
quality of activities and outcomes at the Secretariat.
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Both these level of processes are interlinked and interdependent. The information collected via the SAI-level and Secretariat-
level processes is ultimately reported though our annual reports and on-line communication channels. Figure 2 provides a 
graphical overview of our M&E system.

2.1 SAI-level M&E process
The SAI-level M&E process includes four main vehicles of monitoring, data collection and assessment. For a detailed overview 
refer to chapter 3.

1. Institutional Capacity Building Framework (ICBF) via annual SAI self-assessment questionnaire.

2. Quality Assurance Reviews every three years at each SAI by external reviewers.

3. Training assessments, captured on Activity reports, project reports and/or online surveys.

4. SAI M&E surveys/follow-ups (to be implemented from 2021 onwards)

Data collection tools: Activity Report templates, ICBF questionnaire, QAR assessments & reports, on-line surveys, workshop 
feedback questionnaire.

AFROSAI-E 2021



2.2 Secretariat-level M&E process
The Secretariat-level M&E process includes two main vehicles of monitoring, data collection 
and assessment. For a detailed overview refer to chapter 4.

1. Operational planning and monitoring

2. Internal evaluations - Mid-year and end-year Strategic Plan reviews done by the Secretariat.

3. External evaluations - done by independent evaluators to assess contribution to impact (mid-term and end-term of 
the Strategic Plan) and by donors to assess performance against cooperation and funding agreements

Data collection tools: Activity report templates, Strategic plan tracker, minutes of meetings, Evaluation Reports

FIGURE 2 Monitoring and evaluation system

Key processes: 

1. Institutional Capacity Building Framework 
(ICBF) via annual SAI self-assessment 
questionnaire.

2. Quality Assurance Reviews every three years 
at each SAI by external reviewers.

3. Training assessments, captured on Activity 
reports, project reports and/or online surveys.

4. SAI M&E surveys and follow-ups

Key processes: 

1. Annual operational plan and monitoring 
2. Internal evaluations (mid-year and end 

year Strategic Plan reviews)
3. External evaluations 

Annual Reports
1. Integrated Annual Performance Report
2. State of the Region Report
3. Country reports
4. M&E reports

SAI-LEVEL SECRETARIAT-LEVELIntegrated
M&E online 

platform

MONITORING AND EVALUATION SYSTEM
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3. SAI-Level M&E 
Process 
AFROSAI-E	provides	various	 capacity	building	 interventions	which	are	offered	
as regional workshops, in-country training or on-line courses, and recently also; 
virtual	workshops	and	webinars.	The	training	offered	covers	various	disciplines	
within a SAI, such as audit, leadership and organisational development, human 
resources,	communication	etc.	These	capacity	building	interventions	are	offered	
to	all	26	member	SAIs,	 that	have	different	training	needs,	capacity	challenges,	
unique	SAI	environments	and	socio-political	influences.	It	is	therefore	increasingly	
important that we constantly track the value-add of our programmes and ensure 
that	we	are	meeting	SAI	needs,	but	also	utilising	resources	in	the	most	effective	
and	efficient	way.

All capacity building interventions should therefore have built in 
assessments in-order to be in a position to answer these critical 
questions:

• ‘are my participants gaining any value from this programme?’, = 
workshop outcomes

• ‘is the programme providing any value to the SAI?’ = programme 
outcomes

• ‘is this the best possible use of organisational resources (human, 
financial	etc)’	=	strategic	outcomes

• ‘is	the	SAI	more	effective	due	to	the	collective	contribution	of	our	
support? = long-term impact

• ‘are	the	SAI’s	auditees,	stakeholders	and	citizens	benefiting	from	the	
SAI’s	increased	effectiveness?	=	impact	at	societal	level.
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One cannot answer these questions from one source alone or a stand-alone assessment, but over time collecting data from 
various sources and levels of implementation, one can begin addressing some of the questions above. The M& logic framework 
(figure	1)	provides	the	overall	picture	of	what	we	are	aiming	for,	what	we	are	doing	to	get	there	and	what	information	we	
need to collect along the way.

AFROSAI-E currently has four main tools for collecting data and monitoring progress achieved throughout the year in the SAIs, 
namely; the Institutional Capacity Building Framework (ICBF), the Quality Assurance Reviews (QAR), Training assessments 
and	SAI	M&E	follow-up	surveys.	The	last	two	are	still	in	development	and	may	take	some	time	before	they	add	significant	
value to the process.

3.1 Institutional capacity building framework (ICBF) 
The ICBF was developed in the early 2000’s to promote institutional development and benchmark SAIs in the region. It 
continues to be a vital regional tool to measure member-SAI progress to close maturity gaps as they implement the learnings 
acquired from various interventions. Reliable self-assessment results are paramount to illustrate both SAI needs and the 
level of developmental growth in SAIs. It is for this reason that the ICBF is our main tool for collecting SAI information and 
data to support our Theory of Change.

The framework provides a holistic approach to understanding the business of the SAI and explains how the audit disciplines 
are	affected	by	the	performance	of	other	elements	in	the	institution.	In	order	to	maintain	this	complete	picture	of	the	elements	
needed	for	the	effective	functioning	of	the	SAI,	the	ICBF	is	used	in	AFROSAI-E	as	the	primary	vehicle	for	SAIs	in	setting	up	a	
working quality control system.

The framework includes the requirements of the INTOSAI Standards for Supreme Audit Institutions (ISSAIs) and other 
organisational aspects to be considered by member-SAIs. The requirements are grouped in five domains, namely:

These domains go beyond the quality control framework outlined in ISSAI 40 to include institutional strengthening and 
regional best practices. SAIs answer these questions and rate their scores on a maturity level from 1 to 5. As a region we aim 
for all our member SAIs to be at a level 3 and above. The data collected through the ICBF questionnaire is both quantitative 
and	qualitative.	The	data	collected	is	then	analysed	and	presented	in	different	formats,	such	as	graphs,	tables	and	narrative	
reports. AFROSAI-E quality assurance reviews (which are external reviews) are used to validate the ICBF self-assessment 
results but cannot replace the need for strong SAI internal quality management and institutional strengthening.

We are aware that SAIs in the region receive capacity building support from various other institutions and regional bodies. 
In our analysis of the data collected, we take that into account and are cognisant of these factors in drawing conclusions 
from the data collected.

Independence and 
Legal Framework

Organisation and 
management

Human resources Audit standards 
and methodology

Communication 
and stakeholder 

management

Monitoring, Evaluation And Learning Handbook

AFROSAI-E 2021

12



3.2 Quality assurance reviews
On request from the SAI, the Secretariat carries out an external review at each member every three years. The review teams 
are	comprised	of	Secretariat	staff	and	resource	persons	from	the	AFROSAI-E	region.

What are the benefits of conducting QARs?
A QAR allows the SAI to benchmark its practices against relevant ISSAIs       
and international best practices. The findings of the QAR allow the SAI to:

• Assess	its	efficiency	and	effectiveness;

• Evaluate its current needs in conjunction with future goals of the SAI;

• Appraise	the	risk	to	the	SAI	if	the	staff	are	performing	below		 	 	 	 	 	 	
satisfactory levels or are not in conformity to professional standards,        
applicable legal and regulatory requirements and the SAI’s         
policies and procedures; and

Plan and implement strategies for upgrading SAI’s policies and       
procedures	and	knowledge	and	skills	of	staff.	The	ultimate		 	 	 	 	 	 	 	
benefit	being	an	improved	SAI	with	the	facilities	and	ability	to		 	 	 	 	 	 	
produce audit reports appropriate to the circumstances.

How the ICBF is used
• As a general self-evaluation thus enabling SAIs to identify areas of improvement and how these can be 

achieved from an institutional perspective (own capacity building).

• Benchmark self-assessment results against other SAIs through the annual state of the region report.

• As a joint strategic target among members to achieve. The target is level 3 of the maturity framework. 

• This collective knowledge enables the Secretariat to better understand the needs in the region and allow 
for the development of learning interventions in a responsive way.

• When	development	partners	and	donors	interact	with	SAIs,	they	can	also	use	the	specific	ICBF	
information to better understand the SAIs’ needs and focus bilateral agreements.

For further detail on the framework, please refer to the ICBF guide.

AFROSAI-E 2021



Scope and approach
The scope of quality assurance reviews (QARs) extends to all the activities being carried out by the SAI. It involves assessing 
the controls in place and determining whether they are being followed and whether they are consistent with the relevant 
standards. There reviews are done on two levels;

The QAR at this level examines the practices 
followed and the documentation produced by 
audit teams to assess whether audits meet the 
requirements with the relevant standards such 
as ISAs and ISSAIs. The QAR is aimed at assisting 
the SAI to improve its functioning and thereby 
reduce its risks. To achieve the QAR objective 
and help the SAI mitigate its risk the QAR team 
will give priority to reviewing audits of entities 
considered by the SAI as high risk clients, audits 
of clients with complicated accounts, audits 
which have a history of problems, audits where 
there were concerns raised by the quality 
control reviewer and new audits conducted by 
the SAI and compliance with the SAI’s policy on 
cyclical coverage of engagement leaders.

QA Report and action plan
At the conclusion of each external review, the AFROSAI-E team submits a report to the SAI that covers the following:

• A description of the monitoring procedures performed;

• The conclusions drawn from the monitoring procedures; and

• Where	relevant,	a	description	of	systemic,	repetitive	or	other	significant	deficiencies;	and	

• Recommendations	of	the	actions	taken	to	resolve	or	amend	those	deficiencies.

The	final	output	of	a	QA	review	is	the	action	plan.	Based	on	the	shortcomings	and	recommendations	given	in	the	QA	review	
report, the Head of SAI should ensure that an action plan is compiled by the SAI. The main areas to be covered in the 
action plan include:

• Item;

• Areas for improvement;

• Intended action;

• Responsible for implementing the recommendations; and

• Deadline for implementing the planned actions/tasks.

Involves assessing the design of quality controls 
at the institutional level and determining 
whether they are being complied with. The 
strength of the design of the quality controls is 
assessed by comparison with relevant standards 
such as International Standard on Auditing (ISA) 
,	International Standards of	Supreme	Audit	
Institutions (ISSAI) and other best practices. 
Priority	should	be	given	to	areas	identified	by	SAI	
staff	as	problematic,	areas	where	documented	
policies do not exist, and elements of ISSAI 40 
identified	by	the	QAR	team	as	significant	based	
on their knowledge of the SAI, interviews with 
senior managers and background research.

Institutional Level QAR Individual Audit Level QAR1 2
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3.3 Correlation of ICBF scores and QAR
To promote data quality and integrity of the information collected through the ICBF self-assessment questionnaire we 
correlate it to the information collected through the QARs. Currently this is done by including a sample of questions in the 
QAR that are also part of the ICBF questionnaire and collecting evidence to support the responses provided. Going forward 
all ICBF questions will be included in the QAR correlation. In so doing we can verify the ICBF data. Our aim is to achieve a 
minimum of 85% correlation.

Triangulation
To further strengthen the data quality and integrity we triangulate the data collected from the ICBF questionnaire and the QAR, 
to data collected from the training assessments, reports or SAI M&E surveys and follow-ups. Findings can be corroborated, 
and the weakness or bias of any of the methods or data sources can be compensated for by the strengths of another, thereby 
increasing the validity and reliability of the results.

3.4 Training assessments and evaluations
The design and application of the training assessments and evaluations is dependent on the intended learning outcomes 
(ILOs), capacity building delivery channel and target audience.

Technical managers may choose to conduct one type of assessment or a combination of assessments based on the above. 
They	may	conduct	pre-workshop	assessment	to	determine	participants	skill	levels	and	knowledge	regarding	a	specific	subject	
matter, formative assessments during the workshop and post workshop summative assessments immediately after an 
intervention or a few weeks to months after an intervention. The results from such assessments is ideally used to improve 
the learner material and experiences. The four fundamental components of assessments are shown below.

Four fundamental elements of learner-centred assessment: 
As mentioned above, assessments can either be formative assessment or summative assessments. Formative assessment is 

an	ongoing,	flexible,	and	more	informal	diagnostic	tool.	While	summative	assessment	is,	as	the	word	implies,	an	evaluation	
of the sum product of the lesson. Summative assessments are more formal, structured, and often used to normalise 
performance so they can be measured and compared. Summative assessment is meant to evaluate the outcomes, instead 
of looking at a learners’ development at a particular point in time.

Formulate statements 
of intended learning 

outcomes

Discuss and use 
assessment results to 

improve learning

Develop or select 
assessment measures

Create experiences leading 
to outcomes
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Regional workshops (several SAIs in one workshop)1

Regional workshops often involve participants from three to ten SAIs, sometimes even more. These may be face-to face 
workshops	or	on-line	workshops.	As	such	the	learning	material	is	often	generic	and	addresses	specific	issues	that	are	relevant	
across various SAIs and geographical locations. The assessments and training evaluation need to be broad enough to be 
relevant to all participants.

All regional workshops are concluded with a workshop evaluation. Unlike the assessment mentioned above which focuses 
on the learner, the evaluations provide the learner an opportunity to provide anonymous feedback regarding the workshop 
itself, the learning experience, the quality of learning material and on the interaction with the workshop facilitators.

Both assessment and evaluation reports are shared and stored on the Secretariat share drive.

The	Secretariat	has	memorandums	of	understanding	with	specific	SAIs	to	provide	capacity	building	support	tailored	to	the	
SAIs	unique	needs.	In	addition,	the	Secretariat	often	responds	to	requests	by	SAIs	to	provide	specific	support	and	training	for	
their	staff	in	their	respective	country	and/or	remotely.	In	such	cases,	the	assessments	conducted	are	aligned	to	the	specific	
project objectives and are applied in a similar manner as described above.

Technical managers are required to complete activity reports after each intervention, which capture the results of the 
assessments and any evaluations conducted after the support. Activity reports are shared and stored on the Secretariat 
share drive. In cases where a donor funds in-country activities we submit reports on those to the donor.

MOUs and in-country support (one SAI)2

On-line courses/ E-Learning3

Most of the on-line courses on the E-learning platform have built in assessments. In designing on-line courses Technical 
managers are required to factor in how they will assess that the ILOs have been met and how they can continuously improve 
on the quality of material and learner experience.

Virtual workshops and webinars4

Virtual	workshops	and	webinars	are	treated	the	same	way	as	face	to	face	workshops.	The	only	difference	is	that	the	delivery	
method is on-line and so are the assessments and evaluations. Technical managers need to be more intentional about the 
design	of	virtual	workshops	and	seminars,	as	the	benefits	of	face	to	face	interaction	is	lost,	which	can	affect	the	quality	and	
effectiveness	of	some	training.	The	assessments	and	evaluations	therefore	need	be	tailored	to	the	on-line	platform	and	
ensure that the ILOs are met.

Below are the main capacity building channels used at AFROSAI-E.
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The surveys are to be conducted at least twice a year, but the frequency may be increased or reduced based on the need. 
They survey is administered by Monitoring and Evaluation manager at the Secretariat and the responses provided by the 
SAIs with the assistance of the M&E focal person. 

3.5 SAI M&E surveys and follow-ups
(This is a new initiative being rolled out in 2021)

M&E Surveys are short questionnaires submitted to all 26 SAIs. The purpose of the surveys is to:

• assess which SAIs have participated in our capacity building interventions in the period under review,

• how they have implemented the training received in their own SAIs, 

• what are the successes and challenges they have experienced, and?

• what results are evident (if any) from the support provided?

Due to the specific nature of the questions, 
the information collected will assist SAIs:

• in addressing issues stemming from lack of 
implementation of training received,

• promoting information and knowledge 
sharing with the rest SAI by people that have 
attended training workshops, and 

• promotion of in-house training. 

For the Secretariat, the information collected 
will assist in:

• Identifying problem areas and challenges 
early within the SAIs, rather than waiting for 
the ICBF results,

• promoting the implementation of training in 
the SAIs,

• improving capacity building interventions, and 

• providing information for informed decision 
making.

3.6 The role of the M&E focal person
The M&E focal person is an integral part of our M&E system. This is someone nominated by the SAI and residing within 
the SAI that will be supporting the Secretariat in the following ways:

• Coordination and monitoring of SAI activities: gathering, coordinating, and storing all relevant information in the 
SAI in a central and readily accessible location.

• Internal and external communication with the Secretariat: the person(s) will act as a liaison with the Secretariat on 
issues related to communication, M&E, training, and general SAI information. 

This role will develop and grow as our M&E systems in the region become more robust and sophisticated. Currently the 
focus is setting up systems and establishing M&E at the Secretariat, with the aim strengthening M&E capacity in the region. 
Follow-ups with the SAI focal person will be done both formally and informally to gather SAI information as required and 
vice versa, for SAIs to get the information they need from the Secretariat.
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4. Secretariat-
Level M&E 
Process
In practice, the Secretariat-level M&E process is interlinked with the SAI-level M&E 
processes detailed in chapter 3. However, the Secretariat-level M&E process is 
internal and focuses on the Secretariat’s performance against the Strategic Plan. 
The	Strategic	Plan	is	AFROSAI-E’s	roadmap	for	the	next	five	years,	and	the	unpacking	
of the Secretariat’s mandate to its members. As such it is important to constantly 
track our progress against the agreed strategic goals and ensure we are achieving 
our intended outcomes and are contributing to impact.

The main ways the Secretariat uses to monitor and evaluate progress against 
the Strategic Plan are through;

• Annual Operational plan and monitoring processes

• Internal evaluations (Mid-year and end-year Strategic Plan reviews)

• External evaluations

4.1 Annual operational plan
 
Traditionally the Secretariat has done its annual planning and monitoring of activities 
through a workplan, however as of 2021 the Secretariat will also be developing 
and implementing an Annual Operational Plan. The work plan is activity based 
and is linked to our annual budget. The operational plan therefore bridges the 
gap	between	the	five	year	strategic	plan	and	the	detailed	activity	based	annual	
workplan.

The	Operational	Plan	presents	information	specifically	to	direct	people	to	perform	
the activities required to achieve the annual targets set for the year. The Operational 
Plan provides the what, who, when and how much?

• what -	the	strategies	and	tasks	that	must	be	undertaken

• who -	the	persons	who	have	responsibility	of	each	of	the	strategies/tasks

• when -	the	timelines	in	which	strategies/tasks	must	be	completed

• how	much -	the	amount	of	financial	resources	provided	to	complete	
each strategy/task
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An operational plan is a key tool for managing an organisation. It provides the manager with information on the work that 
must be done to ensure that planned goals and objectives are achieved. The Executive management team is involved in 
continual checking of the implementation of the Operational Plan and exercising control of the organisation's resources 
to ensure success. It would be quite normal, perhaps even expected, that some tasks and activities contained within the 
operational	plan	will	not	be	successfully	achieved.	The	Executive	Officers	(EO)	monitor	the	progress	of	the	operational	plan	
and where there is evidence that an element of the operational plan is not succeeding, the EO needs to investigate the 
probable causes. Linked to the planning process is the monitoring of performance to ensure that the plan is successfully 
implemented, which brings us to performance management.

4.2 Monitoring 
Once the operational plan has been formulated, the next step is implementation and monitoring. Monitoring of the operational 
plan is on two levels; individual performance management and programme monitoring.

Individual performance management 
Performance management is a form of monitoring individual progress against agreed organisational targets. This is often 
between	an	employee	and	their	line	manager.	Effective	performance	management	is	essential	to	an	organisation’s	success.	
Through both formal and informal processes, it helps align employees, resources, and systems to meet the organisation’s 
strategic objectives. Strong performance management rests on the simple principle that “what gets measured gets done.”

The reason performance management is a crucial element in the M&E system of an organisation, rests in the understanding 
that	an	organisation	is	only	as	effective	as	its	people.	The	capacity	building	interventions	offered	by	the	Secretariat	are	designed,	
implemented	and	managed	by	a	skilled	group	of	Technical	Managers.	For	the	Secretariat	to	be	effective	in	delivering	on	its	
mandate, each Technical Manager needs to be empowered to do their job. When establishing performance expectations, 
it	is	important	that	the	individual	can	see	how	their	effort	contributes	to	the	organisations	overall	success.	The	individual	
performance goals should be real, measurable and linked to the organisation’s strategic goals. 

Some of the benefits of effective performance management are;

Aligns Personnel and 
organisational goals.

Improves trust 
and understanding 
between employee 
and their line manager.

Encourages 
communication and 
feedback to foster learning.

Assists career planning 
and development.

Ensures that what you 
agree upon is relevant 
and achievable.

Provides an objective 
and fair way to evaluate 
performance.

Holds	staff	members	
accountable for their 
performance.

Makes performance a 
shared responsibility 
between the 
organisation	and	staff.

Establishes a process to 
follow up on organisational 
outcomes, linked to 
individual performance. 
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Performance management not only ensures that performance is measured, but it also creates a formal system to regularly 
discuss	individual	performance	and	create	opportunities	to	reflect	on	past	performance,	programmes	and	interventions	
and seek ways to make improvements where necessary. This ensures that everyone is aware of what they need to work 
on,	and	why.	Performance	management	helps	staff	understand	how	their	roles	fit	into	the	larger	picture	of	organisational	
success.	Some	of	the	forums	for	these	kinds	of	dialogue	and	discussions	are	weekly	staff	meetings,	portfolio	meetings,	
annual	staff	meetings	and	the	informal	one	on	one	meetings	employees	have	with	their	line	managers.	The	outputs	from	
the performance management processes informs the Strategic Plan tracker (SP Tracker).

Programme monitoring
Programme monitoring refers to the systematic and routine collection of information from projects and programmes  in order 
to ensure that a programme achieves its intended objectives. Monitoring is a periodically recurring task already beginning in 
the planning stage of a project or programme. Monitoring allows results, processes and experiences to be documented and 
used as a basis to steer decision-making and learning processes. Monitoring is checking progress against plans. The data 
acquired through monitoring is used for evaluation. Programme monitoring is the responsibility of the relevant Technical 
Manager with support from the M&E function. The main  guiding document for programme planning and monitoring is the 
M&E logic framework (log-frame). 

The M&E logic framework provides a guideline on the following;

• Higher objective to which this programme/organisation, along with others, is intended to contribute - impact.

• The	change	in	beneficiary	behaviour,	systems	or	institutional	performance	because	of	the	combined	output	
strategy and key assumptions - outcome.

• The	actual	deliverables.	What	the	intervention	can	be	held	accountable	for	producing	–	outputs.

• The	main	activity	clusters	that	must	be	undertaken	in	order	to	accomplish	the	outputs	–	activities

Each programme has a log-frame that the respective Technical Manager (develops together with the M&E Manager) is 
responsible for implementing and monitoring. Monitoring of our programmes assists us in ensuring that we are implementing 
the organisations strategic plan and achieving the intended objectives. .  Technical Managers have a responsibility to 
demonstrate that activities have been implemented but more importantly that the activities have resulted in expected  
outputs, outcomes and have contributed to impact in the long term.
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4.3 Internal evaluations (Strategic plan reviews) 
Following the annual operation planning and monitoring, is the evaluation process. To evaluate our programme outcomes 
and the contribution to the impact we make as an organisation we cannot look at individual performance alone, we have to 
look at the organisation as a whole.

To aid in the process, AFROSAI-E developed an in-house tool, the Strategic Plan Tracker (SP Tracker). The Strategic Plan 
Tracker pools in information from the programme log-frames, IPC, activity reports and workplan to plot our progress 
against the organisational goals. It sets the baseline, has output and outcome indicators and requires Technical Managers 
to provide data sources and references to validate information captured. Ideally it provides a snapshot of where we are as 
an organisation, at the end of a review period. In the future the tracker will be web-based electronic system and allow for 
more regular tracking and monitoring.

Once all the information has been populated on the tracker , the M&E function is responsible for cleaning the data, evaluating 
and providing an assessment of the progress made in each of our programmes and collectively as an organisation. The 
Strategic plan reviews are currently conducted twice a year, mid and end -year but the frequency maybe increased to quarterly 
as the process is integrated on an on-line platform. 

The information collected on the SP tracker is evaluated and presented in M&E reports. The M&E reports are 
used for the following purposes:

• To provide information for management decision making;

• to provide an overview of where the Secretariat’s performance is against the annual performance targets,

• to identify key challenges and address them timeously,

• to highlight what is working well and celebrate the successes,

• to	provide	a	feedback	loop	to	staff	on	the	progress	made,	and

• to collect information for reporting purposes in our annual reports and partner/donor reports.

4.4 External evaluations
Evaluation for accountability purposes looks back at past performance to determine the degree of success or failure, while 
evaluation for learning seeks to improve future performance by determining the reasons for success or failure. Evaluations 
at the Secretariat generally contain both elements, with more weight given to one or the other depending on the key purpose 
and timing of the evaluation. In both cases evaluation is concerned with comparing what has been achieved with what was 
planned, and therefore with measuring the extent to which the objectives or intended results of a programme/intervention 
have been achieved. 

External evaluations at AFROSAI-E are normally conducted for the following reasons;

• as part of the overall review of the Secretariates performance against the Strategic Plan, halfway through the 
Strategic Plan term and/or at the end of the term (by an external independent evaluator). 

• Donors and partners request an evaluation to assess the value-add of their contributions and performance of the 
partnership agreements.

One of the main advantages of both internal and external evaluations is in creating an opportunity for the organisation’s 
reflection	and	learning.
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4.5 Creating a learning organisation
A learning organisation is an organisation that continuously evaluates its contribution to its stakeholders and learns from 
both	 its	 successes	and	 failures	 in-order	 to	 continuously	 improve.	Yukl	 (as	 cited	 in	McHugh,	2015)	defines	 it	 as:	 “…the	
collective learning by members of the organisation. Essential processes include the discovery of relevant new knowledge 
and	diffusion	of	this	knowledge	to	people	in	the	organisation	who	need	it	and	the	application	of	the	knowledge	to	improve	
internal processes and external adaptation. Successful application of new knowledge includes institutionalising it in a way 
that will ensure it is retained as long as it remains relevant.” 

For	M&E	processes	to	be	effective,	everyone	in	the	organisation	needs	to	see	its	value	and	recognise	that	it	is	a	tool	to	foster	
learning.	Monitoring	and	evaluation	alone	is	not	sufficient	to	contribute	to	impact,	it	is	important	that	as	an	organisation	we	
take the time learn from the information collected through M&E and respond appropriately and timeously. 

Through	the	Strategic	Plan	reviews	conducted	twice	a	year,	the	M&E	staff	training,	staff	and	portfolio	meetings	and	one-
one sessions we aim to promote monitoring, evaluation and learning (MEL) by encouraging Technical Managers and the 
Executive	teams	to	take	time	for	reflection-action	learning2. This assists us in identifying what is working well, so we keep 
doing it, what is not working well, so we can make improvements and whether we are still on course we originally planned. 
This	is	a	new	initiative	at	the	Secretariat,	it	will	take	some	time	before	we	start	to	yield	the	benefits	of	this	process	in	our	
programmes and reporting.

Firstly, documented learning can save an organisation a lot of time and money,  
when it comes to the way it functions. We can learn from past mistakes and not repeat  
the same mistakes in our programme designs and capacity building interventions.

The second is that organisational learning builds transparency. It is also a means 
of communicating a common experience shared insight for the purpose of continuous 
improvement.	This	builds	organisational	commitment,	which	in	turn	will	aid	staff	tenure	
and	continued	staff	performance.

Thirdly, it fosters continuity in organisational performance across departments (breaking silos). 
An organisation’s ability to learn as a collective also creates the breeding ground for innovative thinking 
and action. This is critical to long-term success; as innovation helps organisations to be able to develop 
better products/programmes and continuously improve. 

The organisational learning process is a continual one. It is not necessarily an end state that once 
if achieved, the organisation can be declared a learning organisation. It needs to be embedded in the 
organisational culture. Often, we take for granted that learning takes places formally and informally 
every day, but it is never documented as organisational learning. 

However with sustained action some of the expected benefits are;
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4.6 Secretariat staff roles in M&E
It	is	critical	for	everyone	in	the	organisation	from	the	CEO	to	the	individual	staff	members	to	understand	the	role	they	play	
in the implementation of monitoring and evaluation processes. When establishing an M&E function/unit in an organisation, 
there is a risk of an unintended consequence of managers believing that it is no longer their responsibility to engage in 
monitoring	and	reporting	work	related	to	their	sections.	This	chapter	therefore	clarifies	the	various	role	players	of	M&E	in	
the organisation.

The Role of the CEO and Executive Team
The	strategic	direction	of	the	organisation	rests	with	the	Chief	Executive	Officer	(CEO).	She/he	is	the	visionary	and	is	ultimately	
accountable to the Governing Board, which is made up of the 26 Auditor Generals of our member SAIs. The CEO of AFROSAI-E 
Secretariat	is	supported	by	two	Executive	Officers	in	carrying	out	the	Secretariat’s	mandate.

The	role	that	M&E	plays	in	the	effective	and	successful	implementation	of	the	organisations	strategy	cannot	be	underestimated.	
Implemented well and used appropriately M&E acts as the ‘looking glass’ that every leader needs to see their blind spots but 
also their best features. It is therefore the responsibility of the Executive Team (CEO and EOs) to be the custodians of M&E, 
to drive it from the top-down and from the bottom-up. 

The role of the Executive Team is therefore to demonstrate results. This starts from the planning stages. The operational 
planning process serves as the foundation for continuous monitoring and breaks down the entire strategy into smaller parts 
that are easier to articulate and comprehend. Strong leadership during the planning process can help ensure that limited 
resources	are	used	effectively,	that	all	components	of	the	organisation	leverage	and	complement	one	another,	that	work	
does not need to be discarded or redone, and that the results of the organisation are achieved. The key measure of successful 
leadership during the planning is the ability for everyone involved in the organisation to clearly articulate milestones, expected 
outcomes, schedules, activities, and resource requirements.

During implementation of the various interventions and programmes, it is necessary for the Executive team to periodically 
assess progress in relation to expected strategic outcomes in order to continuously improve implementation. The M&E 
function is responsible for providing this information; however it is the Executive teams responsibility to assess the information 
provided and make strategic decisions in response to the information provided, while also provide guidance to the Technical 
Managers as required. Assessing progress toward outcomes throughout implementation, rather than at the end of the 
program, allows for the Executive team to make timely programmatic/strategic decisions.

There is tremendous power in measuring performance; Kusek and Rist (2004) stated the power 
of measuring performance as follows:

• If you do not measure results, you cannot tell success from failure.

• If you cannot see success, you cannot reward it.

• If you cannot reward success, you are probably rewarding failure. 

• If you cannot see success, you cannot learn from it.

• If you cannot recognise failure, you cannot correct it.

• If you can demonstrate results, you can win public support.
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Another key role of the Executive Team is communication. Once an assessment is made, communication of organisation’s 
progress	is	necessary.	Communication	can	occur	through	portfolio	meetings,	staff	meetings,	reports,	or	many	other	forms	
of relevant media. Communicating the status of a programme performance is not always easy, so devising a communication 
strategy should begin early in the planning process. From a leadership perspective, sharing data and getting various 
perspectives	from	the	staff	is	important.	Such	discussions	strengthen	communication	channels	in	the	organisation,	fosters	
learning and team accountability for results.

A	strong	leadership	team	fosters	organisational	cohesion,	demands	accountability,	and	clearly	defines	goals	and	outcomes.	
Proper	programme	planning,	monitoring,	and	consistent	and	effective	communication	can	inspire	stakeholders	and	partners	
alike to help ensure the success of the organisation. The M&E function and program monitoring tools can provide assistance 
in the component areas discussed above, but an organisation’s success ultimately depends on strong leadership that ensures 
that	each	element	is	executed	in	a	timely,	efficient,	and	effective	manner.

Reporting Input Process/ 
Activities Output Outcomes

It is therefore important that each technical manager takes ownership of the M&E responsibility of their own programmes 
and tracks not only activities done, but more importantly the outcomes of those interventions.

Impact evaluations and assessments are done holistically at organisational level. Refer to section on impact reporting in 
Chapter 5.

The role of Technical Managers 
Managers may take the view that monitoring and reporting now sits solely within the M&E unit. It is however critical 
to understand that each Technical Manager at the Secretariat is responsible for the entire results chain of their 
interventions.

They are responsible for:

• Inputs: identifying the inputs for their programmes, such the technical resources and   
administrative support they will need.

• Process/activity: designing the programmes/interventions and conducting the training or providing 
support to SAIs 

• Outputs: any material developed, or training implemented and ensuring it meets the relevant standards 
and quality 

• Outcomes:	assessing	and	ensuring	that	the	specific	intervention/programme	meets	its	intended	outcomes

• Reporting : completing the activity reports or project reports
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The role of the M&E function (Manager)
The purpose of the M&E function is to monitor and evaluate the Secretariat’s 
performance against the Strategic Plan through the development and 
implementation of a monitoring and evaluation framework.

The M&E function plays a supportive role and is not expected to implement M&E 
process independently. It is important to note that though the M&E function 
should drive these processes, everyone at every level in an organisation has a 
role to play in ensuring the success of the organisation.

Some of the key functions of the M&E Manager are;

To establish a common role and plan for the 
Monitoring and Evaluation function and create 
understanding of the role and purpose to both 
internal and external stakeholders. While also 
ensuring	ongoing	communication,	staff	training	
and awareness to help institutionalise the function. 
In addition, developing innovative tools and on-line 
platforms	for	the	effective	implementation	of	M&E	
in the organisation.

Training and Development

To conduct assessments and analysis of the 
effectiveness	of	the	Secretariat	strategy	and	review	
cyclically the AFROSAI-E Secretariat strategic plan. 
This is to be done by determining the adequacy 
of performance measures, develop and maintain 
evaluation	criteria	for	the	effective	implementation	
of the strategy and where necessary, ensure 
alignment of all stakeholders to the monitoring and 
evaluation requirements.

Evaluation and Assessment

To develop and maintain a programme monitoring 
strategy and system for AFROSAI-E secretariat 
activities, programmes and projects and ensure 
that the monitoring programme is aligned with the 
Secretariat strategy and plan.

Monitoring Activities

To develop and maintain a reporting system 
to record monitoring and evaluation activities. 
Collect, analyse and draw conclusions and 
recommendations on actual performance and 
support and contribute to the Annual Reports, 
donor reports and State of the Region report.

Reporting Activities (MIS)
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Some of the support functions of the M&E role are to;

Support Technical Managers in identifying, measuring and documenting data on outputs, 
outcomes and impact. 

Documenting stories of success and failure. These stories are important to understand the process 
that leads up to success (or failure) and are useful for informing action and showing relevance. 

Collecting information from staff that often exists only as institutional memory (or people that have 
been in an organisation for a long period). This provides useful insight into changes that have occurred, 
what they relate to, and what the motivations are behind some of the change. This is useful for getting 
a rich and personal view of the world from someone who has seen the successes and challenges in the 
organisational lifecycle. However, it should not be the only means of learning about past decisions as every 
person has some innate subjective bias and interest when sharing stories of the past. 

Facilitating Lessons Learned: Currently this is being done through the Strategic Planning Reviews, 
however there is need to create more opportunities to refer to past actions including project closure notes 
and having honest discussions so that future actions are informed by past learning. 

Information sharing through common platforms: This is still a work in progress, however in the coming 
months the intention is foster M&E principles and learning through internal communication briefs, 
knowledge management systems, newsletters or via products like on-line dashboards and infographics. 

Reviewing previous reports	(whether	it	be	management,	financial,	monitoring,	project	closure,	project	
initiation reports). These will provide useful information about intentions, changes and decisions relating 
to organisational processes. 

Encourage a culture of questioning: This is something that is already very evident from the M&E 
discussions the teams are having and in challenging the way we have been doing things in the past. It 
is useful, as it challenges people to seek information to answer critical questions that are of strategic 
importance. It allows for referral back to previous work that was done by an organisation and could 
encourage future work to be done (should the answers not be available in past work).
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5. Reporting
As	shown	in	the	M&E	system	overview	in	figure	2,	the	information	collected	through	
our SAI-level and Secretariat level M&E processes culminates in the following 
reports; Integrated Annual Report, State of the Region Report, Country Reports 
and Monitoring & Evaluation reports. The table below provides an overview of 
the four types of reports.

Integrated Annual 
report

State of the Region 
report

Country reports Monitoring and 
evaluation report

Purpose Provide a narrative and 

financial	account	of	the	

Secretariat’s overall 

performance against the 

Strategic plan in a given 

year

Provide a report on the 

results from the ICBF self-

assessment questionnaire 

completed by our 

26-member SAIs

Provide a detailed report 

to each SAI on their 

performance bases 

on the ICBF, QAs and 

analysis done by Technical 

Managers.

Provide an account of the 

Secretariat’s programme 

performance against the 

log-frame	(specific	outputs	

and outcomes)

Scope Broad annual 

performance. 

Externally Audited 

Financial Statements

Limited to ICBF results in 

a given year, comparison 

made to previous year/s.

Includes input from ICBF, 

QA and institutional 

knowledge, comparison 

made to previous year/s.

Limited to measurement 

against the agreed 

indicators in the log-frame 

in a given year.

Target 

Audience 

Board, SAIs, Secretariat, 

Partners and Donors, 

INTOSAI, Stakeholders, 

interest groups

Board, SAIs, Secretariat, 

Partners and Donors, 

INTOSAI, Stakeholders, 

interest groups

SAIs and Secretariat Board, Secretariat, 

Partners and Donors

Source 

Documents

M&E report, ICBF, 

newsletters, relevant 

SAI documents, 

questionnaires, 

operational	plan,	financial	

documents

Self-assessment 

questionnaire

ICBF, QA reports, relevant 

SAI docs

Activity reports, Strategic 

planning tracker, ICBF, 

relevant SAI documents, 

questionnaires, 

operational plan, log-

frame

Frequency Annual Annual Every 2 years Bi-annual
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5.1 Integrated annual report
The Integrated Annual Report3 is the Secretariats account of its performance to its board members. The report includes 
comprehensive	information	on	the	financial	and	non-financial	performance	for	the	period	under	review.	The	actual	performance	
in a given year is measured against the planned/expected performance as set out in the Strategic plan, annual operational 
plan, detailed work plan and annual budget. These documents, along with the State of the Region Report, form part of our 
main accountability instruments and describe the short- to medium-term organisational goals and objectives, as well as the 
associated	activities	and	interventions	planned	to	ensure	effective	and	efficient	delivery	of	our	organisational	mandate.	The	
Integrated Annual Report is disseminated to all our member SAIs, partners and donors.

The narrative section of the report covers three main levels of information, see below. This information is conveyed using 
both qualitative and quantitative data.

Impact reporting
Due to the nature of the work we do that has many interdependencies, and the fact that we support SAIs in various countries 
operating	in	different	social	and	political	environments,	results	on	contribution	to	impact	take	several	years	to	come	to	
fruition. We therefore report on impact indicators twice in Strategic Planning cycle; a mid-term review and again at the end 
of the Strategic Plan.

However, on a yearly basis, we include Success stories in our Integrated Annual Report as a practical way of highlighting 
and celebrating some of the outstanding work that our member SAIs and Technical Managers are doing in the Region. The 
stories	zoom	in	on	a	particular	SAI,	Audit	or	institutional	discipline,	audit	report	or	department/team	within	a	SAI.	These	
success stories highlight some of the ways we are contributing to impact. All the stories are linked to our capacity building 
interventions	but	focus	on	the	change	effected	at	the	SAI	itself	and	beyond.	

Outcome reporting (qualitative data)
We are progressively focusing on outcome reporting in all our annual and M&E reports. The bulk of the Integrated Annual 
Report focuses on the activities and outcomes achieved in the year under review, against the set organisational objectives 
in the Strategic Plan. This information is pooled in from the Strategic Plan Tracker, M&E reports, activity reports and ICBF 
data collected throughout the year.

There are five main outcome indicators that data is collected against and reported on; (see figure 1: M&E 
logic framework)

• Development of professional capacity building initiatives in member SAIs

• Improvement in the quality of audits

• Improvement	in	SAI	staff	skills	and	Knowledge

• Improved organisational capability

• Improved leadership and management capability. 
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Output reporting (quantitative data) 
There are five main output indicators that we collect information on and report on throughout our capacity building 
interventions, namely: (see figure 1: M&E logic framework)

• number of SAIs attending regional workshops

• number of participants equipped through training workshops, including gender statistics

• number of SAIs receiving in-county workshops

• manuals handbooks and tools developed and updated

• number of participants that complete on-line courses.

We	do	not	necessarily	report	on	all	five	output	and	five	outcome	indicators	in	every	publication	but	select	indicators	to	report	
on, based on the message we are conveying in that particular report, and what needs to be highlighted in that particular year. 

5.2 State of the region report
The State of the Region Report focuses on the activities and performances of SAIs in the region as per the information they 
provide	via	the	self-assessment	questionnaire.	It	provides	an	overview	of	progress	made	by	each	SAI	under	the	five	ICBF	
domains in a narrative, numerical and graphical format.

At the Secretariat level, capacity building support is provided in the form of training, development of audit guidance materials, 
SAI-level	support,	and	other	interventions	as	contributions	towards	efficient	and	effective	International	Standards	of	Supreme	
Audit Institutions (ISSAI) implementation. The responsibility ultimately rests with SAIs to identify gaps and resource constraints, 
use	available	information	and	materials	and	take	responsibility	for	organisational	and	staff	development.

We	recognize	that	SAIs	receive	support	from	various	institutions,	in	addition	to	their	own	internal	capacity	building	programmes.	
The progress made by SAIs is not attributed to AFROSAI-E interventions alone, rather the State of the region report provides 
a general overview of where SAIs are by benching marking their scores against ICBF indicators. However, through the ICBF 
data collected over the years we can track the contribution to impact that the Secretariat has made in SAIs, facilitated by 
our capacity building initiatives provided.

5.3 Country reports
For	the	first	time	(2020),	we	prepared	country	specific	reports	based	on	information	from	the	2019	ICBF	self-assessment	results,	
which was shared with the Head of SAIs directly. The reports also included a comparative analysis with the Quality Assurance 
reports	and	our	institutional	knowledge	based	on	years	of	supporting	SAIs	with	specific	capacity	building	interventions.

Together with the independent quality assurance review reports, we will use this information in discussions with the Head of 
the SAI and the management team, for them to come up with a concrete plan of action to correct any weaknesses observed. 
Going forward the country reports will form part of our monitoring and evaluation system.
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5.4 Monitoring and evaluation reports
In addition to the above reports, we also prepare monitoring and evaluation (M&E) reports, twice a year. The reports provide 
an	account	of	 the	Secretariat’s	programme	performance	against	 the	 log-frame,	which	has	defined	specific	outputs	and	
outcomes. The mid-year report is used to assess progress half-way through the year and used by the Secretariat to review 
their programmes and make appropriate adjustments before year end. The end-year report provides an account of our 
programme performance over the entire year. This report is shared with our Board, partners and donors. It is important that 
all our partners and donors receive the same report to promote transparency, consistency and to prevent overextending 
the resource capacity within our Secretariat team.

The M&E reports adhere to the following criteria;

• The report includes information on activities, outputs, outcomes, challenges, successes and lessons learnt.

• The report includes recommendations to be made for further improvements

• The progress report allows for a direct comparison with the latest approved log-frame. The outputs and targets in 
the log-frame are revised annually. 

• The report describes and explains delays and deviations from the planned implementation plan.

To allow for a quick overview of the programme status, the report also provides for graphic dashboards. Like a car dashboard 
that displays the status of key systems, a program dashboard visually provides key information that conveys whether the 
program is on track, progress has been made and its delayed or deferred. Reasons for the latter need to be provided. The 
dashboard	identifies	areas	needing	improvement,	and	signals	progress	towards	achievement	of	intended	outcomes.
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6. Principles and
Key Definitions
This glossary includes terms typically used in the area of monitoring and evaluation (M&E) and provides the basis for 
facilitating a common understanding of M&E.

This is not intended to be an exhaustive list of M&E-related terms but includes the most commonly used 
terms. 

Accountability — responsibility for the use of resources and the decisions made, as well as the obligation to demonstrate that 
work has been done in compliance with agreed-upon rules and standards and to report fairly and accurately on performance 
results vis-a-vis mandated roles and/or plans.

Activity — actions taken or work performed through which inputs such as funds, technical assistance, and other types of 
resources	are	mobilized	to	produce	specific	outputs.	

Assessments — Assessment is the process of gathering and discussing information from multiple and diverse sources in 
order to develop a deep understanding of what students know, understand, and can do with their knowledge as a result 
of their learning experience; the process culminates when assessment results are used to improve subsequent learning.

Assumptions —	hypotheses	about	factors	or	risks	which	could	affect	the	progress	or	success	of	an	intervention.	Intervention	
results depend on whether or not the assumptions made, prove to be correct.

Attribution vs contribution —	Attribution	is	the	direct	causal	link	between	observed	changes	and	a	specific	intervention;	
while contribution is the part played by a person or intervention in bringing about a result or helping something to advance.

Baseline —	A	baseline	in	project	management	is	a	clearly	defined	starting	point	for	your	project	plan.	It	is	the	status	of	services	
and outcome-related measures such as knowledge, attitudes, norms, behaviours, and conditions before an intervention, 
against	which	progress	can	be	assessed	or	comparisons	made.	It	is	a	fixed	reference	point	to	measure	and	compare	your	
project’s progress against. This allows you to assess the performance of your project over time. 

Benchmark — a reference point or standard against which performance or achievements can be assessed. 

A benchmark refers to the performance that has been achieved in the recent past by other comparable 
organizations,	or	what	can	be	reasonably	inferred	to	have	been	achieved	in	similar	circumstances.	

Beneficiaries —	the	individuals,	groups,	or	organizations,	whether	targeted	or	not,	that	benefit	directly	or	indirectly,	from	
the intervention. 

NOTE

NOTE
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Case study — a methodological approach that describes a situation, individual, or the like and that typically incorporates 
data-gathering activities (e.g., interviews, observations, questionnaires) at selected sites or programs/projects. Case studies 
are	characterized	by	purposive	selection	of	sites	or	small	samples;	the	expectation	of	generalizability	is	less	than	that	in	
many	other	forms	of	research.	The	findings	are	used	to	report	to	stakeholders,	make	recommendations	for	program/project	
improvement, and share lessons learned. 

Coverage — the extent to which a program/intervention is being implemented in the right places (geographic coverage) 
and is reaching its intended target population (individual coverage). 

Data —	specific	quantitative	and	qualitative	information	or	facts	that	are	collected	and	analysed.	

Effectiveness — the extent to which a program/intervention has achieved its objectives under normal conditions in a real-
life setting.

Efficacy — the extent to which an intervention produces the expected results under ideal conditions in a controlled environment.

Efficiency —	The	use	of	human	and	financial	resources	in	the	best	possible	way	to	achieve	results,	and	measures	taken	to	
improve	implementation	and	maximize	impact	with	limited	resources.	

Evaluation —	the	rigorous,	scientifically-based	collection	of	information	about	program/intervention	activities,	characteristics,	
and outcomes that determine the merit or worth of the program/intervention. Evaluation studies provide credible information 
for use in improving programs/interventions, identifying lessons learned, and informing decisions about future resource 
allocation.

Findings — Factual statements based on evidence from one or more evaluations.

Formative evaluation — a type of evaluation intended to improve the performance of a program or intervention. A 
formative evaluation is usually undertaken during the design and pre-testing of the intervention or program, but it can also 
be conducted early in the implementation phase, particularly if implementation activities are not going as expected.

Goal — a broad statement of a desired, usually longer-term, outcome of a program/intervention. Goals express general 
program/intervention intentions and help guide the development of a program/intervention. Each goal has a set of related, 
specific	objectives	that,	if	met,	will	collectively	permit	the	achievement	of	the	stated	goal.

Impact —	Long-term	changes	and	effects,	positive	and	negative,	planned	and	unforeseen,	that	have	resulted	from	an	activity/
programme	with	respect	to	the	target	groups	and	other	affected	stakeholders.

Due to the nature of the work we do at AFROSAI-E and the various interdependencies, we refer to our 
contribution to impact at SAI level and do not attribute changes in SAIs and beyond, to our capacity building 
interventions alone.

Impact evaluation — a type of evaluation that assesses the rise and fall of impacts, such as the impact audit reports have 
in	 influencing	efficient	use	of	public	resources.	 Impacts	on	a	population	seldom	can	be	attributed	to	a	single	program/
intervention; therefore, an evaluation of impacts on a population generally entails a rigorous design that assesses the 
combined	effects	of	a	number	of	programs/interventions	for	target	populations.

NOTE
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Indicator — a quantitative or qualitative variable that provides a valid and reliable way to measure achievement, assess 
performance,	or	reflect	changes	connected	to	an	intervention.

Indicators	should	be	SMART	–	Specific,	Measurable,	Accurate,	Realistic,	Timely.	Indicators	should	be	
objectively	verifiable,	meaning	that	different	persons	using	the	same	indicator	would	obtain	the	same	
measurements. Where possible and relevant, indicators should allow for the collection of disaggregated 
data (by sex, age and other relevant variables).

Inputs —	the	financial,	human,	and	material	resources	used	in	a	program/intervention.

Intended Learning Outcomes (ILOs) —	define	what	a	learner	will	have	acquired	and	will	be	able	to	do	upon	successfully	
completing their studies. ILOs should be expressed from the students’ perspective and are measurable, achievable and 
assessable.

Internal evaluation — an evaluation of an intervention conducted by a unit and/or individuals who report to the management 
of	the	organization	responsible	for	the	financial	support,	design	and/or	implementation	of	the	intervention.

Intervention —	a	specific	activity	or	set	of	activities	intended	to	bring	about	change	in	some	aspect(s)	of	the	status	of	the	
target population (e.g., AFROSAI-E capacity building intervention, improving the quality of service delivery).

Logical framework — management tool used to improve the design of interventions. It involves identifying strategic elements 
(inputs, outputs, activities, outcomes, impact) and their causal relationships, indicators, and the assumptions of risks that 
may	influence	success	and	failure.	It	thus	facilitates	planning,	execution,	and	monitoring	and	evaluation	of	an	intervention.

Monitoring — routine tracking and reporting of priority information about a program / project, its inputs and intended 
outputs, outcomes and impacts.

Objective —	a	statement	of	a	desired	program/intervention	result	that	meets	the	criteria	of	being	Specific,	Measurable,	
Achievable, Realistic, and Time-phased (SMART).

Outcome —	short-term	and	medium-term	effect	of	an	 intervention’s	outputs,	 such	as	change	 in	knowledge,	attitudes,	
beliefs, behaviours.

Outcomes generally begin with a verb like increase, expand, or improve. Outcomes can be immediate/
short term (evident directly after an intervention) or intermediate /medium term outcomes (a few months 
to	a	year	or	two	after	an	intervention).	Outcomes	are	specific,	measurable,	and	meaningful.	Specific	and	
measurable: tracking data to monitor outcomes is practical and timely. Meaningful: achieving an outcome 
indicates	fulfilment	of	purpose	and	program	toward	long-term	impact.

Outputs — the results of program/intervention activities; the direct products or deliverables of program/intervention activities.

NOTE

NOTE
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Performance —	the	degree	 to	which	an	 intervention	or	organization	operates	according	 to	specific	criteria/standards/
guidelines or achieves results in accordance with stated goals or plans.

Programme —	A	program	generally	includes	a	set	of	interventions	marshalled	to	attain	specific	global,	regional,	country,	or	
subnational objectives; involves multiple activities that may cut across sectors, themes and/or geographic areas.

Project —	an	intervention	designed	to	achieve	specific	objectives	within	specified	resources	and	implementation	schedules,	
often within the framework of a broader program.

Qualitative data — data collected using qualitative methods, such as interviews, focus groups, observation, and key informant 
interviews. Qualitative data can provide an understanding of social situations and interaction, as well as people’s values, 
perceptions, motivations, and reactions. Qualitative data are generally expressed in narrative form, pictures or objects (i.e., 
not numerically).

Quality assurance — planned and systematic processes concerned with assessing and improving the merit or worth of an 
intervention or its compliance with given standards. Note: Examples of quality assurance activities include appraisal, results 
based management reviews, evaluations.

Quantitative data — data collected using quantitative methods, such as surveys. Quantitative data are measured on a 
numerical scale, can be analysed using statistical methods, and can be displayed using tables, charts, histograms and graphs.

The aim of a qualitative study is to provide a complete, detailed description.

The aim of a quantitative study is to classify features, count them, and construct statistical models in an 
attempt to explain what is observed.

Relevance —	the	extent	to	which	the	objectives,	outputs,	or	outcomes	of	an	intervention	are	consistent	with	beneficiaries’	
requirements, organisations’ policies, country needs, and/or global priorities.

Reliability —	consistency	or	dependability	of	data	collected	through	the	repeated	use	of	a	scientific	instrument	or	a	data	
collection procedure used under the same conditions.

Results based management (RBM) — a management strategy focusing on performance and achievement of outputs, 
outcomes and impacts.

Results chain —	A	graphical	representation	of	the	hypothesized	relationship	between	project	inputs,	activities,	outputs,	
outcomes and impacts (intended or unintended, positive and/or negative) of an intervention.

NOTE

NOTE
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See graph below;

ImpactInput Process/ 
Activities Output Outcomes

Stakeholder — a person, group, or entity who has a direct or indirect role and interest in the goals or objectives and 
implementation of a program/intervention and/or its evaluation.

Summative evaluation — a type of evaluation conducted at the end of an intervention (or a phase of that intervention) to 
determine the extent to which anticipated outcomes were produced. It is designed to provide information about the merit 
or worth of the intervention.

Sustainability (of a program —	Likelihood	that	 the	positive	effects	of	 the	programme/project	will	continue	after	 their	
implementation has been completed.

Target group —	specific	group	of	people	who	are	to	benefit	from	the	result	of	the	intervention.

Target — the objective a program/intervention is working towards, expressed as a measurable value; the desired value for 
an indicator at a particular point in time.

Terms of reference (TOR) (of an evaluation — written document presenting the purpose and scope of the evaluation, the 
methods to be used, the standards against which performance is to be assessed or analyses to be conducted, the resources 
and time allocated, and the reporting requirements.

Theory of change — A set of assumptions about the relationship between project activities, goals and the results thereof. 

Triangulation —	the	analysis	of	data	from	three	or	more	sources	obtained	by	different	methods.	Findings	can	be	corroborated,	
and the weakness or bias of any of the methods or data sources can be compensated for by the strengths of another, thereby 
increasing the validity and reliability of the results.

Validity — the extent to which a measurement or test accurately measures what is intended to be measured.
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Endnotes
1. https://www.iied.org/supporting-national-monitoring-evaluation-systems-enable-adaptation-

assessment-reporting

2. This	refers	to	reflection	followed	by	action.

3. It is referred to as an integrated report, as it a GRI referenced report and contains selected individual 
disclosures based on the GRI Standards as issued by the Global Sustainability Standards Board.
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7. Annexures
1. AFROSAI-E Risk framework and register 2021

2. Detailed logic framework 2021
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