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1. Overview 

Implementation of a Regional Fisheries Strategy for the Eastern and Southern 

Africa and Indian Ocean Region  

Global objectives 

The overall objective of the programme, of which this monitoring and evaluation (M&E) 

contract will be a part, is to contribute to an increased level of social, economic and 

environmental development and deeper regional integration in the Eastern and Southern 

Africa and Indian Ocean region (ESA-IO) through the sustainable exploitation of fisheries 

resources. 

Specific objective  

The specific objective of the Implementation of a Regional Fisheries Strategy (IRFS) 

programme is to support the implementation of the ESA-IO fisheries strategy for 

sustainable management and development of the fishery sector. 

Expected results and main activities of the IRFS programme 

The expected results of the IRFS programme fall into the following 5 categories: 

Result 1: An action plan is prepared for the development and management of fisheries 

for the ESA-IO region. 

Result 2: A governance framework for the management and development of sustainable 

regional marine fisheries is initiated. 

Result 3: An effective monitoring, control and surveillance programme for transboundary 

fisheries resources in the ESA-IO region is developed. 

Result 4: A regional trade strategy is produced to ensure access of fish and fisheries 

products to domestic, regional and export markets. 

Result 5: An action plan for a fish and fish products food security strategy is developed 

and its integration into an overall food security strategy is supported.  
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2. Introduction to monitoring and evaluation systems for 

IRFS 

2.1 Background and the IRFS programme 

The fisheries and aquaculture sector 

The official reported production of fisheries and aquaculture in 2008 was 8.4 million 

megatonnes of which some 2.7 million were from inland waters. (Aquaculture 

contributed 0.9 million megatonnes). Ninety percent of production comes from small-

scale fisheries. Ten million people depend on fishing, fish farming, processing and 

trading fish, and fish is the main source of protein for a majority of the population. 

However, the per capita consumption of fish in Africa is only 7.6 kg/year, half the world 

average. It is also the only region in the world where consumption is declining. The value 

of fish exports from Africa is US $ 2.7 billion per year. 

Fishing activities along Africa’s coasts and in its rivers and lakes are vital for the 

livelihoods of fishers. Formal or informal Intra-African trade has made fish accessible, 

contributing to nutrition in remote areas. However, the population has doubled over one 

generation and demand has risen. Many fish stocks have been overfished both in coastal 

and inland waters and in some cases inland water stocks have been affected by pollution 

and habitat degradation. Rapidly increasing fishing efforts by small-scale fisheries and 

increasing fishing pressure from industrial fleets, often from distant water fishing 

nations, and widespread illegal, unreported and unregulated fishing (IUU), have all 

contributed to the present situation.  

The development of governance systems at national and regional levels has not kept 

pace with emerging issues: lack of recognition of fisheries as an important sector, 

contributing to livelihoods, economic development, and food security means fisheries 

and aquaculture issues including trans-boundary issues, remain overlooked.  

Inland fisheries have been referred to as the “forgotten sector”. Production, processing 

and trade of inland fisheries products are often informal activities that are not recorded. 

The magnitude of production and the number of people who gain their livelihoods from 

fishing, processing and trade has thus not been recognized. 

Aquaculture, which has great potential to contribute to economic growth and livelihoods, 

has not developed as expected and production is only two percent of the world’s total 

production. However, Egypt, Madagascar and Nigeria have demonstrated potential for 

growth. Such development has been associated with a change in the perception of 

aquaculture as a subsistence activity to commercial ventures linked to market 

opportunities. 
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Fisheries and the regional fisheries strategy in the ESA-IO region 

Fisheries make significant contributions to economies, food security, poverty reduction 

and foreign exchange in the ESA–IO region. The total reported fish production (2008) in 

the ESA–IO region was 1.75 million megatonnes, of which 0.280 million megatonnes 

were from marine fisheries1, 1.384 million megatonnes from inland fisheries and 0.085 

million megatonnes from aquaculture. The sector employs2 about 4 million people, 0.58 

million people in marine fisheries, 3.38 million people in inland fisheries and 0.04 million 

people in aquaculture. The sector can be characterized as small-scale/artisanal as about 

90 percent of the production and employment comes from the small-scale sector.  

To address the development and sustainability of the sector, the 2009 Eastern and 

Southern Africa Council of Ministers endorsed a Regional Fisheries Strategy for the ESA-

IO region, which consists of the following: 

 improved capacity for the conservation and management of fisheries resources; 

 strengthened regional management systems, with the provision of support for the 

development of improved governance; 

 capacity building, especially in the area of monitoring, control and surveillance 

(MCS); 

 strengthened regional collaboration and partnerships and improved marketing 

and trading systems that can enhance the region’s share of benefits emanating 

from the fisheries sector; 

 aquaculture development; 

 improved control and surveillance of fisheries; 

 human resources development for maritime and security related issues; and 

 transformation, value-addition, commercialization and development of markets. 

With support from the European Union (EU) a programme for the implementation of a 

regional fisheries strategy ESA-IO will be undertaken. Under this programme FAO has 

been requested to assist in the implementation of the following two specific components 

of this programme:  

 Result 1: An action plan for fisheries development and management for the ESA-

IO region; and 

 Result 5: An action plan for a fish and fish products food security strategy is 

developed and its integration into an overall food security strategy is supported 

                                          
1 Exclusive Tuna and Tuna-like catches of non ESA-IO flagged vessels. 
2 Based on raising factors of Big Numbers study. 
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2.2 Purpose of the M&E plan for the SmartFish – FAO IRFS 
Programme  

The recruitment of a monitoring expert (Short Term Expert, STE) was postponed while 

waiting for the FAO team to become operational. This expertise was mobilized in May 

2012 in order to propose a programme to monitor achievements and effects/impacts and 

to set up a management tool and database. 

One of the main components of the IFRS programme will be to ensure that interventions 

and support provided over the 2-year FAO project will continue after departure of the 

technical assistance team and upon completion of the project. In this regard, special 

attention must be paid to ensure that activities implemented under each result area have 

built-in safeguards and systems to assist with this objective: this will be part of the M&E 

plan. 

The monitoring and evaluation framework will operate in line with a set of principles and 

standards aimed at ensuring credibility, impartiality, transparency and usefulness of 

monitoring and evaluation processes. 

This M&E conception report will provide SmartFish-FAO Project Managers and 

stakeholders with tools to help monitor and evaluate their own performance and any 

local/national/regional management interventions or regulations that are put in place. 

This report provides the SmartFish project with guidelines on the key elements of 

evaluation and an M&E checklist that can be used for SmartFish-FAO planning and day-

to-day management.  

This report also outlines how the IRFS programme can monitor and evaluate whether 

objectives are being met, success criteria and ultimately, the agreed vision of what the 

future fisheries organisation should be achieving, based on the evaluation framework 

described herein.  

Such guidance can help stakeholders be more accountable to those they work for, other 

stakeholders and delivery partners. 

 

2.3 Objectives of the SmartFish-FAO M&E plan 

In a first phase (during May 2012), the consultant will design and propose a set of 

evaluation criteria and M&E indicators that may form the basis of the final M&E plan to 

be developed for the FAO IRFS programme. 

In a second phase (June 2012 to March 2013), the IRFS programme will be continually 

monitored and reviewed against various standard M&E pillars, in particular the project’s 

relevance, efficiency, effectiveness, impact and sustainability. This second phase will 

consist of periodic monitoring & evaluation (every 3 months) and a final evaluation in 

March 2013To support the project management process and facilitate internal M&E of 

the FAO IRFS programme, a checklist will be prepared. 
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This tool will be updated every 3 months and used to track the status of all project 

activities, outputs, modules and results, as described in the FAO project’s logical 

framework. 

The set of M&E indicators will be composed of a minimum of: 

 5 indicators: inputs; 

 7 indicators: outputs; 

 3 indicators: impacts. 

Verification of these indicators will primarily be in the form of reporting outputs and will 

be detailed in this M&E plan. 

The objectives of the M&E plan are to: 

 verify periodically the internal monitoring and reporting process; 

 monitor the different stages of the IFRS programme with a specific and needs-

based framework; 

 monitor the process of implementing a resettlement plan and develop a revised 

framework for process monitoring; 

 highlight the major problems encountered in implementing the M&E plan and 

propose solutions; 

 assess the overall efficiency, effectiveness, impact and sustainability of the IFRS 

programme; 

 deduce lessons learned for future projects. 

 

3. The SmartFish-FAO monitoring and evaluation plan  

Monitoring and evaluation is a key part of making and implementing any management 

decision in the SmartFish-FAO project.  

It is important to regularly measure and review the impact of interventions, to check 

they are working correctly and are having the intended effect.  

Regularly collecting information (monitoring) and analysing it (evaluation) allows for 

better, evidence-based decisions and will enable SmartFish-FAO Managers and 

stakeholders to learn from the results.  

The M&E plan will also help identify what has worked previously and improve existing 

management measures.  
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3.1 Methodology of the FAO M&E plan  

 Project’s relevance, efficiency, effectiveness, impact and sustainability 

 Creation and use of tools: database, background conclusion sheet/meeting reports 

documents 

 Implementation of periodic monitoring 

 Implementation of a final evaluation  

In terms of creating tools for monitoring and tracking project results, the M&E 

methodology will be based on the SmartFish-FAO log frame hierarchy. Every level of the 

log frame contributes to the achievement of the next level as shown in Figure 1 below. 

Figure 1: Log frame hierarchy 

 

 
 

 
 

 
 

 
 

 

 
 

 
 

 

 

 

 

The SmartFish-FAO project will be studied, monitored and evaluated in terms of 

relevance, efficiency, effectiveness, impact and sustainability, with different tools such as 

the background conclusion sheet (BCS) document, a new M&E database, and a wide 

range of performance indicators. 

The SmartFish-FAO project will be monitored periodically (every 3 months), and 

evaluated in March 2013 (final evaluation). 

 

3.2 Design of the FAO Monitoring and Evaluation plan   

The SmartFish-FAO project log frame is composed of two results, divided into modules,  

outputs, activities and sub-activities (see Figure 2. below). The structure of the modules, 

outputs (operational results) and activities, based on the terms of reference for Results 1 

and 5, were discussed and refined at the inception meeting in 2011; the latest version 

was adopted by the Steering Committee in September 2011. 
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Figure 2: Log frame hierarchy 

 

 
 

 
 

 
 

 

 
 

 
 

 
 

 
 

 

 
 

 
 

Four key components compose the main part and missions for all activities of the 

SmartFish-FAO project: Contracts/Short Term Expert/Missions/Meetings. These four 

components will be periodically monitored from June 2012 to March 2013. 

M&E design for the STE component  

The STE missions component needs to be monitored throughout the entire mission 

process. 

For each annual programme (year 1 and 2), there is a set of new activities and STE 

missions in the FAO log frame. 

For monitoring in 2012 - 2013, it will be important to observe these inputs and associate 

appropriate fields such as: name of STE, country of performance, mission objectives, 

status (on-going or closed), approval date, number of days worked (expected and real), 

starting date, etc. 

All information and documents related to each STE mission will be monitored and stored 

in a specific FAO M&E database (see section 3.4.2 below) with 3 specific types of 

experts: Consultant (COF.REG), Consultant WOC (COF.WOC), Consultant Retiree 

(COF.REG). 

The SmartFish-FAO team will monitor and store documents related to STE missions, such 

as TOR’s, CVs and PH form, personnel processing request (PPR), draft and final reports, 

and other supporting documents. 

Some of this information will be extracted from this database to determine a set of 

output indicators (see section 3.3 below) i.e. STE final report 
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M&E design for the contract component  

In the same way, the project’s contract component needs to be monitored throughout 

the entire mission process. 

For each annual programme (year 1 and 2), there is also a set of activities and new 

contracts in the FAO log frame. 

For monitoring in 2012 - 2013, it will be important to track these inputs and associate 

appropriate fields such as: type of contract, country of performance, mission objectives, 

status (on-going or closed), approval date, number of days worked (expected and real), 

starting date, etc. 

The FAO SmartFish project team has to manage different types of contracts: Letter of 

Agreement (LoA, Sub. with Lending Employees (PSA.LEN), National Subscribers 

(PSA.NAT), Editorial Services (PSA.EDI), Translation Services (PSA.TRN) 

All information and documents related to each contract will be monitored and stored in a 

specific FAO M&E database (see section 3.4.2 below).  

The SmartFish-FAO team will monitor and store contract documents such as: contract 

forms (CF), negotiation reports (NR), the contract itself (CON), Curriculum Vitaes (CV), 

draft and final reports (DR & FR), and other supporting documents (DOC). 

Some of this information will be extracted from this database to determine a set of 

output indicators (see section 3.3 below) such as the contract’s final report 

 

M&E design for the meeting component  

The meetings component also needs to be monitored throughout the entire mission 

process. 

For each annual programme (year 1 and 2), there is a set of activities comprised of 

various meetings (workshops, trainings, committees, etc.) in the FAO log frame. 

For monitoring in 2012 - 2013, it will be important to track these inputs and associate 

appropriate fields such as: meeting location, countries and beneficiaries concerned, type 

of meeting (regional or national), meeting type (workshop, training, etc.), status (on-

going or closed), approval date, estimated and effective costs, beginning and end dates, 

etc. 

All information and documents related to each meeting will be monitored and stored in a 

specific M&E database (see section 3.4.2 below).  

The FAO SmartFish team will monitor and store documents related to the meetings 

component such as: meeting presentations, lists of participants (LP), draft and final 

reports (DR & FR), initiation forms (IF), draft agendas (DA), and other background 

documents (DOC). 
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Some of this information will be extracted from this database to determine a set of 

output indicators (see section 3.3 below) such as final reports from meetings. 

 

M&E design for the mission component 

The last component, missions, needs to be monitored throughout the entire mission 

process. 

For each annual programme (year 1 and 2), there is a set of activities and new missions 

in the FAO log frame. 

For monitoring in 2012 - 2013, it will be important to track these inputs and associate 

appropriate fields such as: type of expert (TSS, SmartFish GS, SmartFish P), country of 

performance, mission objectives, status (on-going or closed), approval date, etc. 

All information and documents related to each mission will be monitored and stored in a 

specific FAO M&E database (see section 3.4.2 below).  

The SmartFish team will monitor and store documents for the missions component such 

as, Terms of Reference (TOR’s), request for mobilization and use of incidentals forms 

(RFM), travel reports (TR), other background documents (DOC) and back to office 

reports (BTOR – Confidential, internal FAO document). 

Some of this information will be extracted from this database to determine a set of 

output indicators (see section 3.3 below) such as final mission report. 

 

3.3 Monitoring and Evaluation indicators 

The M&E plan 2012 - 2013 is based on the latest SmartFish-FAO log frame approved by 

the Steering Committee. 

For storage of all data and information, different datasheets have been created for the 

monitoring, evaluation and reporting matrix of the SmartFish-FAO IRFS programme.  

Three types of indicators will be regularly monitored as shown in the table below: 

 

Type of 

indicators 

Type of 

information 

Source of 

information 

Methods 

of data 

gathering 

Who will 

collect and 

analyse 

data 

Reporting 

frequency 

5 indicators for 

inputs         Every 3 months 

7 indicators for 

outputs     Every 3 months 

3 indicators for 
impacts     Annual 
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Input indicators 

Input indicators refer to the budget and other resources allocated to each level of 

SmartFish-FAO assistance. 

Some financial input indicators will be used to monitor progress in terms of 

commitments (annual) and payment of funds available for any operation, measure or 

programme in relation to its eligible costs. 

A set of five input indicators for Results 2 to 4 have been drawn up: the consultant is 

waiting for information from FAO for Results 1 and 5: 

Input indicators 
Type of 

information 

Source of 

information 

Methods of 

data 

gathering 

Person to 

collect and 

analyse data 

Reporting 

frequency 

Missions:  
Provision of Key 

Experts, TSS, 
SmartFish GS, 

SmartFish P  

Numeric 

and/or 

monetary 

IRFS project 
FAO M&E 

database 
Key Expert 

Every 3 

months 

Meetings: 
Completed 

activities (training 
courses, reports, 

etc.)  

Numeric 

and/or 

monetary 

IRFS project 
FAO M&E 

database 
Key Expert 

Every 3 

months 

Meetings: 
Number of 

consultative 
meetings 

workshops with 
stakeholders  

Numeric 

and/or 

monetary 

IRFS project 
FAO M&E 

database 
Key Expert 

Every 3 

months 

Contracts: 

Number of LOA, 
Sub. with Lending 

Employee 
(PSA.LEN), 

National 
Subscribers 

(PSA.NAT), 
Editorial Services 

(PSA.EDI), 

Translation 
Services 

(PSA.TRN)  

Numeric 

and/or 

monetary 

IRFS project 
FAO M&E 

database 
Key Expert 

Every 3 

months 

STE: 

Provision of  

Short Term Expert 
inputs (Consultant 

(COF.REG), 
Consultant WOC 

(COF.WOC), 
Consultant Retiree 

(COF.REG)  

Numeric 

and/or 

monetary 

IRFS project 
FAO M&E 

database 
Key Expert 

Every 3 

months 
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Output Indicators 

Output indicators will measure the results of all activities carried out under the 

SmartFish-FAO project. These activities are the first step towards achieving the 

operational objectives of the intervention and will be measured in terms of physical units 

(reports, meetings/training courses held, stakeholders trained, etc.). 

A set of seven outputs indicators has been drawn up for Results 1 and 5. 

 

For Result 1: seven indicators (see above) for Result 1 with xx outputs (e.g. xx data 

indicators max.) 

Output – log frame 

code 

Title Year 

   

   

   

 
For Result 5: seven indicators (see above) for Result 5 with yy outputs (e.g. zz data 

indicators max.) 

Output indicators Type of 

information 

Source of 

information 

Methods of 

data 

gathering 

Person to 

collect and 

analyse 

data 

Reporting 

frequency 

Assessment reports Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

Key Expert Every 3 

months 

Delivery of strategic 

plans and reports 

Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

Key Expert Every 3 

months 

Delivery of action 

plans 

Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

Key Expert Every 3 

months 

Technical outputs Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

Key Expert Every 3 

months 

Workshops and 

seminars held 

Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

Key Expert Every 3 

months 

Training courses held Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

 

Key Expert 

Every 3 

months 

Number of other 

stakeholders 

trained/received 

outreach opportunities 

Numeric/ 

monetary/date 

IRFS project FAO M&E 

database 

Key Expert Every 3 

months 

Output – log frame 

code 

Title Year 
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Result Indicator 

The result indicator measures the direct and immediate effects of FAO 

SmartFish-FAO interventions. It will provide information on changes in capacity, 

performance or behaviour of beneficiaries (IOC, COMESA, IGAD, etc.). Results 

will be measured in physical or monetary terms by means of interviews. 

One result indicator for Results 1 and 5 

Result 

indicator 

Type of 

information 

Source of 

information 

Methods of 

data 

gathering 

Person to 

collect and 

analyse 

data 

Reporting 

frequency 

Successful 
training 

outcomes 

Numeric 

/monetary 

Interviews with 

training 

participants 

FAO M&E 

database 

KE, trainee 

or STE 

Every 3 

months 

 

Impact indicators 

Impact indicators refer to the benefits of the SmartFish-FAO project beyond the 

immediate effects on its direct beneficiaries (IOC, COMESA, IGAD, etc.) both at the level 

of the intervention but also more generally in the programme area, e.g. in 19 countries. 

They are linked to the wider objectives of the SmartFish project. 

A set of three impact indicators have been drawn up for Results 1 and 5. 

Impact 

indicators 

Type of 

information 

Source of 

information 

Methods of 

data 

gathering 

Person to 

collect and 

analyse 

data 

Reporting 

frequency  

To be 

defined 

Note (i.e. 

from BCS) 
Beneficiaries 

FAO M&E 

database, 

BCS and MR 

TL and 

monitor 
Annual 

To be 
defined 

Note (i.e. 

from BCS)  
Beneficiaries 

FAO M&E 

database, 

BCS and MR 

TL and 

monitor 
Annual 

To be 
defined 

Note (i.e. 

from BCS) 
Beneficiaries 

FAO M&E 

database, 

BCS and MR 

TL and 

monitor 
Annual 

 

Baseline indicators 

The baseline indicators will be defined at the beginning of each year and used during the 

M&E phase 2 and to define the SmartFish-FAO project strategy.  
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3.4 Monitoring and Evaluation tools 

Three main tools will be used during the whole Project’s period of implementation: 

 Background conclusion sheet documents; 

 Database monitoring system – indicators and scoring (Microsoft Access); 

 M&E log frame matrix – indicators and scoring (Microsoft Excel). 

 

3.4.1  Background conclusion sheet documents 

The M&E plan will use the European Union’s background conclusion sheet (BCS) format 

as the checklist for the SmartFish-FAO project evaluation in 2012 – 2013 to identify and 

monitor relevance, efficiency, effectiveness, impact and sustainability. 

Relevance and quality of design 

Definition of relevance: "The appropriateness of project objectives to address targeted 

problems and the physical and policy environment within which it operates." 

Proposed data related to relevance: 

Relevance Weighting 

Was the original IRFS programme design well conceived?  25% 

- Were the needs, purpose and overall objectives properly defined?   

- Were the planned inputs and activities able to achieve the desired 
results, and meet the purpose and objectives?  

 

- Were the risks and assumptions correctly defined?   

How well did the project adapt over the course of implementation? 25% 

- To other external changes (risk and assumptions either foreseen or not)?   

- To different or changing needs?   

- To correct any internal design problems?   

- Were conditionalities respected?  

- Were conditionalities appropriate?   

How adequate (relevant) now are the following as presently defined:  50% 

- Project purpose and overall objectives?  

- Assumptions?  

- Inputs/activities?  

- Results?   

Note: a = very good; b = good; c = problems; d = serious deficiencies.   

Overall conclusion:   

Key recommended action(s) to be performed by whom, in order of priority.  
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Efficiency of implementation  

Definition of efficiency: "The cost, speed and management efficiency with which inputs 

and activities are converted into results, and the quality of results achieved."  

Proposed data related to efficiency: 

 

Impact 

Definition of impact: “The effect of the project on its wider environment, and its 

contribution to the wider objectives as summarized in the project’s overall objectives.” 

Proposed data related to impact: 

Impact Weighting 

Are the wider planned objectives being or likely to be achieved? 
3.4.1.1 60% 

- How far along are the OVI's according to the status of the overall 

objectives? 

 

- How well is the project contributing to the overall objectives?  

If there are other wider unplanned impacts, are they (a) very positive, 
(b) positive, (c) negative or (d) very negative? 

3.4.1.2 10% 

- In relation to the overall objectives?  

- In general?  

Adaptation to external factors? 
3.4.1.3 30% 

- If assumptions related to project purpose are incorrect, how well has the 

project adapted? 

 

- How well is the project adapting to any other external factors?  

- How well does the project coordinate with other relevant projects and 
donors? 

 

Efficiency Weighting 

Are project inputs 20% 

- Well-managed on a day-to-day basis?   

- On time?   

- At planned cost?   

Are project activities 20% 

- Well-managed on a day-to-day basis?   

- On time?   

- At planned cost?   

Are the results being achieved as planned?     50% 

- What is the quality of the results so far?   

- Have the planned results (quantity of) to date been delivered?   

- Have the OVIs (according to the FAO log frame) been achieved?   

How flexible has the project been to changing needs?     10% 

- If the assumptions did not hold true how well has the project adapted?   

- How well has the project adapted to other external factors?   

Note: a = very good; b = good; c = problems; d = serious deficiencies.   

Overall conclusion (for the record and comment only):   

Is there an implementation and disbursement schedule for the full project?   

Is there a work plan, if so how useful is it?   

Is there an internal monitoring system already in place?   

Key recommended action(s) to be performed by whom, in order of priority.  
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Note: a = very good; b = good; c = problems; d = serious deficiencies.  

Overall conclusion:  

Key recommended action(s) to be performed by whom, in order of priority.  

 

Effectiveness  

Definition of effectiveness: "An assessment of the contribution made by Results to 

achievement of the project purpose, and how assumptions have affected project 

achievements."  

Proposed data related to effectiveness: 

Effectiveness Weighting 

Are the targeted beneficiaries receiving the benefits?    70% 

- Are all targeted beneficiaries using (benefiting from) the results/services?  

- How good is the communication with targeted beneficiaries?   

- Do all targeted beneficiaries have access to project results/services?   

- To what extent are the OVI's of the project purpose being achieved?   

- How do the beneficiaries perceive the benefits?   

Are other uses or secondary effects (planned or not) of the results 

consistent with the project purpose and overall objectives? 
10% 

To what extent has the project adapted to external factors? 20% 

- If assumptions (at the results level of the log frame) have held good, how 

well is the project adapting to ensure beneficiaries prosper?  
 

- If other unexpected factors are involved, how well is the project adapting 
to ensure beneficiaries prosper?  

 

Note: a = very good; b = good; c = problems; d = serious deficiencies.   

Overall conclusion:   

Key recommended action(s) to be performed by whom, in order of priority.  

 

Potential sustainability 

Definition of sustainability: "The likelihood of continuation in the stream of benefits 

produced by the project."  

Sustainability begins with project design and continues throughout project 

implementation. It is not an issue only to be considered near project completion.  

Proposed data related to sustainability: 

Sustainability Weighting 

How much policy support is provided and how much responsibility do the 

recipients assume? 

16,7% 

- What support has been provided from the relevant national, sectorial and 

budgetary policies? 

 

- Do changes in policies and priorities affect the project and how well is it 

been adapting? 

 

- How much support, from the political, public and private sector, does the 

project receive?  

 

- Do conditionalities address long term needs for support?  

How well is the project contributing to institutional and capacity building? 16,7% 

- How far is the project embedded in local institutional structures?  
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- Are counterparts being properly trained for taking over the project 

(technically, financially and managerially)? 

 

- Are there good relations with new or existing institutions and are these 
institutions capable of continuing project benefit flow? 

 

How well does the project address socio-cultural issues and take into 

account gender issues? 

16,7% 

- Does the project correctly correspond to the local perception of needs?  

- What was the level of beneficiary participation in the design and ongoing 

implementation of the project? 

 

- Does the project acknowledge and accept gender roles and gender related 

needs? 

 

- Does the project respect local customs and if changes have been made, 

have they been accepted? 

 

- How good are the relationships between project management and the 

beneficiaries and their representatives? 

 

How well is the technology (human and technical) responding to and 

building on existing culture and knowledge? 

16,7% 

- How understandable and flexible is it?  

- How well does it encourage the development of local knowledge and 

capacity? 

 

- Does it improve the living conditions of beneficiaries?  

- How well does it maximize the use of local resources?  

Have environmental issues been taken into account? 16,7% 

- Are stakeholders and beneficiaries aware of the project's environmental 

responsibilities? 

 

- Has environmental damage been done or is likely to be done by the 

project? 

 

- Is the project respecting environmental needs?  

- Is the project managing its environmental responsibilities?  

- How well does the project respect traditional, successful environmental 

practices? 

 

Financial/economic soundness? 16,7% 

- Can benefits be maintained if economic factors change (e.g. exchange 

rate, commodity prices)? 

 

- If results have to be supported institutionally, are funds likely to be made 

available? 

 

- Will the services (results) be affordable for the beneficiaries upon project 

completion? 

 

- Are the persons/institutions responsible aware of their responsibilities?  

Note: a = very good; b = good; c = problems; d = serious deficiencies.  

Overall conclusion:  

Key recommended action(s) to be performed by whom, in order of priority.  
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3.4.2  Database monitoring system  

A monitoring tool was developed during May 2012: the FAO database for monitoring and 

evaluation.  

This tool was developed in Microsoft Access, to gather all data on SmartFish-FAO project 

activities, the inputs and outputs necessary for the programme, and according to the 

logical framework. 

The SmartFish-FAO database was developed based on the same model as the EU 

SmartFish database. 

In order to simplify the overall M&E for the SmartFish project, the 2 databases were 

integrated in one single databank. 

Figure 3: M&E database menu page 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

As shown in Figure 3 above, the database opens with 4 main menus: 

 One for EU/IOC SmartFish project; 

 One for SmartFish-FAO project; 

 One for all common databases (list of experts, log frame codes, list of meeting 

participants, etc.); 

 One to exit the software. 
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Description of the log frame code 

To better track all SmartFish activities, a simple coding for all results, modules, outputs 

and activities was developed: 

 

 

 

 

 

 

 

 

 

 

 

 

In order to be compatible with EU log frame code, the digit ‘PEx’ was replaced by ‘Year’. 

 

The main menu of the SmartFish-FAO project: 

Once inside the SmartFish-FAO project area, 4 submenus can be found: ‘Missions Voy’, 

‘STE’, ‘Contracts’ and ‘Meetings’. Each submenu will allow access to all related FAO 

project documentation: 

Figure 4: Main menu of the SmartFish-FOA project 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

For example: 

Result  = 1 
Module = 1 

Output = 1 
Year = 1 (PE for EU) 

Activity = 1 

Sub activity FAO a) = 1 
Log frame code = 111111 
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A ‘Missions’ fact sheet will be available on the main server to enable access to shared 

information from Key Experts and to facilitate collection of all the necessary information 

to establish monitoring performance indicators : 

Figure 5: Overview of the ‘Missions’ fact sheet  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the same way, an ‘STE’ fact sheet will also be available on the main server to enable 

access to shared information from Key Experts and to facilitate collection of all the 

information related to the missions of short term experts, to establish monitoring 

performance indicators: 

Figure 6: Overview of the ‘STE’ fact sheet  
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A fact sheet for the component ‘Contracts’ will also be available on the main server to 

enable access to shared information from Key Experts and to facilitate collection of all 

the information related to contract missions, to establish monitoring performance 

indicators : 

Figure 7: Overview of the ‘Contracts’ fact sheet  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

All meetings will also be tracked in the database by the SmartFish-FAO team and stored 

information will be used to establish performance indicators for the project: 

Figure 8: Overview of the ‘Meetings’ fact sheet  
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The entire SmartFish-FAO logical framework was codified in the database to enable 

better monitoring of activities, inputs, outputs and results of the IRFS programme: 

Figure 9: Overview of the logical framework code  

 
 

 
 

 
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

3.4.3  M&E log frame matrix - indicators and scoring (Microsoft Excel) 

All activities for each year have been codified; it will be easier to enter performance 

indicators of the SmartFish project in a table in Excel as shown below. 

Indicators and scoring: 

 

All essential data from the SmartFish-FAO logical framework will also be entered in a 

table in Excel. 

Outcome N° 

Output Indicator Baseline Target 
Source of 

Verification 
Assumption/risk 

      

      

      

      



 The monitoring and evaluation plan 27 

 

Figure 10 shows an example of the percentage of activities realized/estimated per period 

by result for the EU SmartFish project. 

Figure 10: Sample graph to show achievements per result per period  

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The following table will be reviewed periodically to check the progress of the SmartFish 
project:  

 

The M&E log frame matrix: 

 

General or 

specific 

activity 

Specific activity 

(what is being 
done or 

assessed)  

Activity 
timeframe 

Person 
responsible 

for data 

collection/ 
analysis  

Person 

responsible 
for 

reporting  

Reporting 
timeframe 

Author 

of 

report 

Monitoring 

Objectives Impacts, 

fundamental 

changes 

Annual     Annual  

Context, risks 

and 

assumptions 

Social, political, 

economic, 

environmental, 
negative outcomes 

Annual     Annual  

Impact Target 

population’s 
response to 

project outputs 

Annual      Annual  

Outputs, 
including 

institutional/ 
organisational 

issues 

Project products 
achieved 

Monthly     Quarterly  

Activities 
(physical) 

Distribution and 
delivery;  

actual versus 
planned 

Monthly     Quarterly  

Inputs 

(financial) 

Resources; used 

versus budget 

Monthly     Quarterly  

0%

10%

20%

30%

40%

50%

60%

70%

80%

R2 R3 R4 R7 Total

25% 

43% 

73% 

36% 

44% 

16% 

38% 

60% 

29% 34% 
PE0

PE1
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Evaluation     Evaluation 

Baseline Indicators for 

impacts, effects, 
context, 

assumptions 

At start-up     ASAP after 

study 

 

Annual review Financial, physical, 
outputs, effects, 

context, 

assumptions 

Annual     Annual  

Mid-term 

evaluation 

Organisational 

structure, design 

Progress: physical, 
financial, 

Achievements: 
outputs, effects 

context, risks, 
assumptions 

After 2 

years 

    ASAP after 

study 

 

Final 

evaluation 

As above, plus 

impacts, 
sustainability, 

possibly cost-
benefit 

6 - 9 

months 
before the 

end of the 
project 

     Prior to 

phase out 

 

Other 

Special studies             

M&E training              

Training on 

report writing 

            

 

Finally, an overall assessment of the progress of the project and its impacts will be 

summarized in chart form as in Figure 11.  

Figure 11: Sample chart to show project progress  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Result 2 = 9 
26% 

Result 3 = 8 
24% 

Result 4 = 11 
32% 

Result 1 = 6 
18% 

Number  of contracts per result 
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4. The monitoring and evaluation framework for the IRFS 
programme  

It is important that monitoring and evaluation of an intervention or SmartFish-FAO 

management decisions are planned, organised and have clear objectives and 

corresponding methods to achieve them.  

This section provides the SmartFish project with a framework for M&E. This framework 

will be used for day-to-day management, as well as annual planning and longer-term 

strategies. There are 3 stages to the SmartFish-FAO M&E framework, which are outlined 

below.  

Figure 12: The three stages of the SmartFish-FOA M&E framework  

 
 

 
 

 
 

 

 
 

 
 

 
 

 
 

 

 
 

 
 

4.1 M&E planning 

During the M&E planning and design phase, six main points were discussed with the 

entire SmartFish-FAO project team: 

 Confirmation of objectives, expected outputs and results;  

 Development of an M&E plan for outputs and activities;  

 Establishment of performance indicators and a starting baseline; 

 Identification of data to be collected; 

 Identification of methods for gathering data; 

 Formulation of a timetable for implementation.  
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Confirmation of objectives, expected outcomes and outputs  

The first step was to validate the FAO project’s aims and objectives and the input and 

output data needed for monitoring activities; the objectives and outputs were confirmed 

and approved by the Steering Committee in 2011. 

Development of an M&E plan for outputs and activities  

The second step involved studying all the input and output data of the SmartFish-FAO 

project and all activities undertaken by the project over the first year and planned 

activities for the second year. 

Establishment of performance indicators and a starting baseline  

The following step was to establish performance indicators to measure the achievement 

of objectives and the level of results generated by the project. Performance indicators 

may need to take into account: 

 underlying trends; 

 the environment in which the intervention is operating; 

 external factors, which have not been measured and could have an impact on 

interventions. 

A baseline was established to understand each performance indicator. 

Identification of data to be collected  

The SmartFish-FAO team next had to decide:  

 What data need to be collected to measure the results of any intervention during 

years 1 and 2 against performance indicators; 

 When and how often are data required; 

 What format the data required should be in (paper records, electronic records, 

databases and Excel spreadsheets, etc.); 

 Availability and accuracy of data to be collected. 

Identification of methods for gathering data  

Once the project data was identified, the next step was to study the best methods to 

periodically collect and store data in a software tool, adapted to establish (in near real-

time) performance indicators for better monitoring of project activities. 

Formulation of a timetable for implementation  

To ensure that SmartFish-FAO management decisions run as planned, a timetable for 

implementation will be used. This timetable will list all the key stages of work, including 

milestones for the key activities: missions, contracts, STE, meetings. It will also include 

milestones for regular M&E reviews of the inputs and outputs, and will be regularly 

updated to reflect any necessary changes. 
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Figure 13: M&E planning overview  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

4.2  Monitoring and Evaluation Implementation 

Three main activities will be developed during the M&E implementation phase: 

 Implementation of the M&E plan and data collection;  

 Monitoring progress;  

 Evaluation and mid term review. 

Implementation of M&E intervention and data collection 

One of the M&E actions will be to verify objectives and outputs by means of a checklist:  

 Specific: Objectives should specify what the SmartFish-FAO team aim to achieve.  

 Measureable: The SmartFish-FAO team should be able to measure whether they 

are meeting objectives or not.  

 Achievable: Are the objectives, set by the SmartFish-FAO team, achievable and 

attainable?  

 Realistic: Can the SmartFish-FAO team realistically achieve the objectives with the 

resources they have?  

 Timely: What is the timeframe for achieving the set objectives? 
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The role of the M&E function is to undertake the necessary actions to support the project 

until September 2013, analyzing the progress of activities under the log frame, by 

means of the performance indicators that were defined during the planning process, 

monitoring the project's internal dimensions and preparing all documents and indicators 

for assessment and external monitoring. 

Monitoring progress  

Monitoring progress is essential to enable any necessary adjustments to implementation, 

structures and processes used in the project to be made:  

 Monitor inputs (e.g. number of meetings per month, Figure 14); 

Figure 14: Extract from EU SmartFish database; number of meetings per month  

 
 

 Monitor output and results data; 

 Measure data against SmartFish performance indicators; 

 Monitor any new data that would be useful to collect and monitor; 

 Present all M&E results in a periodic monitoring report; 

 Establish an evaluation framework. 

Figure 15: Extract from the EU SmartFish database; number of meetings held 

per country 
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Evaluation and Mid Term Review 

 

Following the periodic monitoring, an evaluation will be made by March 2013, with an 

assessment of all impacts; this will be presented in a checklist evaluation analysis form 

and spreadsheets. 

Indicator 

Baseline 

value 

Current 

value Amount of change (#) Percentage change (%) 
    Current – Baseline (either positive or 

negative results) 

Percentage change = Current – 

Baseline/Baseline 

 

Figure 16: Example: number of Contracts/STE/Missions/Meetings per year for 

the SmartFish project 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

To assess all activities, it will be important to present information related to the 

achievement of physical activities in a report every 3 months: 

Figure 17: Reporting overview 
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In the same way, an assessment of risks and negative outcomes will be written up in a 

monitoring form: 
 

Level of 

problem/concern 

Problems 

encountered 

 Solutions 

recommended 

Decisions 

made 

Actions 

taken 

Stakeholder/Partner level 
    

Project level  
    

Donor level 
    

 

4.3 M&E Post-implementation, long-term monitoring 

Data analysis  

Once interventions have been implemented and data collected for evaluation, the IRFS 

programme should: 

 Compare outcome data with baseline data; 

 Report the information simply and effectively; 

 Calculate intervention costs, including any inputs monitored during the 

intervention; 

 Calculate the cost-effectiveness of interventions; 

 Examine trends across the board and in any similar/related areas to assess 

the wider impact of the SmartFish project. 

Report and publicise results  

Reporting and publicising the results is a continuation of the evaluation process. It is 

important to give all evaluated actors involved in the project a sense of closure of both 

the evaluation and the project. This could be achieved via a feedback and lessons 

learned session or by means of a global spreadsheet form. 

Figure 18: Scoring of project performance against IRFS programme monitoring 

scale 





SmartFish is a regional fisheries project managed by the Indian Ocean 
Commission, funded by the European Union and co-implemented by the Food 
and Agriculture Organization of the United Nations. SmartFish, which operates 
in 20 countries throughout the East and Southern Africa - Indian Ocean region, 
focuses on fisheries governance, management, monitoring, control and 
surveillance, trade, and food security.

Fisheries make significant contributions to economies, food security, poverty 
reduction and foreign exchange in the ESA–IO region. To address the 
development and sustainability of the sector, the 2009 Eastern and Southern 
Africa Council of Ministers endorsed a Regional Fisheries Strategy for the 
region.

One of the main components in the implementation of a regional fisheries 
strategy will be to ensure that interventions and support provided over the 
lifespan of the project are sustainable. In this regard, special attention must be 
paid to ensure that activities implemented under each result area have built-in 
safeguards and systems to assist with this objective: this will be part of the 
monitoring and evaluation plan. 

This report provides guidelines on the key elements of evaluation and 
monitoring and evaluation checklist that SmartFish-FAO can use for planning 
and day-to-day management. This report also outlines how the regional 
fisheries strategy programme can monitor and evaluate whether objectives are 
being met, establish success criteria and ultimately define an agreed vision of 
what future fisheries should be achieving.
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