Policy of PKSF
For
Monitoring & Evaluation


Palli Karma-Sahayak Foundation (PKSF)

www.pksf-bd.org

Policy of PKSF for Monitoring & Evaluation
Date of Issue: April, 2012
Published by Palli Karma-Sahayak Foundation (PKSF)

PKSF Bhaban, E-4/B Agargaon Administrative Area,

Sher-E-Bangla Nagar, Dhaka-1207

Tel: 880-2-9126240
Fax: 880-2-9126244
Email: pksf@pksf-bd.org
@PKSF 2012
Abbreviations
	M&E
	Monitoring and Evaluation

	PO
	Non-Government Organization

	OM
	Operational Manual

	PO
	Partner Organization 

	PKSF
	Palli Karma-Sahayak Foundation

	PMU
	Project Management Unit

	RBM
	Result s Based Monitoring 

	PO
	Program Officer                                                                                                                             


	Table of Contents

	
	Page No

	A.      Background 
	4

	1. What is PKSF
	5

	2. Objectives and Strategies of PKSF
	5

	3. PKSF Management
	5

	B. Policy Related to Implementation Arrangements 
	10

	C. Policy Related to Monitoring & Evaluation 
	13


Introduction 

The goal of PKSF policy for Monitoring and Evaluation Function is to carefully plan, monitor, and report and eventually evaluate on output, outcome and impact to bring long lasting results or changes in project intervenned area. 

To accomplish this goal, results based monitoring and independent evaluation are conducted to reduce poverty through creating productive employment opportunities for the moderate and ultra poor, small and marginal farmers and micro-entrepreneurs.

What is PKSF
Palli Karma-Sahayak Foundation (PKSF), an apex development organisation, was established by the Government of Bangladesh (GoB) in May 1990, for sustainable poverty reduction through employment generation.

Legally, PKSF is a “company not for profit” and is registered under the Companies Act of 1913/1994 with the registrar of Joint Stock Companies. The legal structure of PKSF allows flexibility and authority to undertake programmes in a dynamic environment, implementing them throughout the country and manage its affairs as an independent organisation.

In the beginning of its operations in 1990, PKSF set the goal of creating self-employment opportunities in the rural off-farm sector and adopted the strategy of promoting a credit programme for attaining this goal. This credit programme, launched for the rural moderate poor, has been diversified over time in accordance with the changing needs of heterogeneous poverty-stricken segments of society and has gradually evolved into an “inclusive financing programme”. PKSF’s present financing programme includes the moderate poor of both urban and rural areas, ultra-poor, micro entrepreneurs, marginal and small farmers; members of these poverty groups are offered customised services. Enabling the poor to come out from the low productivity trap, PKSF has integrated capacity building, technology transfer, value chain development and other technical services in its development programme.

PKSF, over the years, has gained in-depth understanding and valuable experience on the multi-dimensional aspects of poverty. Adding new dimension to its mission in 2010, PKSF reshaped its core goal as “establishing human dignity”, instead of limiting its efforts towards achieving economic freedom only and started undertaking new programmes for attaining this goal. With this core objective, PKSF undertook a special programme, titled Enhancing Resources and Increasing Capacities of Poor Households towards Elimination of their Poverty (ENRICH), to create productive and sustainable employment opportunities for the poor by ensuring optimum use of their existing resources and enhancing their human capacities. In order to increase productive assets and human capacities, each family is being provided with education, health, technical and financial services in a coordinated manner under this programme.

PKSF has adopted disaster management and micro insurance programme under the fold of its social protection programmes. PKSF has also started implementing a project aiming to enhance the capacities of the poor to increase their resilience to the adverse impacts of climate change. In addition, mapping of various rural business clusters has been completed to commence programmes for the development of rural industries.
Objectives and Strategies of PKSF
Ensuring accountability and transparency at all levels of its activities is of utmost importance at PKSF. Proper utilization of its resources, both from policy and implementation perspectives, is crucial. PKSF compromises of two policy-making bodies as per its Articles of Association; the General Body and the Governing Body. These two bodies are responsible for providing overall policy guidance and strategic directions for the implementation of all PKSF activities. Members of these bodies are highly distinguished professionals of national and international repute, having demonstrated track records in the development sector.

The major objectives of PKSF are to:

· Provide financial assistance and institutional development support to appropriate organisations for implementing sustainable inclusive financial programmes for reduction of poverty through creating productive employment opportunities for the moderate and ultra poor, small and marginal farmers and micro-entrepreneurs.

· Support, promote, develop and identify sustainable employment opportunities for the moderate and ultra poor, small and marginal farmers and micro-entrepreneurs; and to provide them assistance including education, health, training and risk reduction services as may be necessary for enhancing their capacity.

· Build and strengthen the institutional capacity of the POs (partner organisations) and enhance their ability to provide various financial and non-financial services to the poor on a sustainable manner.

· Support, promote and sponsor innovative programmes and suitable projects for improving the quality of life of the poor and enabling them to lead a dignified life.

· Help the poor to diversify and strengthen their livelihood strategies, enhance their security, give them access to assets and rights, and augment their self-respect by providing them greater choices and independence.

PKSF will keep on moving forward to achieve its goal with the continuous support of the Government, partner organisations, development partners and above all, the spontaneous support of the enterprising people it serves.

The role of PKSF is to establish an effective financing mechanism through Partner Organization to channel funds to communities It implement project through Partner Organizaton (POs) to be selected from POs. 
PKSF was established by the Government in 1990 as the apex organization with the mandate for poverty alleviation through employment generation. PKSF disburses funds to microfinance institutions (MFIs) who are its Partner Organizations (POs) to implement programs designed for the poor. At present PKSF has 257 MFIs as partners and PKSF’s PO network has access to all districts in the country. PKSF has 8.6 million borrowers and has disbursed more than Taka 450 billion.

In its first decade, PKSF focused on strengthening program implementation and institutional development of its POs.  In the second decade, PKSF shifted gear to accommodate the economic and social changes taking place in Bangladesh. In so doing, PKSF integrated non-financial services such as skills development activities into its programs. These initiatives deepened PKSF’s reach in its endeavors to generate employment among the poor. PKSF also garnered critical capability in managing crisis situations. In the face of natural calamities such as Cyclone Sidr in 2008 and Cyclone Aila in 2009, PKSF responded swiftly to address the needs of the crisis-stricken poor. Most importantly, PKSF utilized its PO network to deliver grants, free clothing, and food to all corners of the region devastated by these natural disasters. As PKSF enters its third decade, its initiatives are incorporating other aspects of development, including employment generation, microfinance, health, education, and skills development.

PKSF Management

PKSF is organized in three broad divisions as follows: 

· Operations Division: This division concentrates on credit and non-credit programs and projects.

· Finance and Administration Division: This division deals with administration, finance, accounting, training, publications, communications, library and archives, construction and maintenance, human resources, security, and legal affairs.

· Internal Audit Division: This division works to ensure transparency in all aspects of financial affairs of PKSF. The audit division is responsible for internal audit of PKSF and for ensuring regular audit of the program officers (POs) by external audit firms.

Project Management Unit in PKSF
PKSF generally establishes a Project Management Unit (PMU) to manage project/programmes. A Project Coordinator (PC)/Project Director (PD) heads the Unit and be in charge of the overall implementation process. He/she will directly report to a senior official of PKSF and be the Contact Person at PKSF for relevant government bodies (if any involvement) and donors. The PC reports to the Fund Management Committee/secretariat through the Managing Director of PKSF.

Project engages Officers who will liaise with the POs and monitor their implementation of projects. The number of Officers depends on the number of POs and the number of POs to be allocated to each Officer also depend on the size, geographical location and nature of their projects. The Officers are the PKSF contact points for POs and report to the PC. 

An M&E Officer is dedicated to work under PC. He/she will provide technical guidance to the Officers on how to monitor the projects at the activity level of the projects of POs. He/she will keep regular communication with PC and will keep informed about the activity of the program as a whole and any particular concern if any and will report to the Head of central M&E Unit of PKSF with a copy to PC. 

One Deputy Project Coordinator (DPC), one Senior Accounts and Finance Officer and one MIS Officer are dedicated to project to work under the technical supervision of PKSF’s Finance & Accounts and administrative guidance of the PC. One Office Secretary (OS) also PKSF will report to donor on the progress of project. 
Project Management Set-up


An M&E Specialist dedicated to project should work under the central M&E unit of PKSF and provide technical guidance to POs on monitoring project activities. S/he will stay informed about all activities under the Project and will report to both the head of the central M&E unit of PKSF, and the PC (PMU). A Senior Accounts and Finance Officer, and Administrative & Procurement and Logistics Officer dedicated to Project will work under the technical supervision of PKSF’s Finance, Accounts and Audit Section, and under administrative guidance of the PC (PMU).  

The PMU will also prepare a roster of technical reviewers and use their services as and when required to evaluate and appraise project proposals. 

For each project proposal received, the PC will designate an evaluation team led by one of the POs, and one or more of the technical reviewers depending on the nature, scope and size of the proposal and amount of the fund requested. The PO heading each of the teams will be responsible for preparing the appraisal report and recommendations on behalf of the team.

PKSF Governing Body

The PC will submit projects cleared by the donorto the PKSF Governing Body for final approval. 

PMU Office 

1. Physical Setup: PKSF will establish suitable offices for the PMU with accommodation for all staff members, meeting rooms and a workshop/training room. The office will possess all modern amenities with hardware, software and telecommunication facilities for all staff members.

2. Staff Recruitment:  PKSF will recruit staff members following PKSF’s standard recruitment procedures for selecting individual consultants supporting the PMU. All staff members will receive project-based contracts as per PKSF guidelines for development projects, and comply with the administrative and human resource policies of PKSF.

3. Selection of Technical Reviewers: The PKSF will recruit suitable technical experts to be included in the list of technical reviewers. Potential national/international experts are expected to meet the following requirements:

a.
Expertise in a relevant sector area (water, health, irrigation, agriculture, aquaculture, livestock, infrastructure, etc.) relevant to climate change adaptation;

b.
Expertise in an issue relevant to climate change (disaster management, climate and gender, community development, ecosystem management, organizational development, project management, coastal livelihoods, local governance, advocacy, etc.);

c.
Proven record of at least 5 years in the area of development and climate change and possess relevant management/academic/research background.

4. The PKSF will form a search committee to finalize the list of technical reviewers. The list will be updated as needed based on changing requirements. 

5. Capacity Needs Assessment and Enhancement of PKSF: Since climate change adaptation is a relatively new area, PKSF will implement several initiatives to acquire sufficient knowledge and skills to manage the project efficiently and effectively. First, PKSF will recruit specialists to fill the posts envisaged in the PMU. Second, PKSF will engage short-term experts to fill the apparent gaps. Third, the PKSF staff will receive training to acquire required knowledge and skills. Finally, PMU staff will network with other organizations. PKSF may also consider training and specific technical backup support from specialized organizations, if required. 

Policy for Implementation Arrangements 

Guiding Principles:  PKSF will provide fund to POs to implement projects. The guiding principle for the fund awards is “simplicity with transparency,” so that award decisions are made in the shortest time possible and activities under the fund are carried out efficiently without compromising the quality of outputs while meeting all safeguard requirements. 
In order to achieve this, the selection of POs and projects will be done in two phases: a Concept Review Phase (CRP), in which POs show that they meet a set of basic requirements to carry out projects; and a Proposal Review Phase (PRP), in which the details of the project are evaluated by a team of experts using a known set of criteria.  The call for concept notes/proposals will begin after PKSF undertakes the following preparatory activities:  

· PKSF will set up the PMU office and recruit key staff, technical specialists and consultants, and acquire and set up the necessary office equipment and facilities. 

· PMU will develop a project website as a part of the overall PKSF website. The website will include, inter alia, the project summary; thematic areas for support, eligibility criteria, templates for preparing proposals (in both English and Bangla); information about where to get help preparing project proposals, and about the approval process and deadlines; maps showing the climate-vulnerable areas relevant to the project; a list of upazilas  covered by the Project; and other information. The website will be kept up to date at all times.

· PMU will publicize the prject by advertising in newspapers (both Bangla and English) and other media as necessary.  

· PMU will develop communications material to publicize the Project and application procedures, in both Bangla and English, to all relevant stakeholders.

· PMU will develop all necessary forms and templates (in Bangla and English) to be used by POs to submit project proposals, at both the Concept Review Phase and the Proposal Review Phase.

· PKSF will prepare guidelines for detailed evaluation of project requests by evaluation teams. The guidelines will provide guidance for the PC on how to select members of the evaluation from the team of experts. The guidelines will clarify the roles and responsibilities of the different evaluation team members and their expected outputs. A template will guide the team members on how to comply with evaluation requirements. Necessary training on how to carry out evaluations will be provided for PMU staff.

· PKSF will formally launch Project through a public event, to which high-level representatives of all relevant stakeholders (POs, government agencies, donors, researchers, experts, media) will be invited. 

Concept Review Phase.  Submissions for the Concept Review should provide the following:
· A brief description of the project (maximum 2 pages) showing how it qualifies activity 

· Location of the project 

· The PO must be currently registered with an appropriate Government authority, and legally able to undertake the proposed activities; 

· POs requesting funds must prove that they have had an established presence in the target area for at least three years, and the proposed project should ideally build on the foundation and social capital of other projects that the organization is already implementing; 

· The applicant PO must provide evidence that it has been active in similar activities for the last five years; and must submit annual reports and audit reports for the last three years; 

· The applicant PO must have an annual budget of at least US$150,000 (approximately 1 crore taka) for the last three years;

· The PO must provide detailed information on its organizational structure, staffing and staff responsibilities;

The Concept Review Phase will establish which POs are eligible based on these criteria and a review of the concept note.  Detailed proposals will only be requested from POs determined to be eligible. POs declared eligible will be notified within one (1) month of their submission so that they can start preparing their detailed proposal. The PKSF PMU will periodically hold orientation sessions to provide guidance to POs in the preparation of their detailed proposals. There will be automatic disqualification of both evaluators and POs if there are conflicts of interest.

Proposal Review Phase will have following steps: 

· Once an PO has passed the Concept Phase, it will start preparing the detailed proposal prescribed by the PKSF.  Additional help from the PMU in terms of guidance in the application process will be provided through formal workshops. The proposals must comply with the environmental and social thresholds are established in the environmental and social management frameworks. 

· The detailed proposals will be submitted in prescribed format and templates, together with any required annexes. The proposal can be in either Bangla or English. Receipt of the proposal will also be posted on the PKSF website.  

· After the proposals and attachments are received, the PC will appoint an evaluation team to evaluate them based on the following criteria (which will be refined as the project progresses):   

	
	Criteria
	Max
	Score Recd.

	1
	Justify how the project fits one of the thematic areas of PKSF. 
	10
	

	2
	How will the sproject enable communities to reduce poverty in the target area? How will it involve the community and enhance the capacity and knowledge of the community to address poverty? Extent of community contribution to the project.
	20
	

	3
	Is the sproject scaling up an oPOing successful intervention,? 
	10
	

	4
	Detailed project cost (overhead cost should not exceed 10%), an implementation plan; how funds will be used by quarter and over what period of time.  
	10
	

	5
	Description of the organizational arrangements and staffing, and their relevance to the proposed activities.
	5
	

	6
	Arrangements for handling financial management and procurement-related issues.
	10
	

	7
	Arrangements for handling environmental and social issues. 
	10
	

	8
	Arrangements for monitoring and reporting of project activities.
	10
	

	9
	Linkage of the project with local government systems and programs.
	5
	

	10
	How will the project activities be sustained?
	10
	


· A proposal must score at least 70 percent in order for the grant request to be approved. The PO must also fulfill criteria 1, 2 and 3, and its overhead cost must not exceed 10 percent. The PO will attach a short note on the assessment sheet justifying the approval or rejection. Information about any proposal not funded will be available on the website, with the justification. No separate letters will be issued. Decisions on acceptance or rejection of proposals will be made within a maximum period of two (2) months from the date of receipt of the proposal. The leader of the appraisal team will submit the evaluation report and recommendation along with the aggregate score to the PC for further action.

· In most cases, the evaluation team will make a decision based on the proposal. If the proposal does not include all the information required, the PO may be contacted to furnish additional information. In other cases, the applicant organization may be asked to make a presentation at the PKSF office to clarify its proposal. All proposals will also be appraised in the field. 

· The PC will present the recommended proposals to the donor for its “no objection,” and to the Managing Director of the PKSF Governing Body for approval. 

· If the Governing Body’s decision is “other than approved,” PC will negotiate with the applicant organization for resubmission of the proposal for re-appraisal in view of the observations made by the Governing Body. The “not approved” decision is final and will be communicated to the applicant, with reasons for the decision.  

· Once a proposal is approved, a draft fund agreement between the PKSF and the implementing PO will be subject to review by the donor agency. 

Grant Implementation and Monitoring Phase

· Once the project is approved by PKSF Governing Body, the PC will arrange a meeting of the Managing Director or any other designated senior official of PKSF with the Chief Executive Officer of the selected PO to sign the grant agreement. A check based on the first six months of the financial plan (two quarters) will be given to the PO as the first disbursement after signing of the agreement.

· After the signing of the agreement, the PO would start implementing the project in line with the work plan, implementation manual, and all other terms and conditions of the grant agreement. The work plan will be reviewed every three months with the monitoring staff of the PMU. An inception report must be submitted within three months and include the work plan, and baseline data on the target community.

Policy for Monitoring and Evaluation

Scope and Function

The project will be monitored in two levels – the performace of PKSF in the establishment and implementation of the grant financing mechanism, and the performance of POs in the implementation of the grants. PKSF will be responsible for setting-up a functioning Project Management Unit (PMU), the grant mechanism, and ensuring effective implementation of the fiduciary aspects throughout the project including environmental management, social assessment and management, financial management, and procurement management. A third party monitoring will be conducted as frequently as necessary, to assess the effectiveness of PKSF as the implementing agency and monitor the projects implemented by POs for adressing the climate risk for each of the selected regions. An annual Third Party impact evaluation will be conducted to determine the progress towards the achievement of the project development objectives. 

Each project will be subject to monitoring by both the implementing PO and PKSF. However, the frequency and subject of monitoring, depending on the monitoring framework detailed in the project proposal. A detailed M&E manual consistent with PKSF’s overall results-based monitoring system and Project results framework will guide the monitoring practices of PKSF and the implementing POs.  

The monitoring under Project will have three functions. First, it will allow Project to ensure that the POs deliver the outputs agreed in their project proposals, indicating that the resources are used efficiently for the proposed activities. Second, monitoring will establish proper documentation of the implementation process and achievements at different levels (outputs, outcomes and impacts). Third, monitoring will help capture learning from the process. 
Monitoring Process 

Tasks and Duties of Monitoring Officer at PO: The implementing PO will employ a dedicated monitoring officer (MO), who will report to the Chief Executive or senior official not directly entrusted with the implementation of the program. S/he will implement the monitoring framework as envisaged in the project proposal and will produce quarterly activity monitoring reports based on the agreed-upon Activity to Output Monitoring (ATOM) framework.  The MO will undertake outcome-level monitoring half-yearly based on the agreed Outcome Assessment Sheet (OAS), and impact-level monitoring annually based on the agreed Impact Assessment Sheet (IAS), which will be prepared taking indicators of impacts and outcomes into account. S/he will enter the information in the PKSF server as well.

Monitoring Framework

Each project will include a monitoring framework as follows:

	
	Results
	Indicators
	Info needed
	Methods
	Respondents
	Frequency

	Impacts
	
	
	
	
	
	

	Outcomes
	
	
	
	
	
	

	Outputs
	
	
	
	
	
	


The implementing PO will use the monitoring framework to identify the information needed against indicators at the level of impacts, outcomes and output. It will select the respondents and the information data collection methods. The MO will collect information at the output level quarterly, and at the outcomes and impacts level half yearly and yearly.

The information thus collected will be inserted in a table as follows:

	
	Results
	Indicators
	Achievement
	Variations
	Reasoning
	Recommendations/

plan modifications

	Impacts
	
	
	Based on IAS 
	
	
	

	Outcomes
	
	
	Based on OAS 
	
	
	

	Outputs
	
	
	Based on PO implementing staff
	
	
	


The MO will enter the data received from monitoring visits and office records in the specified table of the server of the PKSF, which will auto-generate the monitoring report. The MO will submit the report along with recommendations for possible variations in the planned activities agreed upon with fellow staff members of the implementing PO.

Activity Monitoring:  The implementing POs will employ a dedicated monitoring officer who will report to the Chief Executive or senior official.  The information thus collected will be entered in an activity monitoring chart: 

Activity Monitoring Chart

	
	Activities
	Indicators
	Achievement
	Variations
	Reasoning
	Actions for next reporting period

	
	
	
	
	
	
	


The MO will enter the data received from monitoring visits and office records in the specified table of the PKSF server, which will auto-generate the monitoring report. The MO will submit the report along with recommendations for possible variations in the planned activities agreed upon with fellow staff members of the implementing PO. 

Participatory Monitoring: The Monitoring Officer will be responsible for ensuring that community members, including local elected representatives, teachers and other socially regarded persons participate in the regular monitoring exercises. The MO will use the information provided by the community representatives to complete the monitoring framework shown above. The implementing PO will seek participation of the community in its recurrent monitoring at different levels of results, and will include the monitoring information from the community separately in the monitoring report to be sent to PKSF.

PKSF Level

1. Task and Duties of the Program Officer: Based on the monitoring information available to PKSF, the relevant PO will seek clarifications or explanations or learning from any deviations. The PO will undertake monitoring visits quarterly and validate the monitoring already undertaken by the implementing POs. Each PO will prepare his/her own monitoring report half yearly and make recommendations on the next disbursement.

2. Task and Duties of Audit Officer: Each implementing PO’s finance, accounting and procurement practices will be subject to internal audit every six months by the audit officer (AO), who will provide an opinion on whether the next disbursement is justified.

3. Task and Duties of Senior Accounts and Finance Officer: The PO and AO will send their recommendations to the Finance Officer (FO). If there is no objection on their part, s/he will prepare for the next disbursement to be signed by the PC. If PO or AO does not recommend the next disbursement, the FO will ask the contact person at the implementing PO to resolve any issues with the PC. 

4. Tasks of Central M&E Unit of PKSF: The M&E unit of PKSF will undertake quality control of the monitoring activities of the POs and provide capacity building wherever necessary. It may also organize training on monitoring for staff of the implementing POs.  The M&E unit will also assist the POs to summarize the PO’s monitoring reports under different pillars/themes, and prepare half-yearly progress reports and annual reports for review by the PC.

5. External Evaluation of projects: PKSF will engage an external evaluator to assess the impacts of the projects. In case the project is three years or more, a mid-term external evaluation will be undertaken. The evaluation team will comprise one member of the PMU and technical reviewers who have not been involved in the appraisal of the project. The evaluation team will be headed by the external member of the team.

6. External Evaluation of PKSF
PKSF will be subject to external impact assessment, a mid-term evaluation and a final evaluation. PKSF and the Donor will jointly formulate the terms of reference. [image: image1.emf] 
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