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T
he way in which projects are planned and carried out follows a

sequence, usually known as Project Cycle Management, beginning

with an agreed strategy, which leads to an idea for a specific action,

oriented towards achieving a set of objectives, which then is formulated,

implemented, and evaluated with a view to improving the strategy and fur-

ther action. The project cycle provides a structure to ensure that stakehol-

ders are consulted and relevant information is available, so that informed

decisions can be made at key stages in the life of a project.

The objective of this document is to provide comprehensive information and

tools concerning the monitoring of projects, and to highlight the interrela-

tion between the monitoring process and the other elements of the Project

Cycle Management. The concept of evaluation and monitoring are often

mixed up, therefore the importance of understanding their relationship.

Monitoring is the systematic and continuous collecting, analysis and using

of information for the purpose of management and decision-making, it the-

refore represents an exhaustive and regular examination of the resources,

outputs and results of a project, it is a continuous process carried out during

the execution of a project with the intention of immediately correcting any

deviation from operational objectives. Monitoring generates data that can

be used in evaluations.

Evaluation is a periodic assessment of the efficiency, effectiveness,

impact, sustainability and relevance of a project in the context of stated

objectives. It is usually undertaken as an independent examination of the

background, objectives, results, activities and means deployed, with a view

to drawing lessons that may guide future decision-making, it therefore

seeks to determine as systematically and objectively as possible the rele-

vance, efficiency and effect of a project in terms of its objectives.

While monitoring is implemented during the entire project’s life cycle, eva-

luation is only performed in specific moments of this cycle (start, interme-

diate, final), it is therefore clear that monitoring provides the essential ele-

ments of an evaluation. Having this in view, this document will specifically

assess “monitoring”, as its objective is to provide support to project mana-

gers, and will only refer to “evaluation” in the case of periodic assessments.
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The activities of a project represent the backbone of the aims behind any

strategy, as a consequence an activity schedule is the central tool of any

given project. An activity schedule represents in detail the items to moni-

tor, therefore it can be seen as a monitoring schedule. For more detail on

activity schedules see annex 1.
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1) MONITORING PROJECTS

P
rojects pursue certain objectives. Objectives are defined as the desi-

red effects of the action. The achievement of project objectives can

be measured in terms of: inputs (e.g. financial, human, technical,

physical or other resources invested in an action), outputs (that which is

accomplished with the inputs), results (initial impact) and outcomes (longer

term impact).

Project monitoring is an integral part of day-to-day management. It provi-

des information by which management can identify and solve implementa-

tion problems, and assess progress. Project monitoring is closely related to

the project cycle management essential elements, therefore the following

basic issues need to be regularly monitored: 

• Which Activities are underway and what progress has been made (e.g.

at weekly intervals)? 

• At what rate are means being used and cost incurred in relation to pro-

gress in implementation (e.g. monthly)? 

• Are the desired results being achieved (e.g. quarterly update)? (effi-

ciency)

• To what extent are these results furthering the project purpose (e.g.

half-yearly analysis)? (effectiveness)

• What changes in the project environment occur? Do the assumptions

hold true? 

Project management checks how the objectives are met, and analyses the

changes in the project environment including key stakeholder groups, local

strategies and policies. If progress falls short, corrective action has to be

taken. Details of any action have to be included in the next progress report. 

■ 1.1. Monitoring Criteria

Monitoring must assess in particular the following aspects and answer the

respective questions concerning the implementation of the project; the RE-

USE criteria are:
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Relevance:

The appropriateness of project objectives to
the problems that it was supposed to add-
ress, and to the physical and policy environ-
ment within which it operated, including an
assessment of the quality of project prepara-
tion and design – i.e. the logic and complete-
ness of the project planning process, and the
internal logic and coherence of the project
design. 

To what extent are the pro-
gramme’s objectives pertinent
to the evolving needs and
priorities at both national and
EU levels?

Utility: (impact)

The effect of the project on its wider envi-
ronment, and its contribution to the wider
sectoral objectives summarised in the pro-
ject’s Overall Objectives, and on the achie-
vement of the overarching policy objecti-
ves of the EC.

How do the programme’s
results and outcomes compare
with the needs of the target
population?

Efficiency:

The fact that the Results have been achie-
ved at reasonable cost, i.e. how well
inputs/means have been converted into
Results, in terms of quality, quantity and
time, and the quality of the Results achie-
ved. This generally requires comparing
alternative approaches to achieving the
same outputs, to see whether the most
efficient process has been adopted.

How economically have the
various inputs been converted
into outputs, results and out-
comes?

Sustainability:

An assessment of the likelihood of benefits
produced by the project to continue to flow
after external funding has ended, and with
particular reference to factors of ownership
by beneficiaries, policy support, economic
and financial factors, socio-cultural
aspects, gender equality, appropriate
technology, environmental aspects, and
institutional and management capacity.

To what extent can the positi-
ve changes be expected to last
after the programme has been
terminated?.



■ 1.2 Basic Steps of Monitoring

Monitoring creates the information base required for steering and decision

taking during implementation. Since monitoring is not only done within a

project but also by the different levels within the funding process, decisions

must be taken on what information is required to control the project imple-

mentation process and how it is to be obtained, collected, analysed, dispat-

ched. Therefore, monitoring will usually involve the following steps:
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Collecting data,
(facts, observation and measure-
ment) and documenting them 

• Indicators for objectives at all
levels of the logical framework 

• Quality and appropriateness of
activities and use of resources
(performance) 

• Project environment (indicators for
assumptions) 

• Project impact 
• Cooperation with target groups and

partners 

Effectiveness:

An assessment of the contribution made
by Results to achievement of the Project
Purpose, and how Assumptions have affec-
ted project achievements.

How far have the programme’s
results and outcomes contribu-
ted to achieving its specific and
general objectives?
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Analysing and drawing conclusions.
(Interpretation) 

• Comparison of planned and actual
achievements (planned and unfo-
reseen), and identification of devia-
tions (review) and conclusions 

• Changes in project environment
and consequences for project; dra-
wing conclusions 

• Comparison of planned and actual
mechanisms and procedures of
project organisation and coopera-
tion with target groups; identifica-
tion of deviations and conclusions 

>>>



■ 1.3 Implementation and Monitoring

Usually, projects are implemented over several years. Project management

is responsible for implementation, the latter generally being composed of

the following periods:

• Inception period 

• Main implementation period 

• Final period 

Throughout the implementation of the project and depending on the modalities

fore-seen in the contract/financing agreements, three major principles apply:

1. Planning and re-planning.

The initially prepared implementation plan, activity and resource schedules

are regularly reviewed, refined, and updated accordingly.

2. Monitoring.

Project management has the task of establishing sufficient controls over the

project to ensure that it stays on track towards the achievement of its

objectives. This is done by monitoring (internal) which is the systematic and

continuous collection, analysis and use of information for management

control and decision-making. Implementation is a continuous learning pro-

cess where experience gathered is analysed and fed back into planning and

updated implementation approaches. 

3. Reporting.

The project management must provide reports on progress. The aim of

these reports is to provide sufficiently detailed information to check the

state of advance of the project in light of its objectives, the hoped for results

and the activities to be carried out. These reports cover also details of bud-

get implementation, and include the details of the future budgetary provi-

sions for the following reporting period. Progress reports are most likely to

be submitted on a quarterly basis. These principles are reflected in the

approach to documentation to be followed during implementation.
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Making recommendations (judge-
ments) and taking corrective action 

• Adjustment of timing of activities
and resources 

• Adjustment of objectives 
• Adjustment of procedures and co-

operation mechanisms 

Step Content



Concerning overall implementation it is important to define an implemen-
tation schedule. It is an administrative planning and monitoring document
covering administrative milestones and sequencing from the preparatory
phases to project completion and evaluation. It provides an idea on how
these milestones are met, and whether delays occur.

During Implementation, this can indicate the need for re-planning, given
the fact that e.g. the remaining period may not be sufficient to undertake
certain works, studies, etc. As all other planning documents, the imple-
mentation schedule has to be updated by the project management, and
should be included in the progress reports. Conclusions with regard to
deviations should be made there. While work plans are objective-oriented
and include resource scheduling related to these objectives, the imple-
mentation schedule emphasizes resource categories that may require bud-
getary commitments and / or tendering, as well as other administrative
milestones like reporting that may also lead to disbursements. 

The expected outcomes of Implementation are:

• A successful project meeting its purpose and contributing to its overall

objectives. 

• Evidence that means allocated have been used in an efficient, effective

and transparent way. 

■ 1.4 Objectives and indicators

As mentioned before, projects pursue certain objectives. Objectives are

defined as the desired effects of the action. The achievement of program-

me objectives can be measured in terms of: inputs (e.g. financial, human

technical, physical or other resources invested in an action), outputs (that

which is accomplished with the inputs), results (initial impact) and outco-

mes (longer term impact).

Corresponding to the distinction between outputs, results and outcomes

there are four types of objectives:

• input objectives expressed in term of inputs.

• operational objectives expressed in terms of outputs.

• specific objectives expressed in terms of results.

• general objectives expressed in terms of outcomes.

To know if a project has met its objectives we need to rely on indicators. An

indicator is a measurement of the objective to be achieved. Indicators pro-
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duce information in terms of inputs, outputs, results and outcomes.

• input indicators measure the actual use of resources

• output indicators measure what is accomplished with inputs

• result indicators measure the direct and immediate impact

• outcome indicators measure the indirect and longer term impact

The information provided by an indicator can either be of a quantitative

nature, therefore both verifiable and measurable, or of a qualitative natu-

re, therefore only verifiable. This information should help the project mana-

gement monitor actions and progress against objectives.

Usually indicators consist of ratios defining a relationship between two

values, values used in a ratio usually represent the inputs, outputs, results

and outcomes. Each project should have a specific set of indicators accor-

ding to its nature, herewith some examples:

• input indicators: man-days / staff costs, equipment costs / direct costs.

• output indicators: dissemination costs / total costs.

• result indicators: number of persons trained / total cost.

• outcome indicators: number of persons aware of the project / total cost.

It is difficult to define what value is optimal for an indicator, as it depends

on the nature of the project, what is really important is to analyse the evo-

lution of these indicators in such a way as to determine if the objectives are

being reached. The real importance of using indicators is that they must be

analysed and interpreted with the view of taking the appropriate manage-

ment decisions, and not merely calculate them and put them in a report.

◗ 1.4.1 Identifying Indicators

Indicators (Objectively Verifiable Indicators) describe the project’s objecti-

ves in operationally measurable terms (quantity, quality, target group(s),

time, place). Specifying OVIs helps checking the viability of objectives and

forms the basis of the project monitoring system. OVIs should be measura-

ble in a consistent way and at an acceptable cost. Sources of Verification

(SOV) are documents, reports and other sources providing information that

makes it possible to check the indicators.

A good OVI should be SMART:

• Specific: measure what it is supposed to measure 

• Measurable and 



• Achievable at an acceptable cost 

• Relevant with regard to the objective concerned 

• Time-bound 

In addition, indicators should be independent of each other, each one rela-

ting to only one objective, i.e. to one of the overall objectives, to the pro-

ject purpose or to one result. Indicators at the level of the results should

not be a summary of what has been stated at the activity level, but should

describe the consequences. Often, it is necessary to establish several indi-

cators for one objective, if the single indicator does not provide a full pictu-

re of the change expected. Together, these will provide reliable information

on the achievement of objectives. At the same time, the trap of including

too many indicators should be avoided.

Also, the measurement and interpretation of OVIs should be identical if

determined by different persons, i.e. that different persons using the indi-

cator would obtain the same measurements. This is more easily done for

quantitative measures than for those that aim at measuring qualitative

change.

OVIs should already be defined during identification and appraisal, but they

often need to be specified in greater detail during implementation when

additional information is available and the demands for monitoring become

apparent. Care should be taken to ensure that the OVIs for the project pur-

pose - the project’s “centre of gravity” - do in practice incorporate the

notion of “sustainable benefits for the target group”.

In fact, the role of Indicators is not limited to project monitoring and eva-

luation. They also play a vital role in all phases of the project cycle. When

indicators are formulated, the source of verification should be specified at

the same time. This will help to test whether or not the indicators can be

realistically measured at the expense of a reasonable amount of time,

money and effort. The SOV should specify:

• the format in which the information should be made available (e.g. pro-

gress reports, project accounts, project records, official statistics etc.) 

• how regularly it should be provided. (e.g. monthly, quarterly, annually, etc.) 

Sources outside the project should be assessed for accessibility, reliability

and relevance. The work and cost of collecting information to be produced

by the project itself should also be estimated and adequate means provi-

13

Project monitoring and evaluation
1.  Monitor ing projects

m
o
n
it
o
ri
n
g
 p

ro
je

ct
s



ded. There is often a direct relationship between the complexity of the SOV

(i.e. ease of data collection and analysis) and its cost. If an OVI is found too

expensive or complicated to collect, it should be replaced by a simpler,

cheaper and often indirect OVI. For more information see annex II.

■ 1.5 Reporting on Progress 

During the inception period of a project, mechanisms for communication

have to be established to ensure that the necessary information is genera-

ted and utilized in a timely and effective manner. In this context: 

• Progress review meetings are useful to review progress against the

plan. This may be also an opportunity for written reports to be presen-

ted and discussed, or simply for a rapid oral assessment of current issues

and problems. 

• Project progress reports provide periodic summaries of project prog-

ress incorporating key information from the physical and financial indi-

cators included in the activity schedule and resource schedule. 

Progress reports are to be written in a standard format allowing for compa-

rison between reports over time. The purpose of progress reports is to pro-

vide updates on achievements against indicators and milestones, using the

following framework: 

• Data about intended achievements, is compared with actual achieve-

ments. 

• Data on actual achievements should identify significant deviations from

plan and serve as a basis for.identification of problems and opportuni-

ties, and capable to identify corrective action and alternatives.

■ 1.6 The Monitoring Report

The monitoring or evaluation report should mirror the above-mentioned cri-

teria, taking into account the nature of the project, the stage at which the

monitoring is carried out, and the users for whom the report is prepared. It

should be kept in mind that information requirements vary widely between

the different types of users.

When drafting Terms of Reference it is necessary to decide the relative

importance of each of the monitoring criteria for a given project: usually, a

mid-term evaluation will rather focus on questions of efficiency (while

impact issues will not be of highest importance); ex post evaluations may
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rather focus on questions of impact and sustainability. In any case, conclu-

sions need to be based on the analysis, and the link between recommen-

dations and conclusions needs to be clear. Recommendations should either

concern the project in question or similar projects in the future, depending

on the type of evaluation.

Several standard formats for monitoring and evaluation exist, however, the

structure of a given report should be determined primarily by its intended

main purpose and its target groups/users. In general, the main sections of

an evaluation/monitoring report should be as follows: 
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Executive Summary 

Main Text 

With a tightly drafted style, able to be
used as a freestanding document. It
should be short. It should focus on the
main analytical points, indicate the
main conclusions, lessons learned and
specific recommendations. Cross-
references should be made to the cor-
responding page or paragraph num-
bers in the main text that follows. 

The main text should start with an
introduction describing, first, the
project or programme to be evalua-
ted and, second, the evaluation
objectives. The body of the report
should follow the five evaluation cri-
teria, describing the facts and inter-
preting or analysing them in accor-
dance with the key questions perti-
nent to each criteria. 

>>>
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■ 1.7 Monitoring the Elements of a Project

◗ 1.7.1 Monitoring Activities and Resources

The monitoring of activities compares the time planned for and finally requi-

red to carry out an individual activity. Thus, it can be judged whether the

work plan can be adhered to. The major tool is the work plan that should

be sufficiently detailed to allow for such a judgement. Deadlines are defined

as the point time until which a specific activity has to be completed; while

milestones are key events in the implementation of activities that provide a

measure of progress and a target for the project team to aim at. The sim-

plest possible milestones are deadlines.

Both milestones and deadlines provide the basis on which project imple-

mentation is monitored and managed. Whenever individual activities devia-

te from the schedule, the consequences on other activities and resources

must be considered. Causes of these deviations need to be analysed and

timing may have to be adjusted. If deadlines for activities that are not being

met or influence the timing of other activities, project management should

react by adjusting plans, shifting resources, etc.

Conclusions and Recommendations 

Annexes 

These should be presented as a
separate final chapter. Each key
conclusion should have a correspon-
ding recommendation. The key
points of the conclusions will vary in
nature but will often cover aspects of
the monitoring criteria. 
The value depends on the quality and
credibility of the recommendations
offered. Recommendations should
therefore be as realistic, operational
and pragmatic as possible, and tar-
geted to the appropriate audiences. 

Any useful document capable of fur-
ther detailing and document the
monitoring
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and quality. The time required for making them available is often underes-

timated. This concerns both human resources and physical resources. To

ensure the project’s liquidity, availability of funds for the future must always

be monitored, including situation of the budget, exchange rates, etc. If tar-

get groups contribute to financing project activities, it must be assured that

they can meet the requirements. Purchase of equipment, contracting for

works and supplies will have to follow the applicable rules. Project mana-

gement has to ensure that planning of activities reflects the time required

to mobilise the resources.

The utilisation of the required resources is monitored on the basis of activi-

ty and resource schedules. Monitoring the use of resources mainly concerns

analysing the resources used as to the results they achieved. This will allow

estimates of project efficiency. Properly managing the use of resources

means identifying deviations from the scheduling, and taking corrective

action if required. The control of funds requires regular budget reviews and

possibly subsequent updates of the budget. Major modifications in the bud-

get will require amendments to contracts or financing agreements.

◗ 1.7.2 Monitoring Assumptions

While activities and results are very often regularly monitored, adequate

monitoring of assumptions and risks is rather rarely done. As for results,

assumptions can also be tagged with indicators and sources of verification.

Monitoring assumptions should provide an overview of the achievement (or

progress towards) the assumptions, and relevant remarks and suggested

corrective action. Project management is asked to react as immediately as

possible if assumptions do not hold true and jeopardise project success, e.g.

through adjusting planning, convening meetings with concerned parties and

partners. 

◗ 1.7.3 Monitoring Results

The monitoring of results is based on the indicators for the results. The

Indicators represent the desired situation at a specific time or at the end of

the project period. However, this may not be sufficient for managing the

project, since very often decisions have to be taken at shorter intervals to

control implementation. Therefore, results may have to be broken down in

interim results and described by additional Indicators that cover the rele-

vant planning period. 



Progress is assessed by comparing an initial situation with the current

situation. When establishing the initial situation (which should have been

done during project preparation, and updated during the inception period),

it should be kept in mind that a wide range of data collection methods

exist, and that the simplest and clearest methods certainly are the most

useful.

◗ 1.7.4 Monitoring Impacts

Impact monitoring specifically analyses the following elements: 

• Project effectiveness (doing the right things) and beyond, i.e. the positi-

ve and intended impacts.

• The side effects not included in the log frame.

• The negative impacts. 

These effects and impacts may become evident during the course of a pro-

ject or only later. Impact monitoring should be set up during the course of

a project. Apart from the project level, the analysis becomes most impor-

tant for evaluation, strategic future project identification and formulation.

The monitoring of effects and impacts is different from other kinds of moni-

toring because of: 

• The long-term period of observation, i.e. there may be a considerable

time gap between the achievement of the results and the emergence of

benefits and impacts. In such cases it may be helpful to work with pro-

cess-oriented indicators, i.e. indicators that are likely to show first and

subsequent signs of the intended impact. They should at least give a

good indication of whether the project is on the right track. Usually the

assessment will involve direct feedback from and assessment by the tar-

get groups; 

• A close connection between changes due directly to a project or pro-

gramme, and its environment and context, i.e. that it is often difficult to

distinguish between changes occurring directly due to the project and

changes that would already have taken place without the project (incre-

mental benefits).

The procedure and instruments for impact monitoring are the same as for

monitoring of results: collecting information in the form of tables and time

sequences, etc. 
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◗ 1.7.5 Monitoring Quality

• Objectives: Degree to which the proposal addresses the priority

theme(s) and whether the implementation of the project and its outputs

and results are likely to make a useful contribution to improving the

theme mainstream operations and its further development.

• Target groups: Clarity of who (persons, companies, others) directly and

indirectly (through dissemination activities/mainstreaming efforts) bene-

fit from the project. 

• Innovative aspects: Extent to which the innovative activities/approa-

ches are clearly innovative and do not simply replicate work that is alrea-

dy being done. Are they innovative/new to the organisations involved,

the target groups or sectors concerned, or in the regional/national

context?

• Outcomes and results: Degree to which the expected outputs and

results of the project meet the actual situation (publications, conferen-

ces, web-sites). Are the outputs and results in relation to the budget,

timetable and activities to be performed? Is the degree of transferability

of the results as expected, and are they relevant for the objectives and

not too closely tied to a specific sector or area?

• Work programme: Are the activities performed relevant to and cohe-

rent with the objectives and activities planned, is the project being

"thrown together". Is the work programme still feasible and in relation

with the planned duration, is it possible to carry out all of the activities

proposed? 

• Implementation timetable: Do the activities performed match with

the initial proposal as well as the initial cost in the budget?

• Partnership: Do the partners continue to be consistent with the objec-

tives and priorities of the project and the priority theme(s) it addresses?

Is each partner active; the project is not too dominated by one single

partner?

• Transnationality: Does the exchange of information and expertise take

place within a structured and comparative process? Are the existing

approaches and instruments able to transfer to situations in other

Member States? Does the joint development of new approaches and pro-

ducts respond to demands and needs in different Member States? Does
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the project perform as one coherent, transnational effort or does it look

like a set of isolated projects running in parallel in different Member

States?

• Dissemination and visibility of the project: Is the dissemination/publicity

strategy responding to the objectives? Are the target audience and the

methods of dissemination consistent with the timetable, work program-

me and budget estimate?

• Monitoring and evaluation: Does the monitoring and evaluation strate-

gies effectively measure the results actually obtained. Does the measu-

rability and verifiability of achievement indicators take place, do they

address issues such as the performance of external experts or assistan-

ce? Will the strategy continue to evaluate beyond the immediate dura-

tion of the project and is the evaluation methodology applied coherent-

ly? Do the pre-defined operational objectives and the achievement

(quantitative and qualitative) indicators allow the effective measure of

the results actually obtained?

• Subsequent actions: Does the work programme and activities actually

commit to capitalise on the results of the project far beyond the duration

of the project?

• Quality: Does everybody do what they should be doing and are these

activities linked to attaining the objectives? Do the partners show an

understanding of the issues and objectives and do they go about achie-

ving them? To what extent is the project still suitable for funding?

m
o
n
it
o
ri
n
g
 p

ro
je

ct
s

20

Project monitoring and evaluation
1.  Monitor ing projects



Monitoring 
the budget

2



M
o
n
it
o
ri
n
g
 t

h
e
 b

u
d
g
e
t

22

Project monitoring and evaluation
2.  Monitor ing the budget

2) MONITORING THE BUDGET

T
he Financial Regulation of the Communities establishes the basic

principles for the Community financial contribution to indirect

actions. This contribution is usually made by means of a call for pro-

posals. There are differences relating to the amount and nature of the finan-

cial contribution, grants are limited to a contribution to certain costs (or in

special cases a lump sum payment) incurred by the beneficiary. Grants for-

bid any profit and may cover only a position of the total costs. The most

common contribution is the reimbursement of eligible costs (Grant to

Budget).

■ 2.1 Principles

The Community financial contribution to grants which reimburse eligible

costs must conform to the principles and rules established by the Financial

Regulation. These principles must be followed at the level of the project

itself:

• The principle of non-profit

• The principle of co-financing

• The principle of additionality.

Eligible costs should be “actual, economic and necessary”:

• Actual: Costs must be actually incurred (real costs). That is they must

be real and not estimated, budgeted or imputed. They must be recorded

in the accounts or tax documents and be identifiable and controllable.

This rule ensures that fictitious costs are avoided such as internal invoi-

ces, subjective estimations or opportunity costs. To be actual, costs must

be incurred during the lifetime of the project. Costs will not be eligible if

they are incurred before the beginning or after the end of the duration

of the project, except for the costs incurred in drawing up the final

reports which may be incurred during the period of up to 45 days after

the end of the project or the date of termination whichever is earlier.

• Economic: refers to the standard of “good housekeeping” in spending

public money effectively. Economy can be understood as minimising the

costs of resources used for an activity (input), having regard to the

appropriate quality and can be linked to efficiency, which is the rela-
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tionship between the outputs, in terms of resources used to produce

them. Effectiveness is concerned with measuring the extent to which the

objectives have been achieved and the relationship between the inten-

ded impact and the actual impact of an activity. Cost–effectiveness

means the relationship between project costs and outcomes, expressed

as costs per unit of outcome achieved. Costs must be reasonable and

comply with the principles of sound financial management, with the

objectives of the project and with the formal aspects of reporting of

these expenditures, including the follow-up of the budget in terms of

budget allocation and schedule of the cost. Finally, costs must be in rela-

tion with the normal behaviour of the participant.

• Necessary: the costs must be necessary for carrying out the project and

directly linked to the subject matter and scope foreseen in it. The cost

must be coherent with the terms of reference and also must be present

in the budget included in the contract or in the description of activities

(usually Annex I) annexed to the contract.

■ 2.2 Eligible Costs

Each partner must apply the same cost reporting model established under

the terms of reference of the funding agreement. Usually these models are

made available by the funding agency, which also provides details concer-

ning the costs structure, which is generally composed of the following costs:

• Direct costs: Are eligible costs that are associated directly to the project,

and are determined by the contractor in accordance with its usual

accounting practices.

• Direct additional costs: are eligible costs additional to the normal recur-

ring costs of the contractor that are associated directly to the project and

are not covered by any other sources of funding. Direct additional costs

of personnel can include.

• Indirect cost: are for those working on the full cost model, all eligible

costs determined by the contractor, in accordance with its usual accoun-

ting practices, which are not directly attributable to the project but are

incurred in relation to the direct costs of the project. 

■ 2.3 Receipts

Usually the general rules of accounting apply as far as giving evidence of

costs is concerned, three kinds of receipts must be taken into consideration:
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• Financial transfers or their equivalent to the contractor from third par-

ties;

• Contributions in kind from third parties;

• Income generated by the project.

In the first two cases (financial transfers or contributions in kind), these

endowments are considered as receipts of the project if the third party has

provided them specifically to be used in the project. However, if the use of

these contributions is at the discretion of the contractor they may be consi-

dered as eligible costs to the project but are not considered to be receipts.

When contributions from third parties are used by the contractor in the pro-

ject, the latter is required to inform the third party of this use, in accordance

with the national legislation or practice in force. In the case of income gene-

rated by the project itself, including the sale of assets bought for the pro-

ject (limited to the initial cost of purchase) are considered as income to the

project (e.g. admission fee to a conference carried out by the consortium;

sale of the proceedings of such a conference; sale of equipment bought for

the project etc.)

■ 2.4 Financial Reporting

Financial statements or reports should possess the following qualities that

render the information useful to any reader, including the external auditor

and the auditors of the funding agency. Therefore, they must be:

• Understandable: excessive detail and overly complex reporting formats

should be avoided. Information should be presented fully, but clearly and

precisely.

• Relevant: relevant information is timely and covers the full nature and

extent of the financial activities presented. Information is relevant if it

helps those who use it to carry out their activities.

• Reliable: reliable information represents what it purports to represent. It

is accurate, free from bias, complete and verifiable.

• Timely: information should reflect the most recent information available

and cover the period in question.

• Consistent: financial reporting should be presented on the same accoun-

ting basis, to the extent possible. If the basis of accounting and presen-

tation has changed from one accounting period to the next because, for

example, a more appropriate accounting policy or standard has been
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adopted, this fact and the effects on the financial report resulting there

from should be highlighted and explained clearly.

• Comparable: the basis for accounting and presentation, and the effect of

any changes from one period to the next, should be highlighted and

clearly explained.

• Material: insignificant events may be disregarded, but there must be a

full disclosure of all important information. Therefore an item is material

if its disclosure is likely to lead the user of accounting information to act

differently.

■ 2.5 Audit Certificates

An audit certificate is usually required from each contractor at some point

during the life of the project to certify the costs claimed. It is provided by

the contractor’s own external auditor (or in the case of public body it may

be provided by a competent public officer). The costs are reimbursed via the

management activity of the project (usually 100% funding). The submission

of an audit certificate does not waive the right of the Commission to carry

out its own audits, which may be launched at any time and up to 5 five

years after the end of the project.
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3) SELF - EVALUATION

A
project manager should use a methodical collection of data to deter-

mine whether the material and financial resources are sufficient,

whether the people in charge have the necessary technical and per-

sonal qualifications, whether activities conform to work plans, and whether

the work plan has been achieved and has produced the original objectives.

Determining whether, and to what extent, the measures, processes, direc-

tives, and organisational procedures of the project conform to norms and

criteria set out in advance by the donor organisation. The following chec-

klist can provide these elements:

• Does the project enhance quality?

• Does the project promote innovation?

• Are the activities relevant?

• What is the short, medium and long term Impact?

• Is the project pooling transnational expertise efficiently?

• Is the project producing a EU added value?

• Are the objectives being met?

• Is the consistency of the project being met?

• Is the management efficient?

• Are monitoring and evaluation performed as expected?

• Is the dissemination of results taking place and what is the multiplier

effect?

• Are new technologies used pertinently and are they performing effi-

ciently?

3.  Sel f -evaluat ion
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4) BENCHMARKS – FROM MONITORING 
TO EVALUATION

E
valuation is about revealing the value of a project. This involves

making value judgements on the degree to which a project's perfor-

mance has been good or bad. Predetermined and transparent

benchmarks are needed to ensure that value judgements do not become

arbitrary.

What are the criteria by which to rate the observed effects of a program-

me? What standards should be used to pronounce on the proper functioning

or success of a programme? An obvious place to start would be the pro-

gramme's objectives as expressed by expected outputs, results, and outco-

mes. However, setting benchmarks may prove difficult for a number of rea-

sons:

• objectives can sometimes be expressed in very vague terms. 

• a single project may have multiple objectives, either in terms of results

or outcomes, some of which may carry relatively more weight, or even

be incompatible with others.

• objectives may also evolve over time, as the project's environment evol-

ves. There is, however, more to benchmarking than simply reconstruc-

ting, clarifying and ordering objectives. Benchmarks should ideally allow

us to compare the project's performance with that of other projects in

the same field of action or in a related one. This is important because if

a project falls short of achieving its objectives, its performance may not

necessarily be unsatisfactory. It may compare favourably with results

achieved by similar projects executed in the past, or by national or local

governments, or countries outside the Union. A comparative perspective

may suggest that the ambitions for the project were unrealistically high,

rather than that the project itself has failed.

In principle, there are three different parameters on which benchmarks can

be established:

• Time: benchmarks that compare the same project over time (to what

extent are the project's objectives being met this year compared to last

year?).

4. Benchmarks - from monitoring to evaluation
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• Space: benchmarks that compare the same project in different areas (to

what extent are the project's objectives being met in one area compared

to another?).

• Time and space: benchmarks that compare the project with other pro-

jects that are roughly similar.

When judging project performance by means of benchmarks, the funda-

mental caveat needs to be kept in mind that benchmarks may have been

reached by virtue of developments that are not attributable to the project.

An evaluation should try to separate out these developments, in order to

identify the net effect of a project on the achievement of its objectives. Data

on the respect of benchmarks have to be interpreted carefully. This is par-

ticularly true of objectives that can be influenced by a whole range of exo-

genous factors.

Project monitoring and evaluation
4. Benchmarks - from monitoring to evaluation
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5) OTHER ISSUES

■ 5.1 The Regulatory Approach

Funds are made available from a legal instrument (Regulation). The regu-

latory approach is a monitoring and evaluation approach that seeks to fit

the project into the legal terms of any EU instrument. It is clear that if the

project meets (down stream) the aims, objectives and guidelines of the

instrument (up stream), the process of evaluating and monitoring optimi-

ses and ensures in this way an optimal project cycle.

■ 5.2 Integrating the Gender Dimension in Projects

The European policy of equal opportunities between women and men is

enshrined in the Treaty on European Union. Articles 2 and 3 establish equa-

lity between women and men as a specific task of the Community, as well

as a horizontal objective affecting all Community tasks. The Treaty seeks

not only to eliminate inequalities, but also to promote equality. The

Commission has adopted a gender mainstreaming strategy by which each

policy area must contribute to promoting gender equality.

The promotion of equality between women and men in relation to their

access to social and economic infrastructures and services and to the bene-

fits of development is vital. The objective is reduced disparities between

women and men, including in health and education, in employment and

economic activity, and in decision-making at all levels. All programmes and

projects should actively contribute to reducing gender disparities in their

area of intervention.

EU policy on gender mainstreaming requires the integration of gender ana-

lysis at macro, meso and micro levels, throughout the project cycle. A gen-

der analysis allows the identification and integration of the dynamics of

change in a given situation, as well as the monitoring of their evolution, par-

ticularly in relation to the disparities between women and men. A gender

analysis includes attention to: the different roles (productive, reproductive,

decision-making) of women and men; their differential access to and use of

resources and their specific needs, interests and problems; and the barriers

to the full and equitable participation of women and men in project Activities

and to equity between women and men in the benefits obtained.

Promoting women does not mean treating them in the same way as men.



O
th

e
r 

is
su

e
s

33

Project monitoring and evaluation
5.  Other  issues

Men’s characteristics, situations and needs are often taken as the norm, and

– to have the same opportunities - women are expected to behave like

them. Ensuring gender equality means giving equal consideration to the life

patterns, needs and interests of both women and men. Gender mainstrea-

ming thus includes also changing the working culture.

We need to go a step further by questioning systematically whether, and in

what sense, sex and gender are relevant in the objectives and in the metho-

dology of projects. Many projects include humans as subjects. There is no

such thing as a universally neutral person. Because sex and gender diffe-

rences are fundamental organising features of life and society, recognising

these differences has important implications in knowledge.
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M
onitoring is a core component of strategies. It needs to cover pro-

cesses (such as the quality and coverage of participation and

information systems), outcomes, and the changing baseline.

Monitoring is not a separate exercise. On the contrary, process and outco-

me indicators need to be considered on a regular basis by stakeholders at

the same time as vision and objectives.

A review of experience shows that successful approaches share certain cha-

racteristics. They set priorities and establish a long-term vision; seek to

promote convergence between already existing planning frameworks; pro-

mote efficiency; can demonstrate commitment; and are built on appropria-

te participation. Lower levels of success can be attributed to strategies that

over-emphasise an issue, take the form of one-off, separate initiatives, and

are exclusively top-down. Strategies that have been presented as new

concepts, have undermined existing processes and wasted scarce resources

by starting new processes from scratch. In addition, many strategies have

failed to address the deep economic, social and institutional changes nee-

ded for achieving any major aim.

An effective strategy for projects brings together the aspirations and capa-

cities of the stakeholders to create a vision for the future, and to work tac-

tically and progressively towards it. It identifies and builds on “what works”,

improves integration between approaches, and provides a framework for

making choices where integration is not possible.
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ANNEX I
Checklist for Preparing an Activity Schedule

An activity schedule represents in detail the items to monitor, therefore it

can be seen as a monitoring schedule.

■ Step 1 – List main activities

The main activities defined in the aims are a summary of what the project

must do in order to achieve project objectives. These can now be used as

the basis for preparation of the activity schedule that will specify Activities

in operational detail.

■ Step 2 – Break activities down into manageable tasks

The purpose of breaking activities down into sub-activities or tasks, is to

make them sufficiently simple to be organised and managed easily. The

technique (called a Work Breakdown Structure or WBS) is to break an acti-

vity down into its component sub-activities, and then to take each sub-acti-

vity and break it down into its component tasks. Each task can then be assi-

gned to an individual, and becomes their short-term goal. 

The main skill is in getting the level of detail right. The most common mis-

take is to break the activities down into too much detail. The breakdown

should stop as soon as the planner has sufficient detail to estimate the time

and resources required, and the person responsible for actually doing the

work has sufficient instructions on what has to be done. This is where indi-

vidual planning of tasks of project team members starts.

■ Step 3 – Clarify sequence and dependencies

Once the activities have been broken down into sufficient detail, they must

be related to each other to determine their:

• sequence: in what order should related activities be undertaken? 

• dependencies: is the activity dependent on the start-up or completion of

any other activity?

This can best be described with an example. Building a house consists of a

number of separate, but interrelated activities: digging and laying the foun-

dations; building the walls; installing the doors and windows; plastering the
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walls; constructing the roof; installing the plumbing. The sequence dictates

that digging the foundations comes before building the walls; while depen-

dencies include the fact that you cannot start installing doors and windows

until the walls have reached a certain height; or you cannot finish plaste-

ring until the plumbing has been fully installed. Dependencies may also

occur between otherwise unrelated activities that will be undertaken by the

same person.

■ Step 4 – Estimate start-up, duration and completion
of activities 

Specifying the timing means making a realistic estimate of the duration of

each task, and then building it into the activity schedule to establish likely

start-up and completion dates. Often though, it is not possible to estimate

timing with complete confidence. To ensure that the estimates are at least

realistic, those who have the necessary technical knowledge or experience

should be consulted. Inaccuracy is a common mistake, usually resulting in

an underestimate of the time required, and can arise for a number of rea-

sons:

• omission of essential activities and tasks.

• failure to allow sufficiently for interdependence of activities.

• failure to allow for resource competition (i.e. scheduling the same per-

son or piece of equipment to do two or more things at once).

• desire to impress with the promise of rapid results.

■ Step 5 – Summarise Scheduling of Main Activities 

Having specified the timing of the individual tasks that make up the main

activities, it is useful to provide an overall summary of the start-up, dura-

tion and completion of the main activity itself. 

■ Step 6 – Define Milestones 

Milestones provide the basis by which project implementation is monitored

and managed. They are key events that provide a measure of progress and

a target for the project team to aim at. The simplest milestones are the

dates estimated for completion of each activity (e.g. training needs assess-

ment completed by January 200x).
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■ Step 7 – Define Expertise 

When the tasks are known, it is possible to specify the type of expertise

required. Often the available expertise is known in advance. Nonetheless,

this provides a good opportunity to check whether the action plan is feasi-

ble given the human resources available.

■ Step 8 – Allocate Tasks Among Team 

This involves more than just saying who does what. With task allocation

comes responsibility for achievement of milestones. In other words, it is a

means to define each team member’s accountability (to the project mana-

ger and to other team members). Task allocation must therefore take into

account the capability, skills and experience of each member of the team.

When delegating tasks to team members, it is important to ensure that they

understand what is required of them. If not, the level of detail with which

the relevant tasks are specified may have to be increased.

■ Step 9 – Estimate Time Required for Team Members 

Based upon experience, this step requires a realistic estimate of the time

that will be required for each of the allocated tasks, and a check whether

there are at least manageable overlaps between individual tasks of the

team members. Having done this exercise for all project activities, a review

should be made to check again timing and sequencing of tasks and thus

workload for each individual team member.
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ANNEX II
How to Define Indicators (OVIs) and to Select

Sources (SOV) 

■ How to define OVIs? 

1. Specify for each result, the project purpose, and the overall objectives:

• The quantity: how much? 

• The quality: what? 

• The target group: who? 

• The time / period: starting when and for how long? 

• The place: where? 

Note: Indicators concerning the overall objectives tend to be more

qualitative than those applicable to the project purpose and the

results, which have more quantitatively measurable components. 

2. Check whether the Indicators or Indicators describe the overall objecti-

ves, purpose or results accurately. If not, other indicators should be added

or new ones found.

3. Care should be taken to ensure that the OVIs for the project purpose -

the project’s “centre of gravity” - do in practice incorporate the notion of

“sustainable benefits for the target group”. 

■ How to choose SOV?

1. Decide what sources of verification are needed to obtain the information

on OVIs. 

2. Identify which sources are to be collected, processed and kept within the

project, and which are outside (existing sources).

3. Check sources outside the project to ensure that:

• Their form/presentation is appropriate; 

• They are specific enough; 

• They are reliable; 

• They are accessible (where and when); 

• The cost of obtaining the information are reasonable
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4. Replace OVIs for which no suitable sources can be found. 

Note: Use existing resources as much as possible to avoid additional

cost, time and effort to be deployed.

Annex II


