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Introduction 

Evaluations are an important activity to be carried out for SSR projects, 
programmes and policies. As defined by the OECD, an evaluation is "the systematic 
and objective assessment of an on-going or completed project, programme or 
policy, its design, implementation and results. The aim is to determine the relevance 
and fulfillment of objectives, development efficiency, effectiveness, impact and 
sustainability. An evaluation should provide information that is credible and useful, 
enabling the incorporation of lessons learned into the decision-making process of 
both recipients and donors.” (OECD (2002),Glossary of Key Terms in Evaluation and 
Results Based Management.) 

In this section, you will find a useful and operational methodology to undertake 
mid-term, on-going or formative evaluations, as well as ex-post or 
summative evaluations of simple SSR projects, complex SSR programmes and 
SSR policies. 

This methodology is not appropriate for ex-ante prospective evaluations or 
assessments or for the design and implementation of monitoring systems for a 
project or programme. 

Throughout this methodology, specific evaluation terms are used, most of them 
have been hyperlinked to their document of origin, the OECD (2002),Glossary of 
Key Terms in Evaluation and Results Based Management. 

PRELIMINARY REMARKS ON THE SPECIFICITIES OF EVALUATING SSR 

A Saferworld study on evaluating SSR and the OECD SSR handbook, section 10 
on evaluation and monitoring, highlight a number of specificities/challenges for 
evaluating SSR. Some are common to all development aid evaluation exercises, 
and some are more specific to SSR.  Below are the most relevant challenges for 
evaluating security and justice projects, programmes and policies: 

▪ SSR is often undertaken in fragile and conflict-affected environments: 
▪ Lack of data 
▪ Rapidly changing and insecure situation 
▪ Limited design and bad planning due to time pressure 

http://www.oecd.org/development/peerreviewsofdacmembers/2754804.pdf
http://www.oecd.org/development/peerreviewsofdacmembers/2754804.pdf
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Formative-Evaluation
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Ex-Post-Evaluation
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Summative-Evaluation
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Country-Programme
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Ex-Ante-Evaluation
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Assessment2
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Monitoring
http://www.oecd.org/development/peerreviewsofdacmembers/2754804.pdf
http://www.oecd.org/development/peerreviewsofdacmembers/2754804.pdf
http://www.saferworld.org.uk/downloads/pubdocs/Evaluating%20for%20security%20and%20justice.pdf
http://www.oecd.org/development/conflictandfragility/38406485.pdf
http://www.oecd.org/development/conflictandfragility/38406485.pdf
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Fragility
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▪ Important to ensure conflict-sensitivity of the evaluation process and 
results 

▪ SSR has a multi-sectoral and integrated/holistic dimension: 
▪ The performance of one sub-sector is influenced by others. It is thus a 

challenge for attributing the performance when evaluating only one sub-
sector. 

▪ Evaluating a whole-of-government approach and/or an integrated approach 
requires specific methodology 

▪ SSR is highly politically sensitive and has a culture of secrecy: 
▪ Difficult access to data (documents but also through interviews) 
▪ Official objectives may be different than unstated goals 

▪ SSR actors (e.g. soldiers, policemen, lawyers, judges and intelligence officers) 
often have limited understanding of evaluation processes: 
▪ Hostility towards evaluation processes 
▪ Difficult to reach agreement on what to measure and how 
▪ Difficult to integrate the lessons learned 
▪ Limited numbers of specialist SSR evaluators 

▪ Local ownership of SSR and of the evaluation process is crucial: 
▪ Difficult to evaluate local ownership 
▪ Results of the evaluation process have to be locally owned. Evaluation 

findings should be shared with local partners and recommendations 
adapted to their needs. 

 
The ISSAT evaluation offers a structured approach to deal with these difficulties. 
It builds awareness and provides access to knowledge to SSR practitioners on the 
evaluation process in a simple and accessible manner. However, it needs to be 
adapted to the context of each evaluation. 

For access to the Prezi Presentation, ISSAT Evaluation Methodology, kindly 
follow the link.   

  

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Conflict-Sensitivity
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Objective-Project-or-Programme-Objective
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Goal
https://prezi.com/woli7yptvbrb/issat-evaluation-methodology/
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1. Plan the Evaluation 
 

Planning is the first activity of any evaluation (mid-term and ex-post). The main 
actor of this phase is the evaluation team leader. Planning includes the following 
sub-activities which should be carried out in parallel: 

▪ Support drafting of the Terms of References (ToR); 
▪ Compose the team and define the responsibilities of each expert; 
▪ Organize the work, detail the task, allocate an indicative number of working 

days per expert and formulate this into a work plan, ensuring realistic 
timeframe that allows for contingencies; 

▪ Develop the evaluation approach; 
▪ Hold an evaluation team kick-off meeting as soon as possible; 
▪ Start with the logistics for the field mission, if applicable. 
 
At the end of this activity, the output should be an official written approval of the 
ToR. Moreover, the evaluation team composition should be finalised, the budget 
decided and the work plan finalised. 

Planning is crucial for an evaluation exercise. It allows starting the evaluation on 
solid grounds with a clear mandate and objective, an adequate team and a 
realistic work plan. Evaluations can be sensitive, difficult to manage and lengthy 
undertakings. Knowing where you are going and how you are going to get there 
allow you to manage the resources and the expectations effectively.   

The below steps will enable you to plan effectively an evaluation: 

• Draft the terms of reference: Engage with the mandator on the basis of 
the initial request to draft the ToR. 

• Form the evaluation team: Choose the evaluation team leader and the rest 
of the evaluation team carefully. Ensure a balanced team with appropriate 
thematic, evaluation and local expertise.  

• Plan the work: Provide a detailed breakdown of all the tasks to be carried 
out and allocate a number of working days to each task and per expert. 

• Develop the evaluation approach: Articulate the evaluation approach by 
detailing the process starting with the building of the evaluation 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/ToR
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Form-the-evaluation-team
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Form-the-evaluation-team
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Plan-the-work
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Develop-the-Evaluation-Approach
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framework, to the collection of data and the analysis in order to formulate 
credible findings and useful recommendations.  

• Hold team kick-off meeting: Organize a team kick-off meeting with all the 
members of the evaluation team (including support staff and local experts, 
if possible) to discuss the ToRs, the responsibilities of each member of the 
evaluation team and the work plan.  

• Initiate logistics preparations for field mission: Address all logistical 
aspects for the field phase, if applicable. This includes: booking flights, 
hotel, finance, insurance… 

• Conduct a recce mission, if needed: To help you go through these steps 
with success, you may want to carry out a “recce” or scoping mission. 

1.1 Carry out a “Recce” or Scoping Mission 
 

The “recce” (for Reconnaissance) mission consists of a few days’ mission carried 
out by the Team Leader (and other experts if deemed necessary) to meet the 
main stakeholders (donor(s) and beneficiaries(s)) of the project, programme or 
policy under evaluation. The main purpose is to start establishing a good working 
relationship and to collect data that are crucial for launching and structuring the 
evaluation before the deployment of the entire evaluation team. 

This step is optional. It can be useful to carry out a “recce” mission when the 
evaluation takes place in complex context or when crucial information is only 
available in the field or at the mandator’s HQ. However, it could be considered a 
needed undertaking to: 

▪ Ensure common understanding and shared goals between the evaluation team 
and the mandator and/or the implementer(s) of the project, programme or 
policy to be evaluated (in case they are not the same). 

▪ Meet some stakeholders within the partner country in order to know them 
better and build confidence. 

▪ Fine-tune some aspects of the evaluation process: the ToR, the evaluation 
approach, the methodology, identify institutions, persons, and/or communities 
to be met, etc. 

 

 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Hold-team-kick-off-meeting
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Initiate-logistics-for-field-mission
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Initiate-logistics-for-field-mission
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Several scenarios are possible for “recce” missions (see table below). But what is 
important to bear in mind for any type of “recce” mission is that: 

▪ The purpose of the “recce” must be clear for everyone; 
▪ It must be strategically planned as you may be able to meet with certain key 

officials only once; and 
▪ “Mission fatigue” of the national authorities and other field-based interlocutors 

should be expected and mitigated. 

 

Type of evaluation and 

intervention 

Type and place of “recce” 

mission 

Main purpose 

For mid-term evaluation of 

simple project 

1-2-3 days mission at 

mandator’s HQ 

▪ Ensure common 

understanding of goals of 

the request (ToR) 

▪ Interview key mandator’s 

officials 

For mid-term/ex-post 

evaluation of complex 

programmes 

4-5 days mission in the 

partner country 

▪ Ensure common 

understanding of goals of 

the request (ToR) 

▪ Present the proposed 

overall approach and 

methodology 

▪ Collect key data 

For ex-post evaluation of 

SSR policy 

1-2-3 days mission at 

mandator’s HQ and 4-5 

days mission in the partner 

country 

▪ Ensure common 

understanding of goals of 

the request (ToR) 

▪ Interview key mandator’s 

officials 

▪ Present the proposed 

overall approach and 

methodology 

▪ Collect key data 
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Example from ISSAT Experience 

A “recce”/scoping mission was carried out by ISSAT within the framework of an 
ex-post evaluation of the security and justice reform process in Burundi since 
2000. This scoping mission was carried out by the Team Leader and one ISSAT 
project officer for a period of one week. It took place during the planning phase of 
the evaluation and the main purpose were to clarify the main objectives and 
scope of the evaluation, to fine-tune the ToR, to present the overall approach and 
the methodology, and to set-up a steering committee/reference group 
responsible for the management and follow-up of the evaluation process. This 
mission was considered to be very useful for both the evaluation team and the 
main stakeholders (donors and Burundian partners) for the following reasons: 

Information on the evaluation to be carried out was shared with the main 
stakeholders. It allowed having a first contact with people on the ground and an 
understanding of their needs and challenges. 

Agreement on the objectives of the evaluation and clarification of the scope. 

Presentation of the proposed methodology. It reassured the main stakeholders 
on the structured and robustness of the methodology to provide objective 
findings and useful recommendations. 

Establishment of a steering committee composed of the Burundian government 
(executive, legislative and judiciary), donor community and civil society. The first 
meeting of this steering committee was organised at the end of the scoping 
mission. 

Preparation for the field mission to collect data, carried out two month later with 
the rest of the team (4 members in total). 
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1.2 Support Drafting of Terms of Reference 
 

The Terms of References (ToR) provide the overall framework for the evaluation. 
It should particularly provide the evaluation team with: 

▪ Clear mandate and objectives of the evaluation. 
▪ Background information, context and key documents, including former 

evaluations, policies (general, country, national security strategies), surveys, 
reports, etc.  

▪ List of main SSR stakeholders, beneficiaries, donors, contractors. 
▪ Timelines, geographical scope and focus of the evaluation. 
▪ Management and steering framework of the evaluation from the mandator’s 

side and the local stakeholders’, in particular those directly involved in the 
project, programme or policy evaluated. 

▪ Target audience of the evaluation report, end users of the recommendations 
and main owner of the report (they might be various actors with different 
backgrounds and stakes in the evaluation). 

▪ Methodology, overall evaluation approach, activities to be carried out during 
the evaluation (e.g. number of meetings, sites visits, field missions, etc.). 

▪ Intermediary and final deliverables and management of feedback, including 
timelines needed to produce draft and final version reports and responsible 
party for providing the compiled comments to the evaluators. 

▪ Roles, responsibilities and skill-set of the evaluation team. 
▪ Roles and responsibilities (political coverage) of the mandator or commissioner 

of the evaluation. 
▪ Work plan and timetable. 
▪ Budget and number of working days per expert. 
▪ Logistics and security arrangements. 
▪ Post-mission follow-up including After Action Reviews and performance 

feedback. 
 
Well prepared ToRs are important because they set the premise of the entire 
evaluation exercise and will structure the whole process. The ToRs should not tie 
the team into an impossible mission. Rather, they give the necessary structure to 
implement the evaluation. They should be clear enough to provide resolution to 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
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misunderstandings that can arise during the process. They should clearly allocate 
responsibilities across evaluation stakeholders, including the evaluation team, the 
mandator and local stakeholders so that everyone understands well their role in 
the evaluation process. 

The below steps should enable the evaluation team to effectively draft a coherent 
set of ToRs. 

▪ Refer to a well-structured evaluation ToR template or use the ISSAT template 
for evaluation ToR. 

▪ Collect essential documents on the subject to be evaluated, including project 
documents, background papers, mandator’s and partner country’s strategies. 
This will feed into the context section of the ToR, but also allow better 
understanding of the challenges ahead of the evaluation.  

▪ Engage with the mandator (ideally face-to-face) to clarify the (apparent or 
hidden) purposes of the evaluation and to clarify each actor’s responsibilities. 

▪ Reach formal agreement with the mandator on the entire ToR. 

Here are some useful questions you may want to ask yourself while 
drafting/commenting the ToR: 

▪ The mandate and objective of the evaluation. Ask the following questions: 
▪ Is the conduct of the evaluation a legally binding requirement (e.g. foreseen 

in the official documents of the project/programme/strategy) or is it a 
specific request from the hierarchy? 

▪ Is it for accountability purposes or for lessons learning, or both? 
▪ Is it an external, independent process or an internally driven exercise? 
▪ Is it being done at the end of a programme or during (eg. Mid-term 

evaluation)? 
▪ Have other evaluations of the programme been undertaken before this one? 

If so how does this one build on past ones and does it have the same or a 
different purpose? 

▪ Will the report be public or not? 
▪ How will the report be used? What could be the consequences of the 

evaluation (positive or negative – ex.: stop a programme, expel a poorly 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/ToR/Terms-of-Reference-for-ISSAT-Support-on-Evaluation
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/ToR/Terms-of-Reference-for-ISSAT-Support-on-Evaluation
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performing implementer, assess the performances of the mandator’s staff, 
etc. 

▪ Target audience and end users of the report. Ask the following questions: 
▪ Who is going to use the evaluation report? Is it the mandator’s HQ, is it the 

programme management team, is it the beneficiaries of the programme? 
▪ To whom should the recommendations be addressed? It can be to the entire 

group of stakeholders of the project, programme or policy or it can be only to 
the management team. 

▪ If there is more than one end user, which is often the case, it is helpful if you 
can identify the principle target audience and address the recommendations 
primarily to them, although they might be relevant to all. 

▪ The responsibilities of the mandator. Ask the following questions: 
▪ Who is the manager of the evaluation, on the mandator side? 
▪ Who is responsible for the approval of the ToR, and of the deliverables 

(intermediary and/or final)? Divergences between HQ and field expectations, 
approaches? 

▪ Who is responsible for the political coverage of the evaluation team? Who is 
going to protect the “messenger”, i.e. the evaluation team who may find 
evidence of some issues difficult to say and hear? 

▪ What is the role of the local beneficiaries in the evaluation process? 
▪ Who sits on the evaluation steering committee (group of main stakeholders 

from the mandator, programme management and partner country, who 
follows the entire evaluation process and approves the main intermediary 
and final deliverables. See box below)? 

▪ How is the security of the evaluation team handled during the field mission? 
▪ The main steps of the evaluation approach. Ask the following questions: 

▪ Is there an inception phase to build the evaluation framework? 
▪ What is required in the evaluation framework, if any? 
▪ Is there a desk phase to collect and analyse preliminary documents before 

going to the field? 
▪ What is required for the field phase? 
▪ Is there a phase for analyzing the data, formulate the recommendations and 

draft the final report? 
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▪ If applicable, is there a dissemination phase to present the results, a seminar 
foreseen in the partner country to discuss the main findings and 
recommendations? 

▪ The evaluation questions. Although this is not the case for all ToR, some 
mandators may want to already identify the evaluation questions to be 
addressed during the evaluation. If this is the case, Ask the following questions: 
▪ Is it realistic to answer them within the scope of the evaluation? 
▪ Are they relevant to the subject to be evaluated? 
▪ Do they cover some or all OECD DAC evaluation criteria? 
▪ Are they formulated in an understandable manner and do not overlap? 

▪ The timetable and the working days allocated. The main question is: is it 
realistic? To answer that question, you need to carry out an initial analysis of 
the detailed tasks required, an estimation of the number of days per tasks 
and per experts. You may also want to already draft a tentative agenda for the 
field mission, with the type of stakeholders to be met, sites to be visited, etc. 

 

 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Plan-the-work/Work-Plan/Work-Plan
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Plan-the-work/Work-Plan/Work-Plan
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Plan-the-work/Work-Plan/Work-Plan
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The Evaluation Steering Committee or Reference Group  

This committee is mainly useful for complex ex-post programme or policy 
evaluations. An evaluation steering committee should be composed of the main 
stakeholders of the evaluation results, i.e. the mandator involved in the 
programme at HQ and in the field (minister of foreign affairs, development 
cooperation, defence, interior etc.), the programme management team at HQ and 
in the field, the partner country representatives (officials from the benefiting 
Ministers), civil society, other donors involved in SSR and the direct local 
counterparts of the project/programme. Its main functions are: 

- To act as an interface between the evaluation team and the mandator’s services, 
management team and beneficiaries, thereby supplementing bilateral contacts. 

- To ensure that the evaluation team has access to and has consulted all relevant 
information sources and documents related to the project, programme or policy. 

- To validate the ToR, the evaluation approach and the methodology. 

- To discuss, comment and approve the deliverables (intermediary and final 
reports) produced by the evaluation team. 

The evaluation steering committee should be set up at the drafting phase of the 
ToR. They should meet at the end of each evaluation phase or when a deliverable 
is produced and should be approved.  

 



13 
 

  

Tips and examples from ISSAT experiences 

• For a complex SSR programme evaluation that encompasses several 
projects and activities financed by more than one donor and implemented by 
more than one contractor, it is important to obtain, at the ToR drafting phase, 
a clear picture of the entire programme. How many and what kind of projects 
are included in the programme, how many and what kind of activities are 
being/have been implemented, etc.? By doing so, the extent of the work can 
be well estimated and the composition of team well adapted to the various 
type of activities. If that information is not readily available, ask more days 
for the preparation phase and allow some flexibility in the composition of 
the team. Allow also some flexibility to assess work entailed once more 
information is available. 

• For a complex SSR programme, several activities may be implemented in 
multiple geographical areas. The ToR should clearly identify whether all 
activities should be evaluated in all areas or not. If not, the focus and 
priorities should be defined and the reasons why should be explained in the 
ToR. 

• Discussions between the evaluation team and the mandator are very 
important when drafting the ToR. Clear ToR, understood by all actors, will 
help you throughout the evaluation process. A scoping mission may be very 
useful in order to fine-tune the draft ToR, to establish a steering committee 
and to obtain a formal approval of the ToRs. 
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1.3 Form the Evaluation Team 
 

The evaluation team is led by one team leader and includes one or more experts. 
For any type of evaluation the team should involve a combination of: 

▪ Local expertise; 
▪ Thematic expertise; 
▪ Evaluation expertise; and 
▪ Mandator expertise (knowledge of mandator’s procedures and policies); 
 
Ideally, the team leader should combine, to some extent, all four above-
mentioned areas of expertise. S/he should however not necessarily be specialized 
in all four. S/he should be supported by one or more thematic experts (according 
to the thematic of the project, programme or policy to be evaluated), by one or 
more evaluation experts (for methodologies, tools and processes) and by one or 
more local experts. This pool of expertise is important because: 

▪ Evaluations are about providing accountability but also lessons learned and 
best practices for future programming. Experts involved in evaluation should 
have concrete thematic expertise and understand the principles of SSR as well 
as the technical, holistic and political implications of an SSR process in order to 
provide useful recommendations. Moreover, expertise in conflict-sensitivity is 
required. Experts in the field will be able to handle sensitive issues that may 
arise or at least to do no harm. 

▪ Evaluations are also about providing objective findings and operational 
recommendations. Findings and recommendations are based on the analysis of 
data collected through various means and tools. Evaluations are a structured 
exercise with a sound methodology and a systematic approach to data 
collection. In such a sensitive area as SSR, the findings of an evaluation should 
be based on strong evidence. Experts should be able to explain the 
methodology and the chain of evidence starting in facts and leading o 
evidence-based recommendations. 

▪ Evaluations are also about providing adapted and useful recommendations to 
the mandator and the project or programme’s beneficiaries. It is very important 
to understand the mandator’s procedures and their margin of maneuver. 
Knowing that the mandator helps to get the required information, to find out 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Conflict-Sensitivity
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Do-No-Harm-Analysis
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the unstated objectives of the project or programme, and to identify the right 
interlocutors for the evaluation. 

▪ Evaluations should be informed by the local cultural sensitivities and realities 
of the partner security and justice system in order to respect protocol, to speak 
to the right people, have access to the needed information and establish trust. 

 

The below is a brief scoping of evaluation team set-up scenarios: 

▪ Evaluation of a police project. The team leader should have SSR 
expertise, programme management expertise and good drafting skills (for 
more detailed skills see box below). S/he should be supported by a police 
expert, an evaluation expert and a local expert. At least one of these 
experts should know the mandator's procedures.     

▪ Evaluation of a programme with two activities, one on police and one on 
justice. The team leader should have SSR expertise, programme 
management expertise and good drafting skills. S/he should be 
supported by one expert in police and one in justice. Both thematic 
experts, as well as the team leader, should be supported by an evaluation 
expert and a local expert. At least one of these experts should know the 
mandator's procedures. 

▪ Evaluation of a complex and holistic SSR programme. The team leader 
should be a SSR expert with programme management expertise, good 
drafting skills and good knowledge of the mandator's procedures. S/he 
should be supported by one or more thematic experts (depending on the 
projects implemented within the SSR programme). In addition, they 
should be supported by an evaluation expert and one or more local staff 
(according to the number of projects). 

▪ Evaluation of an overall SSR policy/strategy. The team leader should be 
a SSR expert with good programme management and drafting skills, as 
well as a strong background of evaluation methodology and mandator's 
procedures. S/he should be supported by thematic experts in police, 
justice, military and governance. They should be supported by one 
evaluation expert and one or more local staff. 

 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Objective-Project-or-Programme-Objective
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Setting up evaluation teams requires SSR networks in order to find the relevant 
thematic experts, evaluation experts and local experts. This mix of expertise is 
very important but can create some tensions between team members that have 
different backgrounds and grades (for example in the case of police and military 
experts). It is important that the team leader mitigates these difficulties.  

Moreover, evaluation team members may not share prior knowledge of each 
other. It is thus important to create positive team dynamics allowing constructive 
debates and cross-fertilisation of ideas and approaches. 

If mandator staff are involved in the evaluation team, their expertise should be 
clearly defined and should fit the evaluation team’s overall needs in relevance 
with the evaluated project, programme or policy. 
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Evaluation team leader’s and members’ soft skills 

The role of team leader is challenging with significant responsibilities. He must be 
able to understand details of the project/programme under evaluation but also 
have an overall perspective. At the end of the day, he is the person responsible for 
the success of the evaluation, for the delivery in time and with quality of the final 
report, and for the presentation and communication of the evaluation to the main 
stakeholders. 

Evaluation team members’ skills: 

• Language: speak fluently the language of the country in which the 
evaluation field mission is taking place; 

• Well developed communication skills: listening, questioning, paraphrasing, 
summarising, negotiating; 

• Creativity; 
• Good presentation skills; 
• Report writing, minute- or note-taking skills; 
• Diplomacy, flexibility, cultural sensitivity, political savy. 
• In addition to the above mentioned skills, the team leader should have the 

following skills: 
• Strong leadership; 
• Solid knowledge of management practices; 
• Good judgment; 
• Vision; 
• Synthesis capacity. 
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Involving local experts Involving national stakeholders 

Local experts can be involved in all or part of the evaluation process. It is 
recommended however to involve them from the start of the evaluation so 
that they are well prepared for the field mission and understand the overall 
methodology. The added value of involving national actors is articulated in the 
below aspects: 

• Better understanding the country context and the local politics and 
influences 

• Having local perspective in data collection and analysis 
• Knowing the local language(s) 
• Identifying the main stakeholders for interviews 
• Preparing grouped interviews and focus groups 
• Building evaluation capacity in the country 
• Contributing to the ownership of the evaluation process 

It is important; however, to avoid conflict of interest (local experts should not 
have been involved in the design or implementation of the project/programme 
evaluated). It is equally important to ensure the independency and objectivity 
of the local expert by selecting someone with no interest (political, ethnical, 
gender, financial, influential) in the project/programme evaluated. 

Local experts may have some interference in interviews. It should be clear 
from the start that some interviews may be conducted without the local 
expert. 

Be aware of possible bias. Local experts involved in international evaluation 
missions are often the same. They may have worked or are working for other 
international missions and might be influenced by other interests. 

Local experts may be at risk when the international mission leaves. If this is 
the case, it is not worth involving local experts in an evaluation mission. 

 



19 
 

1.4 Plan the work 
 

A work plan is a tool needed to manage resources over the entire evaluation 
process. It provides: 

▪ an overview of the work to be carried out; 
▪ detailed tasks for each evaluation phase; 
▪ indicative allocation of number of days per expert per task; 
▪ a timeline for the completion of the task; and 
▪ key milestones. 
 

Planning is an important step for evaluation exercise because it allows: 

▪ The evaluation team to be aware of the entire evaluation process and 
acknowledge expectations including the number of days they should spend on 
each task. 

▪ A solid base for justifying the total number of working days budgeted to the 
mandator and allocated to the team members. 

▪ It allows efficient management of resources in line with the number of working 
days allocated.  

It is important to keep in mind that flexibility will be needed due to unforeseen 
tasks or arising complications with time implications. When this happens, it is 
recommended that the work plan is adjusted and the team lead stays in control of 
the number of days spent on each task. To manage these overruns, every 
workplan should contain contingency time. 
 

The work plan should be drafted on the basis of the ToR and the team leader’s 
previous experiences. 

The first version of the ToR already enables the team leader to draft the work 
plan. It should take into account all the deliverables requested by the mandator, 
the proposed evaluation approach and the number of experts suggested. It will 
allow her/him to identify whether the evaluation is feasible in the number of days 
proposed in the ToR. 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
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The team leader’s initial approach to the evaluation request and previous 
evaluation experiences should be taken into account. S/he needs to critically 
analyse the ToR. S/he should propose various scenarios for the undertaking of the 
evaluation with the “ideal” tasks and number of days, then with those proposed in 
the ToR. A compromise should then be agreed with the mandator.  

  



21 
 

1.5 Develop the Evaluation Approach 
 

The evaluation approach lays out the process for reaching solid and objective 
findings and useful recommendations. It is done at the start of the evaluation 
process. It is then updated in the final report. It does not just explain the phases of 
the evaluation (e.g. desk phase, followed by a field phase, etc.); but rather, it 
shows the structured approach the evaluation team is going to use in order to 
ensure that the findings are credible and the recommendations useful. It should a 
summary of the limitations likely to be encountered during the evaluation (e.g. 
time and resources, unanticipated problems in reaching all the key informants and 
survey respondents, unexpected problems with the quality of secondary data 
from the partner country government).  

This sub-acitivity is applicable for all types of evaluations (mid-term, ex-post, etc) 
and interventions (project, programme, policy). However, the depth of work 
required can vary. For ex-post evaluations of complex programmes and policies, 
the evaluation approach should be well detailed. For mid-term evaluations of 
simple projects, it can be more straightforward. The evaluation approach is a key 
deliverable in order to: 

▪ Structure the evaluation exercise and know where it is going and how to get 
there; 

▪ Communicate to the mandator and other stakeholders how the work is going to 
done; 

▪ Articulate and communicate the possible limitations; 
▪ Provide solid grounds to the findings and recommendations.  

At the end of the evaluation, the evaluation approach will enable the team to 
provide strong arguments on how findings and recommendations were reached. 
At the end of the day, it gives credibility to the evaluation report. 
 

An example of a basic evaluation approach is provided under additional resources. 
It should be adapted to each specific evaluation; however, the reasoning process 
should be the same for every evaluation exercise. The evaluation approach 
should: 
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▪ First, foresee time for building the evaluation framework within which the 
team will evaluate the project, programme or policy. In order to build that 
framework the evaluation team needs to: 

▪ Describe the context of the project, programme or policy. 
▪ Understand the logic of the project, programme or policy.  
▪ Draft the Evaluation Questions (EQ) and structure them in sub-

questions and indicators.  
▪ Second, foresee time for collecting the data which would substantiate the 

indicators by using various tools and sources of information. 
▪ Third, foresee time for analyzing the data collected and for drafting the 

findings and recommendations after: 
▪ Triangulating the data at the level of the indicators (i.e. analysing 

the data for each indicator).  
▪ Drafting the findings at the level of the sub-questions and EQs (i.e. 

answering to the sub-question and EQ thanks to the analysis done 
for each indicator).  

▪ Formulating the recommendations based on the main findings. 
Recommendations are a “mirror” of the findings. E.g. if one of the 
main finding is: “the donor’s human resource capacity were not 
commensurate with its policy commitments and its funding level for 
SSR”, the related recommendation could be: “Develop a stronger pool 
of donor’s SSR expertise by improving training and ensuring that 
staff working on SSR both at HQ and in the field receive the 
appropriate guidance and support”.  

  

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Analyze-the-Context
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-Project-Programme-Policy-Logic
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
http://issat.dcaf.ch/Community-of-Practice/Private-Spaces/ISSAT/Service-Lines/Knowledge-Services/Methodology/Management-Disciplines/Project-Management/Core/Assessing-Monitoring-Evaluating-and-Controlling-Process/Evaluate/Collect-Data-in-the-field/Collect-the-data-for-each-indicator-under-the-EQ
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Analyse-the-data-collected
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Draft-the-findings-by-Evaluation-Question
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Formulate-the-recommendations-and-draft-the-final-report
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1.6 Hold Team Kick-off Meeting 
 

The evaluation team kick-off meeting is a meeting organized by the team leader 
as soon as the evaluation team is formed. The participants are all the members of 
the evaluation team. Ideally, it should be a face-to-face meeting. If this is not 
possible, then a video or telephone conference meeting should take place. At the 
end of the meeting, all the team members should have a clear idea of: 

▪ The mandate and objective of the evaluation; 
▪ Understand their responsibilities; and 
▪ Agree with the tasks and number of days planned (cf. work plan). 
 
This meeting is important in order to: 

▪ Meet the members of the team and start creating a team dynamic; 
▪ Ensure a coherent and shared understanding of the ToR; 
▪ Clarify any pending issues within the team; and 
▪ Organise the work and the next steps of the evaluation process. 
 
The kick-off meeting should be prepared in advance by the team leader. A 
member of the team should be designated to take notes of this meeting and 
indicate all the decisions agreed upon. These notes should then be circulated to all 
the members of the evaluation team. 

 

 

 

 

 

 

http://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Support-Programme-Cycle/Evaluate/Plan-the-evaluation/Plan-the-work
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
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An Example Agenda for a Team Kick-Off Meeting 

1. Fine-tuning of the ToR 
a. Are there any issues to clarify? 
b. Are there any major challenges and what are the possible 

solutions? 
2. Structure of the report(s) 
3. Drafting process and responsibilities 
4. Methodology (at least an initial discussion and identify key Evaluation 

Questions) – each expert could follow up by drafting sub-questions and 
identify indicators 

5. Responsibilities of each expert 
a. Who covers what sector/sub-sector? 
b. What is the work required for each deliverable? 

6. Interaction within the team 
a. How to contact each other? 
b. How to organise and share information? 
c. What is the frequency of team meetings ahead of deployment? 
d. When and where will the daily debriefings take place during the 

field mission? 
e. What is the protocol to be followed for meetings with senior 

officials and other interlocutors? 
7. Work plan 

a. Are all the main tasks included? 
b. Is the number of days allocated to each expert realistic? 
c. Is the entire plan understood and realistic? 

8. Logistics and security of the team 
9. Next steps 

a. When are the next meetings and deadlines? 
10. Timeline and major milestones for the evaluation 
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1.7 Initiate Logistics for Field Mission 
 

Logistics includes all travel arrangements for the field phase and for the “recce” 
mission (if needed and applicable). It consists of very practical activities that need 
to be initiated as early as possible. 

Good logistics before the field mission(s) is crucial for its success because it 
reduces stress and increases security of the evaluation team members, once in 
the field. 

Field mission(s) are often very intense. If the logistics has been well prepared in 
advance, team members can better concentrate on the content of their mission 
rather than the practical aspects. 

For the back office, dealing with logistics can be cumbersome, even more in time 
pressure. It is thus also important for them that all travel arrangements are 
communicated and dealt with as early as possible. 

The following practical issues should be undertaken during the logistics initiation 
phase: 

▪ Establishment of contracts for experts; 
▪ Visa applications, ideally 6 weeks prior to departure (depending on 

destination); 
▪ Flight arrangements; 
▪ Local contacts for logistics – who to contact on the ground? 
▪ Mandator’s field mission or embassy’s Point of Contact for arranging meetings 

and adjusting the field deployment agenda;  
▪ Accommodation arrangements (on site and while travelling); 
▪ Transportation from and to the airport; 
▪ Transportation on site; 
▪ Local SIM card (Inform ISSAT of local number); 
▪ Internet access, laptop and printing facilities; 
▪ Interpreters and interpretation equipment ; 
▪ Payment possibilities ; 



26 
 

▪ Budget and financial needs during missions. Cash requests to be discussed as 
early as possible, at the latest 10 days prior to departure. 

▪ Vaccination and medical requirements ; 
▪ In country contact and support; 
▪ Travel Insurance ; 
▪ Security briefing (by mandator) ; 

 

2. Build the Evaluation Framework 
This is the second activity of an evaluation. The main actors are all the members 
of the evaluation team, headed by the team leader. In order to build the 
framework of the evaluation, the following sub-activities should be carried out: 

▪ Analyze the subject of the evaluation: the country context (especially political 
and security context), the project, the programme and/or the policy; 

▪ Draft the project, programme or policy’s logic; 
▪ Draft and/or structure the evaluation questions in sub-questions and 

indicators;   
▪ Prepare the field phase ; 
 

At the end of this phase, the output should be the validation of the evaluation 
framework by the mandator. It can take the form of an inception report or a 
meeting presenting the framework. Ideally, a written agreement from the 
mandator should be required. 

  

When the evaluation is already well structured by the mandator in the ToR (i.e. the 
context, logic, evaluation questions and approach are already well described), 
ensure that what is asked is feasible and realistic (one solution is to go through 
the work plan). Ensure that the entire evaluation team and main stakeholders have 
the same understanding of the entire approach. 

https://issat.dcaf.ch/layout/set/ajax/Community-of-Practice/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
http://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Support-Programme-Cycle/Evaluate/Plan-the-evaluation/Plan-the-work
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Hold-team-kick-off-meeting
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This activity is important because it provides a framework for the work to 
progress coherently throughout the evaluation. Evaluations are not just about 
gathering some data and expressing an opinion on the performance of the 
evaluated project, programme or policy. It is a process that needs structure, rigor 
and methods to ask the relevant questions, collect the data and triangulate 
them, in order to express objective findings and provide useful 
recommendations adapted to the context and the needs. 

With a structured evaluation exercise, you can easily justify the findings and 
recommendations with strong arguments. They are not just based on the team’s 
opinions and expertise but on facts and evidence collected through robust tools 
and relevant questions. 

Building that framework also structures the work of the team members. Experts 
can be the best in their field of expertise, they still need guidance to carry out an 
evaluation and to ensure the collection of useful data. At the end of the day, this 
will be crucial to ensure the coherence of the final report and the drafting of 
appropriate recommendations. 

In the field of SSR, the stakes are usually high, it is therefore crucial to have a 
well-structured approach that helps justify findings and recommendations. It 
helps manage criticism and sensitivities. It allows the team to distance itself from 
political perceptions and agendas and to undertake an evaluation based on an 
objective and solid process.  

The below steps should enable the team to effectively build an evaluation 
framework: 

▪ Describe the context of the project, programme or policy. 
▪ Draft the logic of the project, programme or policy. 
▪ Structure the Evaluation Questions (EQ) in sub-questions and indicators.  
▪ Prepare the field mission. 

  

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Analyze-the-Context
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-Project-Programme-Policy-Logic
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Prepare-Field-Phase
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2.1 Analyze the Context 
 

This sub-activity is applicable for all types of evaluations (mid-term, ex-post, etc) 
and interventions (project, programme, policy). However, the analysis of the 
context will vary. For ex-post evaluations of complex programmes and policies, 
the analysis should be thorough. For mid-term evaluations of individual projects, it 
can be lighter. 

It is a description of: 

▪ The main contextual elements around which the project, programme or policy 
is evolving. That is for example the country security context, the political 
constraints, the national plans and policies, the security strategic documents 
and priorities. 

▪ The project, programme or policy’s main characteristics. It explains the story 
line of the project, programme or policy. It often includes the description of 
the objective(s), the implementation modality/actors, the budget, the main 
activities, the intended beneficiaries and major stakeholders, the geographical 
and temporal scope. 

When the description of the context is well drafted, it can then be directly included 
in a section of the final report. 

Context analysis is important: 

▪ To provide a common understanding among the team members and with the 
mandator of what needs to be evaluated. 

▪ For team members to familiarise themselves with the ins and outs of the 
project, programme or policy before leaving for the field. 

▪ To elaborate or understand the logic of the project, programme or policy. The 
analysis of the context is even more important when no logical 
framework or theory of change was prepared during the design of the project, 
programme or policy. 

▪ To draft the Evaluation Questions adapted to the key issues at stake. 
▪ To provide relevant findings and useful recommendations adapted to the 

context. 
 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Objective-Project-or-Programme-Objective
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-Project-Programme-Policy-Logic
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Logical-Framework-Analysis-LogFrame
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Logical-Framework-Analysis-LogFrame
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Theory-of-Change
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
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The description of the context can be done by: 

▪ Collecting and analysing contextual documents (e.g. national development 
strategy, security strategy or plan, country level evaluations or reports, etc.) 
and the project, programme or policy documents (e.g. assessment mission’s 
reports, design reports, contracts, progress reports and other evaluation 
reports if available). 

▪ Interviewing mandator’s staff at HQ and in the field, as well as staff/experts 
involved in the design of the project, programme or policy: project designer, 
programme manager, policy sections at HQ, country donor representatives. 
Interviews should be rather open (not too structured) in order to obtain the 
“story line” of the project, programme or policy. Do not forget to draft meeting 
notes summarizing these interviews and share them with the entire evaluation 
team. 

▪ Drafting the description according to the following points, but is not limited to: 
▪ For the country context: 

▪ Country’s main characteristics and timeline of major events, political 
decisions, wars, peace agreements, etc. 

▪ Security context, national policies and plans, legal frameworks. 
▪ For the project, programme or policy context: 

▪ Background, including the incentives for designing the project, 
programme or policy, the needs, the political will, etc. 

▪ Geographical and temporal scope (start and end dates, any amendments 
in the timeline). 

▪ Budget (committed/engaged, contracted to date). 
▪ Main objective(s), specific objective(s) and expected results. 
▪ Main activities. 
▪ Main stakeholders: donor, implementing actors, direct beneficiaries, 

indirect beneficiaries. 
▪ Main implementation modality. 

2.2 Draft Project or Programme Logic 
 

This sub-activity is applicable for all types of evaluations (mid-term, ex-post, etc) 
and interventions (project, programme, policy). However, the work for this step 
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can vary. If the logic already exists, the work will consist of reviewing it. If the logic 
does not exist, the work will consist of reconstructing it. 

 The logic of the project, programme or policy is its road map to achieve the 
intended goal. It offers a picture of the final destination and the path to reach it. It 
also takes into account some assumptions, risks and contextual factors that may 
influence the journey and the extent to which the destination will be reached. In 
other words, it describes all the activities and expected effects ( output, 
outcomes and impact), as well as the assumptions that explain how the activities 
will lead to the effects. 

The most common presentation of the logic is the logical framework. It can also be 
represented in an objective diagram or a results chain (see examples below). It can 
also be a simple linear statement such as “by doing X, we will achieve Y”. 
However, for SSR programmes in post-conflict contexts, it will tend to be more 
complicated. It will include areas of uncertainty and high risks due to the rapidly 
moving context, in addition to, unintended factors and political sensitivities and 
the real objectives may not be stated. 

The logic of a project, programme or policy can be also called the theory of 
change. Keep in mind that the logic or theory of change is a very practical 
management tool for strategic design, monitoring and evaluation. In terms of 
evaluation, if the theory of change has been well defined, it is easier to assess the 
performance of the project, programme or policy by looking at for example the 
extent to which the intended outputs have been reached by the described 
activities. If you do not know the intended output of the activities, it is harder to 
measure the performance of the activities. 

Drafting the project or programme logic helps: 

▪ The evaluation team evaluate the progress of the project, programme or policy 
according to the desired effects; 

▪ Structure and focus the evaluation questions. It helps the evaluation team to 
avoid wandering aimlessly and to focus the data collection on the intended 
changes the project, programme or policy aims to achieve. 

▪ Understand unsuccessful project, programme or policy by tracing it back to the 
lack of appropriate design, incorrect assumptions or influencing factors. 

http://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Impact
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▪ Reorient the project, programme or policy if the initial theory of change is not 
valid anymore or if assumption and influencing factors have changed. 

 
Below, are two possible scenarios for drafting the programme logic. 

1) The logic or theory of change already exists. 

▪ Collect and analyse the logical framework(s) (or other type of framework 
indicating the logic of the project, programme or policy) as set up at the start of 
the project, programme or policy. More than one logic can exists if the first one 
was adapted during the implementation phase. 

▪ Confront the team’s analyses of the logic/theory of change with project, 
programme or policy designers and/or managers. 

 
2) The logic or theory of change does not exist and needs to be reconstructed: 

▪  Plan additional working days to work on the reconstruction of the logic/theory 
of change. 

▪ Collect and analyze all relevant documents on the project, programme or policy 
to be evaluated. The most relevant documents are for example, the assessment 
mission documents, the design documents, sectoral strategy, partner country’s 
development strategy. Extract the project, programme or policy’s proposed 
activities, the expected output and outcomes as well as the desired impact. If it 
is not explicitly mentioned, try to reconstruct the “intended” logic and test it 
with the programme manager. 

▪ Interview staff involved in the design of the project, programme or policy. This 
may require tracking these people down as some may have moved from their 
positions.  

▪ Interview beneficiaries and stakeholders to know their understanding of the 
project, programme or policy’s logic. 

▪ Illustrate the logic. Many different ways exist to do that. One recommended 
manner is to draft it in a flow chart with five levels (input, processes/activities, 
output, outcomes and impact). Link them together (draw an arrow indicating 
that such activities are contributing to such outputs, outcomes and impacts) 
and indicate the assumptions and external or internal factors that may 
influence the achievement of the intended impact. Write the narrative behind 
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the flow chart explaining the story behind the project, programme or policy, 
highlighting what the project, programme or policy is planning to achieve and 
how it will do it. 

2.3 Structure Evaluation Questions 
 

This sub-activity is applicable for all types of evaluations (mid-term, ex-post, etc); 
however, the work for this sub-activity can vary. For ex-post evaluations of 
complex programmes and policies, Evaluation Questions should be well 
structured with sub-questions and indicators. For mid-term evaluations of 
individual projects, Evaluation Questions can be structured with a few sub-
questions but not necessarily with indicators. 

Evaluation Questions (EQ) are questions that will enable the team to assess the 
performance of a project, programme or policy. They are: 

▪ Either defined by the mandator or elaborated by the evaluation team in 
agreement with the mandator at the beginning of the evaluation; 

▪ Focused on the key issues at stake as defined by the mandator or the 
evaluation team; 

▪ Are not the questions asked during interviews. They will however guide the 
team for drafting the interview guide; 

▪ Formulated so that they cover at least one of the main OECD evaluation criteria 
of relevance, effectiveness, efficiency, sustainability and impact. For ex-post 
evaluations of complex programmes, the five criteria should be used. But for 
mid-term evaluation of simple projects, only one or two criteria may be 
used. Additional criteria or key issues should be added for SSR evaluations, 
such as the 3Cs (coherence, coordination and complementarity), local 
ownership and cross-cutting issues such as human rights and gender equality; 

▪ Structured in sub-questions and indicators to facilitate the data collection and 
the drafting of the answers to the EQ. One EQ should have one or more sub-
questions. Each sub-question should have one or more indicators. Data should 
be collected for each indicator. Indicators should allow substantiating each sub-
question. And the sub-questions should provide the answer to the EQ; 

▪ Relevant to the logic of the project, programme or policy or theory of change. In 
order to assess the performance of the project, programme or policy and 
understand whether it has made progress towards the intended impact, EQ 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Relevance
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Effectiveness
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Efficiency
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Sustainability
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Impact
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Indicator
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Theory-of-Change
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Impact
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have to tackle the extent to which the activities have produced the 
intended output and outcomes; whether the outcomes have contributed to the 
intended impact. 

 
The structured EQs (with their sub-question and indicators) are important 
because: 

▪ they guide the evaluation team during their data collection on the relevant 
issues at stake for the evaluation. E.g. having in mind the EQ, sub-question and 
indicators during interviews helps focus on the most important issues and not 
on incoherent information for the evaluation; 

▪ they allow gathering information in a structured and consistent manner. Each 
expert can carry out their own interviews, using the questions under the 
agreed EQ on effectiveness, efficiency, relevance, etc; 

▪ they allow findings to be built on strong and structured evidence. The data 
collected for each indicator substantiates the sub-questions. The findings by 
sub-question inform the answers to the EQs. The chain from facts to findings 
gives strong arguments to defend the final recommendations. 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Activity
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Output
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Outcome


34 
 

How do we do it? 
Table 1 – How to structure EQ according to different scenarios 

Possible scenarios What to do? 

EQ are already well defined in 

the ToR by the mandator and are 

compulsory. 

The EQ should still be structured in sub-questions and indicators should be identified by the 

evaluation team in agreement with the mandator. 

Some EQ are defined in the ToR 

but can be adapted. 

Questions suggested in the ToR should be carefully analysed. Often, the mandator will 

include too many questions that might not be relevant or just impossible to answer within 

the framework of the evaluation. It is suggested to group the questions under a broader EQ; 

you will see that most questions asked in the ToR can in fact be sub-questions that will help 

you answer the relevant EQ. 

EQ are not defined in the ToR at 

all. 

Draft your EQ after the definition/reconstruction of the project, programme or policy logic 

or theory of change and the context analysis. Indeed, these two steps will give you solid 

background to focus your EQ on the key issues at stake. The mandator should then read 

your EQ and agree with them in order to make sure they tackle their main needs. 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
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Overall, it is suggested to have no more than ten EQ. Each EQ could have one to 
five sub-questions but the main EQ should not be too numerous. Try to structure 
them according to the evaluation criteria they are tackling, i.e. are these questions 
tackling efficiency, effectiveness, impact, etc? It is recommended to have one or 
two EQ on the relevance (one on the relevance towards beneficiaries’ needs and 
one on the relevance towards donor’s policy/strategy), two to three on the 
effectiveness (according to the different type of activities the 
projects/programme/policy has), one on the efficiency, one on sustainability, one 
on impact, one on ownership, one on the 3Cs (coherence, coordination and 
complementarity) and one on cross-cutting issues (human rights, gender). 
Sustainability and cross-cutting issues could also be tackled in a transversal 
manner at the level of sub-questions in the effectiveness and impact EQ. 

It is crucial to involve all team members in the definition of the EQ, sub-
questions and indicators. The structured EQ have to be owned by all team 
members because they will have to collect the relevant information for each 
indicator and they will have to answer some of the EQ with findings structured 
according to the sub-questions and indicators. If the structured EQ are not owned 
by the team members, it is not worth putting the effort in structuring them. In 
order to get all the team involved, it is suggested to organize a team meeting that 
only focuses on that exercise. 
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How to structure the EQ in sub-questions and indicators 

Steps Who? What? 

First step: 

Preparation at 

“home” 

Team leader 

(TL) 

1) The TL drafts all the EQ. S/he does not structure them in sub-questions and indicators but only sets the main 

broad questions the evaluation will have to answer. Either these EQ are already defined by the mandator (the 

work of the TL is limited) or not (the TL has more work to do). 

2) The TL establishes the link with the logic/theory of change (it covers the assessment of the output, or the 

outcome, or the impact, or is it transversal across the entire logic?). 

3) The TL clearly states the evaluation criteria covered in the EQ (is it a question on relevance, effectiveness 

etc.?). 

Second step: 

sharing the 

EQ by email 

Team leader 

and team 

members 

1) The TL sends the EQ to the team members and allocates each EQ for revision according to the 

expertise/experience of each member. 

2) Each team member revises the EQ and structure it in sub-questions (not indicators yet). 

Third step: 

Sharing the 

EQ in a team 

meeting (1 

full day) 

Team leader 

and team 

members 

1) Each team member presents her/his EQ and sub-questions, the link with the logic/theory of change and the 

evaluation criteria. 

2) All team members comment each EQ on the relevance and comprehensiveness of the sub-questions. 

3) Once all EQ and sub-questions are agreed, each team member defines the indicators per sub-questions and 

presents them to the rest of the team. 
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4) All team members comment on the indicators. 

Forth step: 

Finalisation 

of the 

structured EQ 

at “home” 

Team leader 

and team 

members 

1) The TL and team members finalise her/his EQ, sub-questions and indicators. 

2) Each team member sends her/his EQ for finale revision to the Team Leader. 

3) Team Leader compiles the structured EQ and sends one document to all team members for appropriation. 

Fifth step: 

Sources of 

information 

and data 

collection 

tool at 

“home” 

Team leader 

and team 

members 

1) Each team member identifies for each indicator of her/his EQ the most likely source from which the data 

may be collected to substantiate the indicator, e.g. documents (and the type of document), people or 

organisations (donors, civil society, government, etc...), websites, etc. 

2) Each team member identifies for each indicator of her/his EQ the tool to be used to collect the data, e.g. 

interviews, focus group, document review, survey, etc. 

3) Each team member sends her/his EQ to the Team Leader. 

4) Team Leader compiles the information and sends one document to all team members for appropriation and 

comments. 
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Tips for drafting structured EQ 

• EQ should be drafted in a manner that encourages open answers, not just a 
“yes” or “no” answer. E.g. “To what extent is the intervention consistent 
with partner country’s security strategy?“ rather than “is the intervention 
consistent with partner country’s security strategy?” 

• EQ should be drafted in a manner that they do not include the evaluation 
criteria in the question. E.g. an evaluation question tackling sustainability 
should not be “To what extent has the intervention created sustainable 
results?” but rather “to what extent has the intervention created processes, 
structures and institutions through which the population can access justice 
and security over the long term?” 

• EQ can be drafted according to the different type of activities implemented 
in the project, programme or policy, i.e. one EQ for training , one for 
equipment provision, one for mentoring, etc. 

• EQ can be drafted according to the different type of sub-sectors supported 
by the project, programme or policy, i.e. one EQ on police reform, one on 
justice, etc. 

Sub-questions are in fact the structure of the EQ’s answer. For example, if you 
have an EQ on the performance of the project, programme or policy’s support to 
security and justice oversight mechanisms in a partner country, what do you have 
to look for? You need to look at: 

• the ability of key ministers to manage security and justice policy processes 
as well as the activities of relevant implementing agencies/services; 

• the ability of legislative committee, human rights commissions, audit 
bodies, ombudsmen to scrutinize relevant government policy and 
budget;and 

• the ability of NGO, the media and other civil society organizations to 
monitor compliance with human rights standards, to influence policy 
debates and to contribute to policy changes. 

Therefore, the EQ will have three sub-questions. The information collected under 
these three sub-questions will form the answer to the EQ, i.e. you will be able to 
provide the findings on oversight mechanisms in a comprehensive and structured 
manner by first talking about oversight mechanism at the executive level, then at 
the legislative level, then at the non-state actors’ level. 
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There should be a mix of quantitative and qualitative indicators. No defined sets 
of indicators exist for measuring SSR. When defining indicators think about the 
information you need to collect in order to answer the sub-questions. Take into 
consideration the evaluation criteria the EQ is tackling. For example, if you are 
defining indicators for the impact EQ, do not have an indicator looking at the 
number of policemen trained in human rights, but have an indicator on the 
perception of the population on the decrease of human rights abuses in the 
region/country. 

To the extent possible, for each indicator you should identify the source of 
information and the data collection tool that you will use to collect the data. 

This exercise of structuring the EQ is a complex one and carried out before 
collecting the data in the field. You thus have at this stage limited information on 
the project, programme or policy you are evaluating. Therefore, you might find in 
the course of the evaluation that some sub-questions and/or indicators are not 
that relevant. So keep some flexibility during the data collection phase to amend 
or delete or add some indicators and/or sub-questions. However, it is advised to 
inform the mandator of any changes. 

An example of a structured EQ with source of information and data collection 
tool is provided in the Output tab.  

For a useful list of evaluation questions per evaluation criteria, see: Saferworld 
“Evaluating for security and justice”, 2009, p. 29-30 Tips for drafting 
structured EQs 

  

http://issat.dcaf.ch/Community-of-Practice/Private-Spaces/ISSAT/Service-Lines/Knowledge-Services/Methodology/Management-Disciplines/Project-Management/Core/Assessing-Monitoring-Evaluating-and-Controlling-Process/Evaluate/Build-the-Evaluation-Framework/Data-Collection-Tool-Box#examples
http://www.saferworld.org.uk/downloads/pubdocs/Evaluating%20for%20security%20and%20justice.pdf
http://www.saferworld.org.uk/downloads/pubdocs/Evaluating%20for%20security%20and%20justice.pdf
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2.4 Prepare Field Phase 
 

This sub-activity is applicable only if a field mission is foreseen in the ToRs. If so, 
then it is applicable for all types of evaluations (mid-term, ex-post, etc) and 
interventions (project, programme, policy). It includes: 

▪ The finalisation of the logistical aspects, including all travel arrangements 
initiated during the planning phase. 

▪ The establishment of the agenda of interviews, site visits, working sessions, 
briefings and debriefings during the field mission. 

▪ The preparation of the interview guide and other tools for collecting and 
sharing data. 

 
A good pre-deployment preparation is crucial for the success of the field mission 
in order to: 

▪ Respond as flexibly as possible to the challenges likely to be encountered in 
the field. Field missions are, in general, very intense. The better the preparation 
is, the better the team can manage last minute challenges; 

▪ Collect data efficiently in the field. Time is often too short on-site to gather all 
the needed information, loosing time over logistical issues should be avoided; 

▪ Collect data coherently. A well-prepared interview guide for example will help 
all the evaluation team members to collect data according to the evaluation 
framework. 

 

For the agenda of the mission, the mandator’s representative in the field should 
be able to set up a draft agenda for the entire period of the mission. Send them a 
blank agenda and ensure that: 

▪ The first meeting is a briefing meeting with the main stakeholders concerned 
by the evaluation 

▪ The last meeting is a debriefing meeting with the same stakeholders. You 
might need to organise several debriefing meetings with other stakeholders, so 
it is better to leave some gaps in the agenda before the last meeting. 

▪ A maximum of four to five meetings are organised per day. 
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▪ Meetings are foreseen for one to two hours with 30 minutes in between each 
meeting if they are carried out in the same town in order to allow enough 
travelling time. 

▪ A minimum of half a day is foreseen for site visits. 
 
The mandator’s representative should be able to contact the relevant persons but 
the evaluation team should also suggest key interlocutors to meet or places to 
visit such as: 

▪ The national authorities and institutions involved in the  project, programme or 
policy at: 
▪ the political level 
▪ the technical level 
▪ those that were involved at the design stage of the project, programme or 

policy 
▪ Other donors involved in SSR 
▪ National bodies involved in overseeing justice and security actors such as 

parliamentary commissions, judicial councils, Ombuds institutions, human 
rights commissions, etc. 

▪ Civil society actors such as bar association, NGOs, media, etc. 
▪ End beneficiaries of the project, programme or policy such as policemen, 

military, prisoners, judges, etc. 
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Tips For the Interview Guide: 

1) Draft an introduction paragraph explaining: 

▪ the objective and scope of the evaluation; 
▪ the evaluation process with its different phases and where we stand now; 
▪ the confidentiality of the interview; and 
▪ the purpose of the interview and the main issues you would like to address. 
 
2) Draft the questions according to the main issues you would like to address. 

These main issues are in fact the Evaluation Questions (EQ) that were developed 
in the structuring phase or provided by the mandator in the ToR. Indeed, you want 
to collect data on relevance, effectiveness, efficiency, sustainability, impact, 
coordination, ownership etc. But you cannot ask the question: “what is the 
effectiveness of the project/programme”. However, the sub-questions and the 
indicators formulated under each EQ can easily be transformed into interview 
questions. Group together some indicators or sub-questions in order to avoid 
having too many questions. Elaborate this list of questions as a check list for the 
team, i.e. issues that should not be forgotten to address; but not as a text that 
should be read in front of the interviewee. 

3) Before each interview, adapt the interview guide according to the function, 
position and role of the interviewee. Indeed all key issues cannot be address with 
everyone. 

For the gathering and sharing the data collected during the field mission, a useful 
tip is to prepare an evaluation grid. This grid is composed of the EQ, sub-questions 
and indicators. Under each indicator (or sub-question) a blank line is inserted. 
During the field mission, each team member should fill in the blank line with the 
data collected every day to substantiate the relevant indicators (or sub-
questions). At the end of the field mission the evaluation grid of each team 
member is compiled in one document. This document will be very useful for the 
analysis of the data collected in the last phase of the evaluation. By doing so, the 
team member responsible for EQ 1 for example will have all the data collected by 
each team member that is relevant to EQ 1, and not just her/his own data. 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Terms-of-Reference-ToR
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Below is a checklist for the logistical aspects of a field mission. 

Logistics Done  

Flight arrangements   

Visa   

Accommodation (on site and while 
travelling) 

  

Transportation from and to airport   

Transportation on site   

Local SIM card (notify ISSAT the contact 
number) 

  

Internet access + laptop + printing facilities   

Interpreters and interpretation equipment   

Payment possibilities   

Cash request   

Vaccination and medical requirements   

In country contact and support   

Establishment of contracts for experts   

Travel Insurance   
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3. Collect data in the field 
 

This is the third activity of an evaluation. The main actors are all the members of 
the evaluation team, led by the team leader. The aim is to collect data for building 
the answers to the Evaluation Questions (EQ) defined in the evaluation 
framework. 

The following sub-activities should be carried out in the field: 

▪ Organise and hold a briefing with the entire evaluation team; 
▪ Organise and hold a briefing with the mandator and other stakeholders (e.g. 

national counterparts); 
▪ Collect data using various evaluation data collection tools; 
▪ Debrief with the team each day and write the preliminary findings by EQ; 
▪ Debrief with the mandator and other stakeholders on the preliminary findings. 
 
At the end of this activity, the output should be a presentation of the preliminary 
findings by EQ to the mandator and other stakeholders in the field. They should 
be able to comment on these preliminary findings in order to rectify and 
complement them if necessary. 

In an evaluation process, going to the field can be seen as a tool, among others, to 
collect data. Some evaluations do not have field missions but carry out their data 
collection only on the basis of desk work. However, for ISSAT evaluation requests, 
the field mission is crucial. Therefore, it is considered as an activity in itself along 
with the three others within which several sub-activities should be followed. 

Going to the field to collect data is crucial in a SSR evaluation. An evaluation team 
needs to take the measure of the work being done on the ground, understand the 
dynamics between the SSR programme and the beneficiaries, ask questions to 
the ultimate beneficiaries and see for itself the results of the project, programme 
or policy. 

Presenting the preliminary findings at the end of the field mission is important in 
order to obtain feedback from the main stakeholders and to manage their 
expectations for the final report. They should not be surprised by the evaluation 
output at the end of the process. 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
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Field missions will be different according to each context. The following should 
thus be adapted to the context, the time available, the number of experts involved 
and the main stakeholders' role (donor and beneficiaries). 

▪ Organise a team briefing at the beginning of the field mission  
▪ Organise a briefing with the mandator and other main stakeholders involved 

in the project, programme or policy under evaluation (e.g. the government, 
other donors, nonstate actors, etc.)  

▪ Collect the data for each indicator (under the EQ) using various data collection 
tools  

▪ Organise team debriefings at the end of each day to update the others on the 
work and data collected; on the difficulties encountered and how they may be 
overcome; on the preliminary findings. 

▪ Organise a debriefing with the mandator and other main stakeholders 
involved in the project, programme or policy under evaluation (e.g. the 
government, other donors, nonstate actors, etc.) to present the preliminary 
findings by EQs. Depending on the length of the field mission, a midpoint 
briefing might also be useful as well as an end of mission debriefing. 

3.1 Debrief the Mandator and Other Main Stakeholders 
 

The mandator and other stakeholders debriefing should be carried out at the end 
of the field mission. The aim is to debrief with the mandator and other main 
stakeholders on the results of the field mission and present the preliminary 
finding of the evaluation. The team leader is the main actor for this debriefing. The 
other evaluation experts support the team leader during the debriefing. 

The audience attending this debriefing includes, but is not limited to: 

▪ The project/programme management team 
▪ The mandator’s representative(s) in the field in charge of SSR 
▪ The direct local counterparts of the project/programme 
▪ The official(s) in charge of the department/minister benefiting from the 

project/programme 
If appropriate and necessary, separate debriefing can be organised first with the 
mandator then with the other main stakeholders. Debriefings are important due 
to the below factors. 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-team-briefing
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-briefing-with-the-mandator-and-other-main-stakeholders
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Collect-data
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-team-debriefings-at-the-end-of-each-day
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-debriefing-with-the-mandator-and-other-main-stakeholders
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-debriefing-with-the-mandator-and-other-main-stakeholders
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▪ To obtain additional information not captured during the field mission 
▪ To test the preliminary findings and get the first comments from the mandator 

and other main stakeholders. 
▪ To manage expectations for the final report. By presenting the preliminary 

findings, the mandator and other main stakeholders should not be surprised by 
the results of the evaluation. 

▪ To stimulate their involvement and buy-in of the evaluation results and 
potential recommendations and lessons learned. 

 

This debriefing should be well structured and formal. It can tackle the following 
points, but is not limited to: 

▪ A reminder of the evaluation subject, purpose and scope; 
▪ A reminder of the evaluation approach; 
▪ An overview of the work carried out during the field mission: the organisations 

met (not the name of the people because it should stay confidential), the sites 
visited, the focus groups organised, etc; 

▪ The preliminary findings by sub-question; 
▪ The next steps (e.g. date of submission of the report, etc.). 
If this debriefing is presented on a PowerPoint, it is advisednotto circulate it or 
send it by email. You are presenting some preliminary findings and not final 
findings. The message on the PowerPoint could be misunderstood by people not 
having attended the debriefing. Further analysis has to be done on these 
preliminary findings and the message may change slightly. You do not want to 
spend time justifying the changes but rather concentrate on the line of argument 
to provide solid final findings. 

In case of projects/programmes that are implemented by multiples contractors, 
the evaluation team may need to initially organise separate debriefings for each 
implementing contractors and the mandator, before organising a joint debriefing 
where all are represented. The main messages on the preliminary findings should 
however be the same for all stakeholders but can be presented differently. 

If the findings are likely to embarrass one or more stakeholders, the team leader 
should see them individually before the debriefing. 
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Timing for delivering the preliminary findings is also important to take into 
consideration. The mandator may want to see them first in order to avoid 
unnecessary misunderstanding with national authorities for example. It is 
important to take into consideration the various political sensitivities and power 
relationships.  
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3.2 Organise a Team Briefing 
 

The team briefing should be carried out at the start of the field mission. The aim of 
this team briefing is to ensure that all the members of the evaluation team have 
the same level of understanding of the ToR, the evaluation methodology and the 
agenda of the mission. The team leader is the main actor for this team briefing. 
This step is an important one to: 

▪ Ensure coherence in the team. All experts have their own background and way 
of working. This has to be respected but there need to be a coherent approach 
towards the evaluation exercise and vis-à-vis the mandator and other 
stakeholders. 

▪ Ensure that the methodology is understood and applied. It is easy to collect 
data, but it is more complicated to collect data according to the framework set 
during the first and second activities of the evaluation process. The data 
collected should be useful for answering the EQ. And thus all the team experts 
should understand all the EQ, sub-questions and indicators. 

▪ Create a team spirit and start to know each other (if this is not already the 
case). 

 
The team briefing can include the following points, but is not limited to: 

▪ Review the ToR: are there any pending issues? Are the objectives of the 
mission clear? Etc. 

▪ Review the responsibilities of each expert; 
▪ Revise the evaluation approach; 
▪ Fine-tune the evaluation data collection tools, if necessary; 
▪ Review the EQ and their coverage (i.e. sub-questions and indicators); 
▪ Finalise the interview guide; 
▪ Review the agenda; 
▪ Identify specific challenges, red flags, sensitive information, recent 

developments; 
▪ Finalise the logistical aspects such as transportation, security, communication 

between team members, protocol issues; 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Assess/Build-the-assessment-framework/Terms-of-References
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Assess/Build-the-assessment-framework/Terms-of-References
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▪ Fine-tune the structure of the final output/deliverable of the field mission. 

 

 

  

Tips 

▪ The more structured the team briefing is the better. It can be done informally 
as long as it is focused and structured around the methodology adopted by 
the team. There is the risk that if such team briefing is not done 
systematically and in a structured manner, team members who have good 
thematic expertise but are less familiar on evaluation may lose focus. This 
will have repercussions on the drafting of the final report. 

▪ Objectives of the meeting should be clear to all team members so that they 
come to the meeting prepared. This is important particularly if the meeting is 
held through skype or a teleconference with some participants making 
themselves available particularly early or late depending on time zones. 
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3.3 Brief the Mandator and Main Stakeholders 
 

The mandator and other stakeholders briefing should be carried out at the start of 
the field mission. The aim is to brief the mandator and other main stakeholders on 
the purpose and scope of the field mission, the evaluation approach, including the 
EQ, and the agenda of the mission. The team leader is the main actor for this 
briefing. It is important to ensure appropriate protocol is followed both vis-à-vis 
the mandator’s representative in the field and national authorities. 

The audience attending this briefing includes, but is not limited to: 

▪ The project/programme management team. 
▪ The mandator’s representative(s) in the field in charge of SSR. 
▪ The direct local counterparts of the project/programme team. 
▪ The partner’s official(s) in charge of the department/minister benefiting from 

the project/programme. 
If appropriate and necessary, separate briefing can be organised first with the 
mandator then with the other main stakeholders. This step is important to: 

▪ Prepare the ground for a good collaboration during the field mission. 
▪ Present them the issues that will be tackled during the field missions and show 

them the type of information the evaluation team will be looking for. 
▪ Get their feedback on the agenda and the people to meet, sites to be visited etc. 
▪ Manage expectations and clarify the role of an evaluation (compared to an 

internal control mission or an audit). 
 

This briefing should be well structured and formal. It can include the following 
points, but is not limited to: 

▪ The presentation of the evaluation team members. 
▪ The evaluation subject, purpose and scope. 
▪ The evaluation overall approach. 
▪ The structured Evaluation Questions. 
▪ The organisation of the mission (agenda for interviews, site visits, etc.). 
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▪ The agreement between the team and the mandator on an ‘introductory” 
message to all interviewees including the objectives of the evaluation, the next 
steps, the confidentiality, etc. 

None of the following point should be a surprise to participants in the briefing. It 
should be an opportunity for them and for the team to ask clarifications or make 
additional suggestions that help the implementation of the evaluation. It should 
thus be well prepared in advance in order to have an efficient briefing. 

3.4 Collect Data 
 

Collecting data for an evaluation is a process of gathering the needed information 
to provide evidence-based findings and recommendations. Data collection takes 
place: 

▪ At the planning phase and during the building of the evaluation framework. 
You gather data from different sources, on broad and specific issues, in an 
open way for capturing enough information in order to: 
▪ Comment the ToRs; 
▪ Elaborate the team’s task plan; 
▪ Describe the context of the project, programme or policy and the 

environment in which it takes place; 
▪ Understand the logic of  the project, programme or policy; 
▪ Draft the Evaluation Questions, sub-questions and indicators. 

▪ But also and mainly during the field phase. You gather data from different 
sources, in a structured manner, focusing on the Evaluation Questions, sub 
questions and indicators. 

This step is important to provide answers to the Evaluation Questions, i.e. the 
findings based on evidence. 

It is highly recommended for SSR evaluations to use multiple tools to 
collect quantitative data (in numerical form) and qualitative data (in non-
numerical form). For example, the team can analyse statistics on the number of 
crimes (quantitative data) and complement it with interviews to obtain 
explanations (qualitative data) on the evolution of number of crimes over the 
years. 
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The most useful tools that can be use to collect data for an SSR evaluation are the 
following, but are not limit to: 

▪ Interviews (Open, semi-structured and structured); 
▪ Documents review; 
▪ Focus groups; 
▪ Direct observations; 
▪ Survey; 
▪ Case studies; 
▪ Statistical analysis of security and justice-related indicators; 
▪ Meta-analysis of previous evaluation reports. 
 
The choice of the tools will greatly depend on the Evaluation Questions and the 
defined indicators. It will also depend on the demand from the mandator, the time 
and the resources available.
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Type of evaluation Data collection tools 

Evaluation of a simple SSR project ▪ Interviews; 

▪ Documents review; 

▪ Direct observations. 

Evaluation of a complex SSR programme ▪ Interviews; 

▪ Documents review; 

▪ Focus groups; 

▪ Direct observations; 

▪ Survey. 

Ex-post evaluation of a SSR policy ▪ Interviews (Open, semi-structured and structured); 

▪ Documents review; 

▪ Focus groups; 

▪ Direct observations; 

▪ Survey; 

▪ Case studies; 

▪ Statistical analysis of security and justice-related indicators; 

▪ Meta-analysis of previous evaluation reports. 
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Tips for collecting qualitative data (adapted from: The World Bank “The Road to Results”, 2009) 

Task Tips 

Collect data ▪ Keep good records. 

▪ Write up interviews notes immediately after data are collected. Ideally on the computer in a Word file, in order to share 

it easily with the team members. 

▪ Make constant comparisons as you progress. 

▪ Meet with team regularly to compare notes, identify themes, and make adjustments. 

Summarize data ▪ Write summary immediately after each major interview or focus group. 

▪ Include all main issues. 

▪ Tag the data according to relevant Evaluation Questions (EQ) or evaluation criteria (efficiency, effectiveness, 

sustainability, etc.). By doing so, it is easy to go back to your notes when writing the answers to your EQ. 

▪ Identify most interesting illuminating, or important issue discussed or information obtained. 

▪ Identify new questions to be explored 

Use tools to keep 

track 

▪ Create a separate file for your own reactions during the evaluation, including your feelings. 

▪ Record your ideas as they emerge. 

▪ Keep file of quotations from the data collection process for use in bringing your narrative to life when you write your 

report. 

Store data ▪ Make sure all of your information is in one place. 

▪ Make copies of all information, and place originals in a central file. 

  



55 
 

 

  

Example from ISSAT’s Experience 

ISSAT is using a simple grid to gather and share the data collected during the 
field phase. The grid contains the Evaluation Questions (EQ), the sub-questions 
and the indicators. Moreover, a blank line is introduced under each indicator (or 
sub-question if there is no indicator). After each day, the team members fill in 
the grid with the data collected that is relevant to the indicators. Each team 
member has a color code to write down the information so that during the 
analysis phase, clarifications can be asked to the relevant team member if 
needed. This grid is a great tool to capture and store the information during the 
field phase but it also helps for sharing the information and moreover analysing 
the information under each indicator. Indeed, the team member responsible for 
drafting the answers to the EQ will have all the data related to each EQ, even 
though he did not collect all the data. This grid can then be included in an annex 
of the final report in order to provide the facts on which the answers to the EQ 
are based. Or it can be kept internally, if the mandator does not ask explicitly for 
it. It will always be useful to keep this grid to go back to the facts if you receive 
comments on the answers to the EQ or request for more evidence. 
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3.5 Organise Team Debriefings on Daily Basis 
 

Team debriefings should be carried out at the end of each day, especially when 
the evaluation team is not carrying out the data collection together. The aim of 
these team debriefings is to share the information collected, the difficulties 
encountered, the amendments to the agenda and the preliminary findings. All the 
team members should actively take part to these debriefings. If the team 
members are deployed in different regions, team debriefings should still take 
place either by phone or by email with the team leader. These debriefings are 
important to: 

▪ Ensure good communication within the team. 
▪ Ensure coherence between team members and avoid overlaps. 
▪ Overcome difficulties and find solutions within the team. 
▪ Engage the analysis of the data collected at an early stage of the mission (and 

not just at the end of the mission when it is too late to collect missing data) in 
order to extract preliminary findings and identify gaps that need to be filled.  

 
Daily informal team debriefings should be short, convenient (it should not be a 
burden to hold them) and held in the right place (not too much noise and ears). 
They can include the following points, but are not limited to: 

▪ Revision of the agenda and feedback from the activities carried out. 
▪ Identification of main information gaps and how to fill them. E.g. contact 

additional key informants, organise an additional site visit etc. 
▪ Sharing first analysis on the preliminary finding by sub-questions. 
▪ Adaptation of the interview guide if needed. 
▪ Preparation of meetings on the following day (including indicating questions 

that a team mate could ask on behalf of other team members, who may not 
attend the same meeting, but still cover the topic). 

They should be short and should take place at a time agreed by all team 
members. They should start on time and be focused. 

In addition to these daily informal debriefings, a formal team debriefing for the 
preparation of the preliminary findings should be organised just before the end of 
the mission. The aim is to prepare the presentation to the main stakeholders of 
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the preliminary results of the field mission. Ideally, preliminary findings should be 
extracted for each sub-questions of the EQ. It can be short answers presented in a 
PowerPoint that will be commented upon by the main stakeholders. 

4. Analyse Data and Formulate Findings and Recommendations 
 

This is the fourth activity of an evaluation process. The main actors are the Team 
Leader and all the team members. The aim is to sum up all the information 
collected throughout the evaluation process and formulate objective and well 
structured findings according to the framework set up at the start of the 
evaluation. Those findings will support the recommendations that will be included 
in the final report. 

The following sub-activities should be carried out: 

▪ Analyse the data collected throughout the previous evaluation phases. 
▪ Draft the findings by Evaluation Question (EQ). 
▪ Formulate the recommendations. 
At the end of this activity, the output should be i) the draft version of the final 
report and ii) the final version of the final report once the mandator and other 
main stakeholders (if appropriate) have had an opportunity to comment on the 
draft version. A validation phase can be also envisaged with the mandator and 
other stakeholders before the communication of the main findings and 
recommendations. 

This activity is important because it allows you to step back from all the 
information you have collected in the previous activities. It allows the analysis of 
the data collected in order to extract the main findings and to avoid providing only 
facts in the report. It is also important in order to draft the final report and 
communicate the results of the evaluation with some detachment from the field 
mission. It is composed of the below main steps: 

• Analyse the data collected. 
• Draft the findings by Evaluation Question. 
• Formulate the recommendations and draft the final report. 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Analyse-the-data-collected
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Draft-the-findings-by-Evaluation-Question
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Formulate-the-recommendations-and-draft-the-final-report
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Below is a figure that explains the “analysis chain” that we suggest in this 
methodology from the data collected to the recommendations. And how you can 
go back and justify the recommendations till the data collected. The boxes on the 
left side of the figure are the actions that we are carrying out to move from one 
layer to the other above. 
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4.1 Analyse the Collected Data  
 

The analysis is required to convert the data collected throughout the evaluation 
process into credible findings. It means that the data collected for each indicator, 
defined under each Evaluation Question (EQ) and sub-question, is analysed and 
triangulated in order to provide an objective answer to the EQ and sub-questions. 
These answers to the sub-questions and EQ are the findings. This step is 
important to: 

▪ Provide findings and not only facts. Facts are important but findings are more 
interesting for the mandator of the evaluation. The recommendations will be 
drawn from the findings, not directly from one fact or another. 

▪ Provide solid findings based on several facts and not just one. 
▪ Avoid biased findings and thus biased evaluation. 
 
There are several techniques for data analysis. But one useful technique for 
evaluations is the triangulation or cross-checking of the data collected. Basically, 
it means that the evaluation team will compare the data collected through various 
data collection tools such as interviews, sites visits/observations, grouped 
interview/focus group, documents review, surveys, etc. This technique can be 
applied to qualitative or quantitative data. For some indicators, the triangulation 
of both qualitative and quantitative data will be feasible. For example, qualitative 
data from semi-structured interviews or focus groups can help interpret statistical 
patterns from quantitative data collected through a survey. 

Other analysis methods can be found on the USAID performance monitoring & 
evaluation TIPS. 

  

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Indicator
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Triangulation
http://pdf.usaid.gov/pdf_docs/pnadw116.pdf
http://pdf.usaid.gov/pdf_docs/pnadw116.pdf
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4.2 Draft the Findings by Evaluation Question 
 

The evaluation findings are one of the main results of the evaluation (besides the 
recommendations). They express the team’s assessment of the project, 
programme or policy’s performance. They provide answers to the evaluation 
criteria on relevance, effectiveness, efficiency, sustainability, impact as well as 
other key issues for SSR evaluation such as the 3Cs (coherence, coordination and 
complementarity), ownership and cross-cutting issues (human rights and gender). 

They are also the basis for the recommendations. Indeed, the assessment of the 
project, programme or policy’s performance will enable the evaluation team to 
identify a way forward for improvement. 

Drafting the findings on the performance of the project, programme or policy 
under evaluation is one of the main purpose of an evaluation exercise. They are 
important in order to provide useful recommendations. 

On the basis of the data analysis, findings are drafted for each Evaluation 
Questions and sub-questions, i.e. a credible answer based on the analysis is 
provided to the EQ and sub-questions. Ideally, a summary of these findings is 
provided for each EQ in one paragraph. 

Findings are straightforward statements. E.g. “Despite general acknowledgement 
of the important role which civil society and the media have to play in security and 
justice provision, in practice donor X did not direct extensive SSR assistance at 
civil society and the media.” 

The line of argument is then provided under each finding. E.g. “most of the 
activities examined included actions that involved NGOs but only a small share of 
the budget was targeted to these actions. They were often not closely integrated 
to the wider project. Over time, they tended to disappear and were not renewed.” 

 

 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Relevance
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Effectiveness
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Efficiency
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Sustainability
https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Impact
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Tips for Writing Findings 

▪ One should not write any recommendations in the findings. 
▪ One should not introduce any personal opinion or judgment. We need to stay 

objective. We want facts and analysis of facts. That’s it for the findings! 
 

Example Findings from an ISSAT Evaluation 

Below is a short example of findings for a mid-term evaluation carried out in Albania: 

Evaluation Question on Relevance  
To what extent is the programme in line with the needs of the MoI/ASP and the wider 
population and has adapted to the changing environment? 

The SACP was designed in close collaboration with the major beneficiaries (ASP, MoI 
and civil society) in order to respond to their needs in terms of Community Policing. 
The SACP is still relevant to these main needs and is addressing them through the 
three components of the programme, albeit to differing amounts. 

Mechanisms exist within the programme to allow flexibility and adaptation to the 
changing environment. The main identified needs remain extant, and as such no major 
changes are required, but these mechanisms have not been used by the PMT, ASP and 
MoI to exploit opportunities. This is due in part to a combination of insufficient genuine 
proactive engagement with the SACP by the ASP and MoI, the absence of a fully 
functioning Project Steering Committee (PSC) and insufficient understanding of the 
SACP and its potential at the top levels within the ASP and MoI. It is exacerbated by a 
lack of awareness within the PMT on the scope to adjust the SACP and an overly rigid 
adherence to the programme design document.  
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Evaluation Sub-Question: To what extent is the programme in line with the needs of 
the ASP?  

The SACP is still in line with the needs of the ASP in the area of community policing. 
Community policing is the current vision of the ASP that will, according to 
interlocutors, remain a cornerstone of the new ASP Strategy. The programme was 
designed in close collaboration with the ASP in order to reflect key needs 
(performance management, improving partnerships and DV coordination), all of which 
remain pertinent. According to interlocutors met, the current PMS is still a weakness 
within the ASP that needs to be addressed, and was included as major objective in the 
2007-2013 ASP strategy. Interlocutors also stated that improvements in the level of 
partnership between the ASP and other actors are needed, especially with regard to 
youth. Finally, DV has increased as a concern over the past two years, with a growing 
number of cases reported. The range of actors working on DV has remained high 
(including the state, civil society and other international donors), and interlocutors 
expressed the on-going need to improve levels of coordination in this area. 

The SACP addresses both the strategic and grassroots level, in order to support the 
ASP throughout its structures. Finally, there are a number of other needs stated by 
ASP interlocutors that are not included in the SACP, such as road safety, domestic 
violence shelters and anti-corruption.  
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4.3 Formulate the Recommendations and Draft the Final Report 
 

Recommendations are proposals made by the evaluation team to improve the 
project, programme or policy’s performance. Recommendations are linked to the 
main findings. They are clustered and prioritized. They are addressed to the main 
stakeholders, i.e. units/departments of the management team, donor or 
beneficiary. They need to be constructive, operational and feasible.  

The recommendations on how to improve the performance of the project, 
programme or policy under evaluation are one of the main results of an 
evaluation exercise (beside the findings). They are important in order to point to 
the mandator the areas where actions can be taken to address the challenges 
highlighted by the findings. 

For recommendations to be useful they should be: 

▪ Specific - it must be clear exactly what is being recommended. 
▪ Measurable - it should be possible to tell whether the recommendation has been 

implemented or not. 
▪ Accountable - the person or entity responsible for implementing the recommendation 

should be identified (responsibility may be further clarified in a management response 
to the report). 

▪ Realistic - recommendations need to fall within the range of the possible. This does 
not mean that they cannot be “outside the box” but they should bear resources and 
other constraints in mind. 

▪ Time-bound - the timetable for implementing the recommendation should also be 
given 

▪ Coherent - Recommendations should be coherent with each other and should neither 
contradict nor seem to contradict each other. 

▪ Ordered by priority - so that it is clear which recommendations are of primary concern 
and which ones are secondary. 

▪ Limited in number - if a large number of recommendations are made, they can cloud of 
recommendations may be so demanding that not one gets implemented. 

▪ Economic - the recommended actions should clearly deliver benefits in proportion to 
their costs 
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Example from ISSAT experience 

ISSAT’s mid-term evaluation of the Swedish/Albania Community Policing Programme provides an example of some recommendations 
which can be summarised in the below table. 

 

RECOMMENDATION OPTIONS TO EXPLORE MOVING FORWARD 

Develop the enabling environment and encourage political engagement to 
support the programme 

▪ Sweden should be more engaged at the political level to support the PMT, 
as well as assisting the MoI and ASP to take stronger ownership of the 
SACP and make changes to the programme (when relevant). 

▪ More political engagement from the MoI should be shown (when 
relevant). There is both a need and a window of opportunity to revitalise 
the relationship between the PMT and MoI. Without such political support 
from the MoI, the changes needed to reach and then sustain the desired 
programme outcomes/impact are unlikely to take place. 

▪ Re-energise the PSC as a forum for strategic decision-making: the 
members of the PSC could consider increasing the frequency of these 
meetings (e.g. every three months) and ensuring that sufficient 
preparation is made for each meeting. When preparing briefing 
materials for the PSC members, the PMT should be more explicit about 
the challenges facing implementation of the SACP. There should be 
clearly identified issues to discuss and the meeting should not just be a 
means of updating those present. 

▪ The JWG could also be used to support the PSC in identifying issues 
and help make the link between the technical, strategic and political 
levels. Initial topics to be explored further could include the challenges 
of sustainability and the preparation of the exit strategy, and how the 
PMS component fits into the wider performance management reform 
efforts across government. 

▪ Sweden could coordinate strategic/political messages with other 
donors, potentially through the Community Policing Coordination 
Group. 

▪ SIPU HQ could provide more support to the PMT on strategic analysis 
and identifying political issues to discuss with Sida/Sweden. 
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Develop greater ownership at a strategic level, whilst continuing to support 
the strong level of ownership at a grassroots level 

▪ Reinforce understanding amongst the ASP and the MoI that the 
successful implementation of the programme is the responsibility of the 
ASP, MoI, Sida and the PMT/SIPU, in partnership with other stakeholders, 
such as civil society and local government. 

▪ Greater use of process as a means of improving ownership (and 
sustainability). 

▪ Exploit the success of the SGS, increasing the range of stakeholders 
involved. 

▪ Use the opportunity from the change in MoI and ASP leadership, as 
well as the mid-term review to reassess adjustments to the 
programme in partnership with the MoI and ASP and ensure that the 
linkages with other MoI/ASP activities are made explicit, so the SACP is 
better integrated into the development plans of the various 
institutions. 

▪ Re-instate the joint monitoring process, involving both ASP and MoI 
personnel. 

▪ Capture monitoring data on the process, not just on the products 
produced. These could include: the quality of the JWG meetings by 
analysing the preparation time for the meetings and degree of follow-
up action or decisions taken; the quality of SGS selection committee 
meetings by observing the level of interaction between the ASP, local 
government and civil society committee members; or the quality of 
trainings provided on the DV manual and the extent to which the 
manual will be used, through feedback forms after each training. 

▪ Re-instate the risk management matrix as a tool to identify and work 
through issues jointly with the MoI, ASP and other stakeholders. This 
may require different meetings with individual stakeholder groups and 
not all issues may be covered in each meeting. 

 



 

5. Cross-Cutting Actions 

Involve the Mandator 
 

As stated in the OECD Glossary of key terms in evaluation, “an evaluation should 
provide information that is credible and useful, enabling the incorporation of 
lessons learned into the decision–making process of both recipients and donors”. 
Involving the recipients in an evaluation exercise is explained in the fiche on how 
to engage with local stakeholders. On the donor’s side, a number of actions 
throughout the evaluation exercise should be taken by the evaluation team in 
order to ensure that the findings and recommendations of the evaluation will be 
taken on board by the mandator and that it will be useful for improving the 
project, programme or policy’s performance. 

Involving the mandator means involving all the main stakeholders of the 
project/programme on the donor’s side that is: 

▪ the staff managing the project/programme in the partner country, 
▪ the staff at HQ in the different services involved in SSR (at policy and 

project/programme level) and in the partner country for other related issues, 
e.g: staff from defence, foreign affairs, development cooperation, interior,and 

▪ the staff involved in evaluation within the organization, e.g. members of the 
evaluation unit/department. 

 

This activity is important due to the below factors: 

▪ To ensure the evaluation usefulness by adapting the evaluation approach and 
the Evaluation Questions to the mandator’s needs. 

▪ To create a climate of trust and not of rivalry. The evaluation should be 
perceived as an opportunity for improvement and not for control. 

▪ To ease the process of data collection. 
▪ To manage expectations. The mandator should not be surprised by the findings 

of the evaluations. S/he should be aware on the progress of the evaluation 
team perceptions and analysis of the data collected throughout the entire 
evaluation process. Moreover, s/he should be aware of the limitation 
encountered during the process. 

http://www.oecd.org/development/peerreviewsofdacmembers/2754804.pdf
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Engage-with-local-stakeholders
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▪ To maintain buy-in and political support of the mandator throughout the 
evaluation process. 

 
To ensure the involvement of the mandator, regular communication is necessary. 
Below is a recommended set of actions: 

▪ When planning the evaluation: 
▪ Present the evaluation team (send CV and short biography of each expert) 

and obtain the mandator’s feedback. 
▪ Have a face-to-face or telephone meeting to discuss the ToR and the initial 

evaluation plan. 
▪ Present the evaluation approach and obtain the mandator’s feedback. 
▪ If applicable at this phase, define the Evaluation Questions and obtain the 

mandator’s feedback. It is very important that the mandator understands 
the Evaluation Questions and the overall evaluation approach because they 
are the backbone of the entire evaluation process. 

▪ Obtain an official approval on the ToR 
▪ When building the evaluation framework: 

▪ If not applicable in the planning phase, define the Evaluation Questions and 
obtain the mandator’s feedback. It is very important that the mandator 
understands the Evaluation Questions and the overall evaluation approach 
because they are the backbone of the entire evaluation process. 

▪ Present the lay out of the report and obtain the mandator’s feedback. 
▪ If applicable, present a report on the evaluation framework, obtain the 

mandator’s comment and then official approval. 
▪ When collecting the data in the field: 

▪ Organise a briefing with the mandator’s staff in the field on the first day of 
the mission to present the evaluation approach, the Evaluation Questions 
and agenda of the mission. 

▪ Organise a debriefing with the mandator’s staff in the field and at HQ if 
possible (via video conference/skype) to present the preliminary findings. 

▪ When analysing the data and formulating the recommendations: 
▪ Present the draft final report and obtain the mandator’s feedback before 

writing the final version of the final report. 
▪ Six month after the end evaluation: 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Support-Drafting-of-Terms-of-Reference/ToR
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Develop-the-Evaluation-Approach
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Draft-and-or-structure-Evaluation-Questions
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Evaluation-Framework-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-briefing-with-the-mandator-and-other-main-stakeholders
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-debriefing-with-the-mandator-and-other-main-stakeholders
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▪ Have an informal meeting (face-to-face or telephone) with the mandator to 
discuss the progress of the recommendations’ implementation. 

Engage with Local Stakeholders 
 

As stated in the OECD Glossary of key terms in evaluation, “an evaluation should 
provide information that is credible and useful, enabling the incorporation of 
lessons learned into the decision–making process of both recipients and donors”. 
Involving the donors in an evaluation exercise is explained in the fiche on how 
to involve the mandator. On the recipients’ side, a number of actions also need to 
be taken in order to engage with local stakeholders throughout the evaluation 
process. 

For an evaluation exercise, the most important local stakeholders to engage with 
throughout the entire process are, but not limited to: 

▪ The direct counterparts of the project/programme management team (e.g. the 
civil servants involved in the project/programme and/or the actors 
implementing the activities such as civil society organisations, parliament 
committees, etc.); and 

▪ The government official heading the sector supported by the 
project/programme (e.g. the Minister of defence, justice, interior, the Head of 
the police forces, etc.). 

 
It is important to note that the evaluation team will also interact with other local 
stakeholders for collecting data. These will include for example, interviews with 
the direct and indirect beneficiaries of the evaluated project or programme. These 
stakeholders will not be engaged in the evaluation process directly. They will not, 
for example, provide comments on the evaluation’s deliverables or be targeted for 
the implementation of the recommendations. 

This activitiy is important due to the below factors. 

▪ To ensure buy-in of the evaluation findings and recommendations. 
▪ To ensure that the findings and recommendations are adapted to the political 

context and the needs of local stakeholders. 

http://www.oecd.org/development/peerreviewsofdacmembers/2754804.pdf
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Involve-the-mandator
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▪ To create a climate of trust and not of rivalry. The evaluation should be 
perceived as an opportunity for improvement and not for control (audit or 
internal control exist for that purpose). 

▪ To ease the process of data collection. 
▪ To raise awareness of evaluation processes and results based management. 
▪ To increase ownership of the project/programme and of the reform as a whole 

by encouraging the incorporation of the evaluation’s findings and 
recommendations into their decision-making process. 

 

To engage with local stakeholders, regular communication is recommended 
through the below actions: 

▪ When planning the evaluation: 
▪ Present the evaluation purpose, the team and the initial evaluation plan. 
▪ Include them in the evaluation steering committee (if applicable) 
▪ Explain how the local stakeholders can be involved in the evaluation by: 

▪ Providing comments on the deliverables (if applicable); 
▪ Providing access to data (documents, interviews, site visits). 

▪ When building the evaluation framework: 
▪ Present the evaluation framework and ask their comments (if applicable). It is 

very important that the local stakeholders understands the Evaluation 
Questions and the overall evaluation approach because they are the backbone 
of the entire evaluation process. 

▪ When collecting the data collection in the field: 
▪ Invite the local stakeholders to the field mission briefing (held with the 

mandator, or organise a separate briefing if necessary) to present the 
evaluation approach, the Evaluation Questions and agenda of the mission.  

▪ Invite the local stakeholders to the field mission debriefing (held with the 
mandator, or organise a separate debriefing if necessary) to present the 
preliminary findings.  

▪ When analysing the data and formulating the recommendations: 
▪ Obtain the comments of the local stakeholders on the draft final report. 
▪ Send the final version of the final report to the local stakeholders. 

▪ Six month after the end evaluation: 

https://issat.dcaf.ch/Learn/Resource-Library/SSR-Glossary/Results-Based-Management-RBM
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/Support-Drafting-of-Terms-of-Reference
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Prepare-Field-Phase
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-briefing-with-the-mandator-and-other-main-stakeholders
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Organise-a-debriefing-with-the-mandator-and-other-main-stakeholders
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▪ Have an informal meeting (face-to-face or telephone) with the local 
stakeholders to discuss the progress of the recommendations’ 
implementation.  
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6. Additional Resources 
 

• ToRs: https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-
Cycle/Evaluate/Plan-the-evaluation/ToR 

• Evaluation Framework Report : https://issat.dcaf.ch/Learn/SSR-
Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-
framework/Evaluation-Framework-Report 

• Field Mission Report : https://issat.dcaf.ch/Learn/SSR-Methodology-
Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Field-
Mission-Report 

• Evaluation Report : https://issat.dcaf.ch/Learn/SSR-Methodology-
Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-
findings-and-recommendations/Evaluation-Report 

 

 

 

 

https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/ToR
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Plan-the-evaluation/ToR
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Evaluation-Framework-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Evaluation-Framework-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Build-the-evaluation-framework/Evaluation-Framework-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Field-Mission-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Field-Mission-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Collect-data-in-the-field/Field-Mission-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Evaluation-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Evaluation-Report
https://issat.dcaf.ch/Learn/SSR-Methodology-Guidance/Programme-Cycle/Evaluate/Analyse-data-and-formulate-findings-and-recommendations/Evaluation-Report

