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Toolkit
Six steps to Results Based Monitoring (RBM)

Monitoring is a systematic observation of 
a given situation and the changes that 
occur. It may focus on activities carried 
out by a project or on services being 
delivered. With the new responsibility 
given to development actors to achieve 
envisaged development results the 
attention has in recent times switched 
to the monitoring of results, not  
just activities.

Results are the changes occuring as an 
effect of a development intervention 
and they can be attributed to it. They 
may be positive or negative, intended or 
unintended. The project’s strategy aims 
to achieve positive results by carrying out 
activities that produce certain products 
or services (i.e. outputs) for specific user 
groups. If those users make use of the 
services they will change their way of 
doing a certain thing and experience 
a change or obtain a benefit (i.e. an 
outcome) as a result. These outcomes 
may contribute together with the results 
of other development interventions to 
higher development goals (these are 
impacts). Certainly, the project’s impacts 
cannot be attributed to just one single 
project or programme – they are beyond 
the “attribution gap”. The Results Model 
shown in Figure 1 helps to visualise the 
assumptions of a given strategy.

Two boundaries are of specific interest: 
the system boundary separating the 
project system which is under the 
control of project management from 
its environment; and the limit of 
responsibility indicating the level of the 
goal the project is meant to achieve. 
Other elements are risks that may have 
a negative influence on the results chain 
and side effects that might occur due to 
unplanned results from the development 
intervention. 

Preferably, the whole monitoring 
process, from its design to the active 
data collection and use should be done 
together with partners and – whenever 
possible – with target groups. Thus, 
different viewpoints on the occurring 
changes can be shared and valued at 
the same time. The joint development 
of the strategy contributes to increased 
ownership for the development action. 

There are six steps to setting up a Results 
Based Monitoring system:

Step 1 – Identifying the 
system boundaries

A project can be perceived as a system 
which has control on its resources or 
inputs. With them, it generates services 
for users outside the system and beyond 
its control. It is helpful, as a first step, 
to identify all actors that participate 
together with the project team in service 
delivery and to distinguish them from 
the users of the outputs. 

Staff of partner organisations, external 
experts, NGOs, government institutions, 
actors from the private sector or even 
representatives from the users’ groups 
may thus participate in the generation 
of outputs. They are therefore part of 
the project system and under its control, 
because they are paid for their work 
or because they are bound to a mutual 
agreement. On the other side of the 
system boundary are the potential users 
of the outputs. Whenever they have an 
interest in using the output or see an 
advantage in it, they will use it. However, 
the project cannot control them. They 
could be from the private sector, from 
government institutions, from NGOs or 
among the general population. Some 
actors might have a double function – 
contributors to the service delivery and 
users of the service. 

Guiding questions: 
Which actors participate in •	
generating outputs? 
Who are the users of the outputs? •	
What interest do they have in these 
outputs? What advantage do they 
see in using them?
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Figure 1: The Results Model as 
adapted by GTZ

Author 
Melanie Djédjé
Independent Consultant, Maximilianstr. 14, 82319 Starnberg, Germany
Email: Mdjedje@gmx.de

The following six steps should help you to set up your Results Based Monitoring (RBM) 
system. From identifying all stakeholders in the system, formulating the assumptions 
on which your strategy is based, analysing risks and side effects, choosing observation 
fields, specifying indicators for measurement up to their operationalisation to data 
collection – and there you go!
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Step 2 – Formulating the 
results chains

The results chains of a project reflect the 
underlying hypothesis of its strategy and 
constitute the foundation of the whole 
RBM system. In an ongoing project 
one could start with the main products 
and services delivered. For example, in 
a typical stove project there might be 
main outputs for the stove producers 
(e.g. training), for the stove users (e.g. 
awareness campaigns), for other NGOs 
(e.g. training manuals) or for stove 
dealers associations (e.g. organisational 
development). For each main output  
the corresponding results chain would 
be formulated.

Next, the main activities necessary to 
achieve the output would be formulated. 
For example, the main activities for 
the output “training delivered to stove 
dealers” could be: a) to develop concepts 
for technical and business training; b) 
to conduct training courses for stove 
producers. It is not necessary to go into 
details of the sub-activities as this is not 
part of operational planning.

A useful third step in the process of 
developing Results Chains is to specify 
the supposed use of the outputs by the 
users. For example, the stove dealers 
may have received good training in new 
techniques for stove production, but if 
this knowledge is not applied, then no 
improved stoves would be produced 
and no change would occur. However 
if they implement the new techniques 
then good quality improved stoves 
should be produced, leading to them 
being available on the market. This 
direct result is at the same time a goal for 
the project.

Continuing along the results chain will 
generate further indirect results that 
might occur in the medium and long run 
and to which the direct result contributes. 
These impacts could be a) more improved 

stoves in use; b) less pressure on natural 
resources; c) more income for stove 
producers, and so on. The Millennium 
Development Goals (MDGs) are part of 
the impacts.

Guiding questions: 
What are the main outputs? •	
Which main activities lead to these •	
outputs? 
What do the users do in a different •	
way when using the output?
What direct benefit is resulting •	
from this?
What are the indirect results, to •	
which the direct result contributes?

Step 3 – Analysing risks  
and side effects

Risks are external factors that may have 
a significant negative influence on the 
results chain. They can be influenced 
(for example by the intervention of  
other donors, conflict of interests 
among actors, etc.) or not (e.g. 
natural catastrophes, global economic 
developments etc.). As they can hinder 
the achievement of the project goals,  
they usually have to be reported to  
donors or other stakeholders. Project 
strategy should be designed in such  
a way as to minimize the negative 
influence of risks when they occur 
and limit the unwanted results as far  
as possible.

Side effects are unplanned results of a 
development intervention, that might 
be positive or negative, expected or not. 
As in the case of risks, they should also be 
monitored to allow for an adjustment of 
the project strategy if necessary.

An analysis of risks and potential side 
effects can help make the stakeholders 
aware of them and to define alternative 
strategies.

Guiding questions: 
What are the main risks that might •	
have a negative influence on the 
results chain? What is their cause? 
What alternative strategy could be 
used to minimize their influence? 
What are the potential negative •	
side effects? What is their cause? 
What alternative strategy could be 
used to minimize their influence?

Step 4 – Choosing 
observation fields

Observation fields are those parts of the 
results chains that need to be monitored 
regularly in order to know whether the 
project is on target to achieve its goal. 
It is important to choose which of the 
results chain hypothesis, risks and side 
effects we need to be informed about- it 
isn’t necessary to monitor every part of 
the results chain!

Guiding questions: 
What results hypotheses are •	
particularly important? 
What results hypotheses are •	
uncertain?
What parts of the results chains are •	
under negative external influence? 
What negative side effect  •	
might occur?

Step 5 – Examination of 
given, and formulation  
of new indicators

Indicators are yardsticks that are used 
to measure results. They indicate what 
makes a difference, to what degree 
and until when. They should be 
precise, specific, realistic and measure 
a specific aspect of the desired result.  
Reference values (baselines) are 
required for any indicator so that the 
initial situation can be compared to the 
expected change.

Indicators may be given by the donor, 
particularly for the project goal (level 
of direct result). For the lower levels, 
milestones or process indicators are 
formulated by the project team for their 
internal monitoring.

The given indicators should be examined 
and a clear common understanding 
developed. For all other observation 
fields chosen, new indicators are 
formulated to measure the expected or 
unwanted change. 

Guiding questions: 
What indicators are given? •	
What exactly do they mean? •	
What should be further specified, •	
changed, and agreed upon?

Inputs: are the financial, human, and material resources used for the development 
intervention.

Outputs: the products, capital goods and services, which result from a development 
intervention.

Outcome: the likely or achieved short-term and medium term effects of an 
intervention’s outputs.

Impacts: positive and negative, primary and secondary long-term effects produced 
by a development intervention, directly or indirectly, intended or unintended.

Results: the output, outcome, or impact (intended or unintended, positive and/or 
negative) of a development intervention.

 Box 1: Key terms according to the OECD-DAC glossary
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Where in the results chains do they •	
have an effect?
What additional indicators •	
are necessary for the selected 
observation fields? 

Step 6 – Operationalisation 
of indicators, data 
collection and use

Now the indicators have to be made 
feasible. It is necessary to decide who 
will collect what data, how it will be 
collected, at what frequency and, 
eventually, at what additional cost. 

Also, the users of the data have to be 
identified to assure future distribution of 
monitoring results. 

Indicator sheets may be created with the 
specifications of each given and chosen 
indicator.

Guiding questions: 
What initial value is available for •	
a particular indicator? Where can 
information be found about it?  
What data / information is needed •	
to measure the indicator?
How will the data be collected? •	
What method will be used to 
collect it?
How often and when will the data •	
be collected?
Who will be responsible for data •	
collection and processing?
Who needs the information, when, •	
in which form and what for?
What additional resources are •	
needed?

Now your RBM is ready to start! You just 
need to go to the field and collect the 
data for your observation fields chosen 
on the basis of your results chains. 

And then make use of the monitoring 
results for your project steering, learning 
processes and reporting. Have fun!
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The next edition of Boiling Point is due 
for publication in late 2008 and we 
are inviting readers to submit articles, 
papers and news. So if you feel that you 
have something to contribute to the 
wider household energy community, 
then please read the information below 
and send us your experiences - HEDON 
would love to hear from you!

Ideally Boiling Point looks for articles 
which are written in plain clear English, 
which have positive information and 
can be used by other people in their 
own work. Do not be deterred if English 
is not your first language, or if you are 
not used to writing - it is the information 
which is important - we will edit articles 
and return them for your approval.

Articles should be no more than 1500 
words in length with illustrations, such 
as drawings, photographs, graphs and 
bar charts being very important. Each 
edition of the journal is based on a 
theme and will typically contain 4 to 
5 full length theme articles which can 
include research papers, programme 
reports etc that are relevant to the theme 
topic. In addition we welcome general/
short articles, which can include any 
topic and examples include project/

programme updates, technical papers, 
book/report reviews, conference and 
workshop reports etc. Please note: 
Technology based articles should be 
focussed on the real life application of 
proven technologies. Each edition of the 
journal also contains a theme Toolkit and 
Case Study and if you are interested in 
contributing to one of these then please 
contact us on the address below.

When submitting an article to Boiling 
Point authors should note the follow the 
instructions: Articles can be submitted 
digitally in a commonly used word 
processing format or via post on a disc 
or transcript; Articles should be no more 
than 1500 words in length; Illustrations, 
such as drawings, photographs, graphs 
and bar charts are essential and should 
follow the ‘Figure Formatting’ guidelines; 
All references should be provided in 
the format given in the ‘References’ 
guidelines. In addition articles should 
include a 100-200 word summary, a 50 
word profile for each author and up to 
six keywords that you feel best describe 
your article. 

More detailed guidelines are available 
at  www.hedon.info/BoilingPoint or by 
a postal request.

The Boiling Point editorial team will 
review your submission and final article 
selection is based on article quality, 
originality and relevance. Thank you 
for your cooperation, and please do not 
hesitate to contact us if you would like to 
clarify any of these issues.

For more detailed information please 
visit www.hedon.info/BoilingPoint
 
Regards The Boiling Point Team

HEDON Household Energy Network,
P.O. Box 900, Bromley, BR1 9FF, UK

Tel +44-(0)20 7193 3699
	
Fax +44-(0)70 9236 7695

Email: boilingpoint@hedon.info

Future editions of  
Boiling Point include:

Liquid Fuels in the Household

Household Dynamics

Innovative Financing  
and Household Energy

Hedon
Call for papers

Meet us @HEDON

www.hedon.info/RUJA
Full article online•	
Resources to download•	
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A practitioner’s journal on 
household energy, stoves  
and Poverty reduction

Meet us online

www.hedon.info

The Hedon Household Energy Network 
is an international forum dedicated 
to improving social, economic, and 
environmental conditions in the South, 
through promotion of local, national, 
regional and international initiatives in 
the household energy sector.

Hedon Household Energy Network,  
www.hedon.info

Boiling  Point

A publication of the

Want to write an article?
l Share your experience
l Publish your results
l Comment on a Case Study
l Send to us via post or email
l Future editions on…
          Liquid Fuels in the Household
          Household Dynamics

If it’s your news, project updates or just a story 
– we want to hear from you! see page 41

www.hedon.info/JoinTheNetwork

l It’s free and easy to use
l Create your own webpage
l Share your information
l Join a Special Interest Group
l Be an e-Conference Delegate
l Read back issues of Boiling Point
l Become a volunteer

Plus news, events and  
lots more…

Sign up for HEDON now!

Join the online community!




