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GLOSSARY
Activity – A set of actions through which inputs, such as funds, technical assistance and other
types of resources are mobilized to produce specific outputs.
 Assurance - an objective oversight and monitoring function that ensures that the milestones are
completed and the resources are used in accordance with established rules and procedures.
Best  practices  (or  “good  practices”)–  affordable  and  practical  approaches  that  have  been
effective  in  particular  situations  to  support  development  processes  and  have  been  assessed,
validated and documented for possible use by other communities 
Civil society – Individuals and organisations that are not part of local, national or other levels of
government.  This  includes  community-based  (CBOs)  and  non-governmental  organisations
(NGOs),  trade  unions,  religious  groups,  academic  institutions  and  other  private,  voluntary
groups.
Civil society organisations (CSOs) – includes community-based (CBOs) and non-governmental
organisations (NGOs), trade unions, religious groups, academic institutions and other private,
voluntary groups.
Community  Based  Organisations  (CBOs)  –  small  and  often  informal  NGOs  serving
communities
Indicator -  An indicator  is a measure,  which is  used to detect  change in a situation,  or the
progress  in  an  activity,  or  the  results  (process,  output,  outcome,  impact)  of  a  project  or
programme.
Input -  Human, financial and material, technological or information resource mobilized for an
activity
Impact -  The longer-term intended or unintended result  (technical,  economic,  socio-cultural,
institutional, environmental or other) of a programme, corresponding to the programme goal. 
Key  Result  is  an  important  outcome,  which  contributes  to  the  sustained  realization  of  set
objectives/goals.
Output - The specific products — goods, services or other — that are the result of one or more
activities.
Outcome -  The results  generated  by a  programme,  typically  related  to  institutional  change,
quality or coverage of a service, or behavioral change. The achievement of outcomes normally
depends on the contributions of several partners.
Result – Results can be obtained at various levels of the programme. Typically, the result of an
activity or project is referred to as output, the result of a programme is referred to as outcome,
and the resulting change on the situation of the intended rights-holders is referred to as impact.
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Results  at  different  levels  form a  results  chain,  which  describes  the  necessary  sequence  to
achieve the desired objectives (input => output => outcome => impact).
Results  based  programme  planning  –  Demonstrates  the  causal  relationship  between  the
intended results at different levels (outputs, outcomes and impacts). It requires that the sum of
planned interventions is sufficient to achieve the planned results.
Results based programme management – Results based programme management rests on well
defined  accountability  for  results,  and  requires  self-assessment  and  ongoing  performance
monitoring.
Results framework - A results framework is an “organogram” of results. It is an  approach to
programme planning. It illustrates the necessary lower-level results that lead to the achievement
of a strategic, higher-level result.
Stakeholders  – People or groups that have an interest in a programme or activity and/or are
likely to be affected by it.
Strategy – A broad outline considering and choosing between possible choices focusing on the
most critical needs, particular opportunities or CHARD’s unique advantages, and discarding less
promising  options.  A  strategy  provides  an  overview  both  of  the  “mix  and  balance”  of  the
interventions to be supported and actions to be taken, and of their inter-linkages and sequencing
over time.

Chapter 1: INTRODUCTION
The  Programme  Operations  Policy  and  Procedure  Manual  (POPPM) is  intended  to  provide
guidance in several core programming areas, including harmonization and simplification in the
common  programming  process  with  a  focus  on  strategic  planning  that  aims  to  strengthen
CHARD planning. It more clearly details results-based Annual Work Plans (AWP) and tools and
mechanisms for budgeting, managing and monitoring achievement of results.  

1.1 Purpose of the Programme Operations Policy and Procedure Manual
The Programme Operations Policy and Procedure Manual is prepared to provide guidance on
CHARD programme operations and affiliates and external partners.

The overall purpose of the Programme Operations Policy and Procedure Manual is to:
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• ensure that CHARD programme cooperation is undertaken in a manner which will produce the
best possible results, and which makes optimal use of resources to contribute to the realization
set objectives;
• ensure that CHARD programme is undertaken in a manner consistent with the standards set by
the Board and CHARD Executive Committee and management.

In particular, it is to:
• provide the core reference for the overall CHARD programme guidance system;
• provide guidance on the process of preparing programmes and procedures to be followed in
implementing and managing them;
• confirm the responsibilities and accountabilities within the organisation for different aspects of
programme operations;
 

Chapter 2: PROGRAMME PREPARATION

2.1 CHARD Programme Cycle
CHARD Programme Cycle (PC) should involve three main stages: preparation, implementation
and evaluation. Programme Preparation is to base on an agreement on the priority issues related
to the realization of CHARD’s core aims and objectives and on the analysis of the immediate,
underlying and basic causes of those priority issues. A proper assessment and sound analysis are
prerequisites to the identification of key business challenges, to the setting of specific achievable
results  to  be  obtained  through  business  cooperation,  and  to  make  the  best  use  of  limited
resources.  To  complete  the  preparation  of  the  Programme,  CHARD  should  prepare  the
Programme Action Plan (PAP). It should set out the expected multi-year results of strategies, the
programme  structure  and  the  distribution  of  required  resources.  The  PAP  should  be  peer-
reviewed  with  partners  at  annual  internal  strategy  review  meeting.  CHARD should  support
programme implementation, through developing Annual Work Plans. Annual Work Plans should
form the basis for the provision of technical, financial, informational and material assistance and
advocacy. Evaluation should establish how well programmes or AWPs are being implemented,
what  results  are  being  achieved  and  how  relevant  programmes  are  to  the  situation  to
beneficiaries,  to  national  priorities,  to  international  standards  and  to  organisational  policy.
Evaluation should generate feedback for improving the programme design, help to learn from
experience, and help to account for the use of resources. Evaluative activities should take place
throughout the programme duration, planned for during programme preparation, and summarized
in a multi-year Integrated Monitoring and Evaluation Plan (IMEP).
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2.2 The Programme Preparation: Process and Documentation
2.2.1 Overview
CHARD programmes preparations should be initiated by the proposal of the program team in the
framework  of  CHARD’s  Strategic  plan.  CHARD  should  undertake  this  activity  with
collaboration with government line ministries/departments, civil society organizations (CSOs),
donors and other partners.

2.2.2 Programme Document (PD)
Through the draft Programme Document (PD) and Summary Results Matrix, CHARD Board
should first comment on and then approve the Programme. The PD should provide the Board
with a clear statement of the priority areas to be addressed; the programme components that
make up the Programme, and how these choices were made; how the programme strategies will
realistically lead to the achievement of the planned results; the required Regular Resources (RR)
and Other Resources (OR); the key partnerships;  and the programme management  structure,
including mechanisms for monitoring and evaluation. 

The prepared draft PD with Results Matrix should comprise the following contents
 Cover Page
 Basic Data Table, with a limited number of indicators
 Summary of the beneficiary Situation (including any recommendations and observations)
 Key Results and Lessons Learned from Previous Activities

o Key Results Achieved
o Lessons Learned

 The Programme
o Summary Budget Table
o Preparation Process
o Goals, Key Results and Strategies
o Programme Components

 Major Partnerships
 Monitoring, Evaluation and Programme Management.
 Annex: Summary Results Matrix 

2.2.3 Programme Management Plan (PMP) and Integrated Budget (IB)
CHARD should prepare the PMP to guide the organisation of resources and set standards and
performance indicators for efficient management of the Programme. The PMP should link the
CHARD structure and resources with the structure, budget and the programme key results. The
PMP should combine the Support Budget and Programme Budget into an Integrated Budget: 
• The Support Budget should be allocated to finance CHARD’s costs under the categories of
support staff, consultants, travel, operating costs, furniture and equipment, and reimbursement.
• The Programme Budget should cover costs to support the implementation of the programmes
as described in the Programme Document and Programme Action Plan. The Programme Budget
should be made up of  allocations  from CHARD’s Regular  Resources  (RR) and of  specific-
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purpose  contributions  from donors  or  funds,  referred  to  as  Other  Resources  (OR).  The  OR
portion of the budget can be wholly or partially funded (when contributions have already been
received),  or  unfunded  (when  contributions  are  still  being  sought).  The  Programme  Budget
should  provide  for  inputs  in  the  form of  cash,  supplies  and  equipment,  and  contracts  with
individuals or institutions. It should also include salaries and costs of programme officers and
technical assistance staff, contributions to travel expenses, vehicles or telecommunications, or
any  other  expenses  specific  to  the  implementation  of  programmes.  If  such  costs  cut  across
several projects or programmes, they should be referred to as Project and Programme Cross-
Sectoral Costs respectively. 

2.2.4 The Programme Action Plan (PAP)
The Programme Action Plan (PAP) should provide the framework of responsibility during the
period  of  the  Programme,  to  achieve  CHARD  identified  goals  and  planned  results.  The
subsequent annual objectives, activities and budgets should be based on what has been agreed in
the PAP. The PAP sets out:
(i) A brief overview of the beneficiaries’ situation, achievements and lessons learned; the key
results to be achieved and the programme strategy and programme structure as described in the
Programme Document, and main partnerships.  
(ii) Provisions, or operational modalities, governing the management of CHARD Programme.

2.2.5 Results-based Programme Planning
2.2.5.1 Principles of Results Based Programme Planning
Results can be achieved at the level of programmes, programme components, and activities, and
form a results chain. The scope of the planned results varies according to the local settings and
programme size.  Strategic results should  describe the expected change in beneficiary situation.
CHARD and partners should reach agreement on the results chain leading to the strategic results.
There should be an agreement  reached on the beneficiaries’  problem(s) to  be addressed,  the
causes of the problem, the specific results to be obtained through programme, and the sequence
of steps needed to achieve it. Results-based programme planning should ensure that the sum of
interventions is not only necessary, but also sufficient to achieve the expected result.
Chapter 3: PROGRAMME IMPLEMENTATION MANAGEMENT

3.1 The Programme implementation process
3.1.1 Annual Work Plans (AWPs)
CHARD Programmes as described in the PAP should be operationalised through the Annual
Work Plans (AWPs). AWPs, should describe the planned annual outputs and the activities to be
carried out by CHARD. The outputs of the activities should lead over time to the achievement of
the 5-year objectives of the programme component, as described in the Programme Action Plan
(PAP).

The relationship of PAP and AWP should be understood by all partners and stakeholders alike:
• The  PAP  should  spell  out  the  agreement  on  the  key  results  to  be  achieved  during  the
Programme  cycle,  on  the  main  programme  strategy  and  structure,  and  on  the  operational
modalities governing the relationship between CHARD and partners.
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• By endorsing an AWP, CHARD commits to carry out the activities detailed in the AWP, and in
case  of  partners,  CHARD commits  to  providing the  specific  financial,  technical  or  material
support, in accordance with the modalities set out in the PAP.

3.2 Programme Monitoring, Assurance Activities, Field Trips, and Progress Reports
During the year the Programme staff should review progress made in relation to the planned
targets, outputs and activities as described in the AWP. If activities were planned by quarter,
AWP review  meetings  should  be  scheduled  accordingly.  Monitoring  the  implementation  of
activities (e.g. in terms of coverage, quality, timeliness, output) is important. Well-planned field
trips are indispensable for monitoring progress and the ongoing relevance of activities.  They
should  provide  a  much  needed  reality  check.  CHARD  should  establish  standards  for  the
frequency of field visits for monitoring purposes, as well as a standard format for reporting. Field
trips should, among others, provide information on the timeliness, use and usefulness of CHARD
inputs, a verification or assessment of outputs and identification of any negative impacts. Field
trip reports should contain clear findings and recommendations, and be shared with concerned
staff.  Attendance at advocacy events should be combined with field observations.  In case of
partners; Audits of a partner’s financial management system should also be scheduled to take
place at least  once in a programme cycle and programme staff should also conduct monthly
reviews of the status of requisitions and expenditure.

3.3 Annual Programme Review
There should be an Annual Programme Review process. The principle purpose of the review is
to assess progress towards achieving planned results as defined in the CHARD Results Matrix,
and to assess the continued relevance of planned results. CHARD Annual Review process should
follow two steps, namely:
(i) AWP technical-level reviews;
(ii) Annual Review Meeting.

The AWP technical-level  reviews should compare  achievements  against  the  planned  results,
activities, inputs and outputs as described in the AWP, with an analysis of the reasons for success
or failure. Based on meeting records, notes for the records, field trip reports, progress reports,
donor reports, summaries of reviews and evaluations and updated statistical data and indicators,
the technical AWP reviews should:
• Assess progress in the achievement of planned results as described in current year’s AWP;
• Assess the contribution of each AWP to the Programme Key Results and contributions to the
organisational Focus Areas and Key Results;
• Identify problems and constraints, and the effect of measures already taken to address those;
• Identify emerging opportunities to accelerate the achievement of the planned results;
• Assess the usefulness, actual use and status of supply and logistics inputs;
• Review the implementation of evaluation and research activities planned for in AWPs;
• Determine if available funds need to be reallocated within the same programmes;
• Identify major changes in the programme environment.
• Provide conclusions for the next year’s AWPs.
 

8



The CHARD Annual Review Meeting should be convened and should involve stakeholders.
The meeting should provide:
• A yearly update of overall progress vis-à-vis the CHARD Results Matrix;
• Validation of conclusions and recommendations that should feed into the preparation of the
next round of AWPs.

The CHARD Annual Review process should also provide inputs to:
• The CHARD programme annual report;
• Donor reports;
• The CHARD programme Evaluation.

Annual  Reviews  should  be  held  in  early  December.   Preparation  for  AWP reviews  should
commence earlier – led by Programme Officers compiling material for the reviews.
 
3.4 Annual Report
The overall purposes of the  Annual Report (AR) should be: to sharpen the analysis of CHARD
performance in order to improve programme quality; to improve programme implementation and
management;  to provide input  to  organization-wide reporting on results  and to  contribute  to
organizational  learning.  Once the annual reviews of the AWPs and the Annual  Management
Review (or Mid-Term Review in the relevant year) have been completed, CHARD should be in
position to prepare the Annual Report. The structure, focus and content of the Annual Report
should have a strong emphasis on performance management and on the organisational Focus
Areas and Key Results.   

3.5 Mid-Term Review (MTR) and Programme Evaluations (PE)
CHARD  programme  Mid-Term  Review  should  be  held  approximately  halfway  through  the
Programme cycle, usually towards the end of the second half of the mid-year of the Programme.
The principal purposes of the MTR should be to:
• examine how the experiences of the Programme, at approximately its mid-point, can be used by
to advocate for improved policies and programmes;
• based  on a  systematic  and in-depth  review of  progress  in  relation  to  original  Programme
objectives and planned results, identify and make provisions for mid-course adjustments in the
key elements of the Programme design as approved by the Board;
• assess whether modification in the Programme results, strategies, distribution of funds between
programmes, the PAP, or the PMP are warranted as a result of:

 changes in the beneficiaries situations;
 new insights and experience obtained during the first half of the programme cycle;
 changes in the programme environment (e.g. expected partner contributions not coming

forward; new emerging partnerships; changes in access and logistics)
 derive major lessons learned so as to improve the quality of programme implementation;
 indicate how these lessons may be applied to the subsequent Programmes.

The MTR should typically be the most substantial of all review exercises in CHARD Programme
and should be as rigorous and focused as any evaluation. The design of the MTR should depend
on the specific purpose and scope of the issues to be reviewed, and should aim for both  cost-
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effectiveness  and  high quality  of findings and analysis.  The MTR should focus on questions
shaping the overall direction and strategic choices of the Programme. The following should be
considered:
• Preparation of the MTR should be foreseen and incorporated in the AWPs;
• The specific purpose, evaluation objectives and priority questions of the MTR should be clearly
defined and agreed among partners/affiliates;
• Stakeholder involvement is required;
• Comparison of findings across different approaches, types or sources of information, methods
of data collection and types of analysis;
• The MTR should draw on AWP and other  monitoring  reports,  annual  reviews,  evaluative
activities or completed evaluations. 
• The review process and final report should clearly distinguish the following:
• CHARD performance;
• the shared performance and achievements of the  Programme and affiliates;
• Achievements in terms of the quality of both outcomes/impact and processes.

About six months before the final MTR meeting takes place, CHARD should draw up a work
plan  for  the  MTR.  This  should  be  shared  with  the  Executive  Director  for  comment  before
finalization. Where the Annual Review, Evaluation is planned, the MTR work plan should form
part of the overall CHARD work plan. The work plan should typically include the date for the
MTR meeting, preparation meetings, schedule and focus of consultations, any evaluations to be
carried out with the dates for submission of the evaluation findings, the dates for the submission
and review of task force reports, and the date for the preparation of the final draft report in time
for the MTR meeting.

A good work plan should be the equivalent of a Terms of Reference for those involved in the
process.  Over  the  preparatory  period  in-depth  analyses  of  each  of  the  main  programme
components that make up the CHARD Programme should be carried out. The process should
culminate in the final MTR meeting.

The review meeting may last from half a day to two days. It should review the progress of the
Programme  in  relation  to  the  original  planned  results,  the  resources  mobilized  and  used
(compared to  those planned),  the main  results  achieved to  date,  constraints  encountered,  the
findings of evaluations, and recommendations for corrective action.

Following the MTR meeting, two reports should be prepared:
• a full report, prepared using the outline set out in the MTR guidelines 
• an internal summary of the full report, including  reporting on the results of the MTR to the
Board.

The MTR process and final meeting should take place as part of, in conjunction with, or as an
input to an Evaluation. During or immediately following the last stages of the MTR, a mid-term
management review should be carried out, which can in part replace the AMR of that year. The
main aim of this review is to analyse the overall management performance of CHARD during
the first half of the programme cycle in comparison to the planned outcomes in the PMP, and
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identify areas for improvement for the remaining part of the programme. In addition to the issues
addressed in the AMR, set out above, the mid-term management review should also re-examine
the staffing structure  and identify any necessary changes  in  the PMP. A short  report  of  the
management review should be written. Both the review and report should provide inputs to the
Annual Report, and form the basis for the following year's AMP. 

The MTR process, findings and conclusions, recommendations and lessons learned (for both the
Programme Review and the Management Review) should be referred to in detail in the Annual
Report.
As one option, the methodology of the MTR should take the form of a Programme Evaluation
(PE). A Programme Evaluation (PE) is an independent and credible assessment of the overall
performance of CHARD Programme. The PE is meant to support strategic decision-making for
the remainder of the current Programme Cycle as well as the preparation of the next Programme.
 
3.6 Programme Management
3.6.1 Basics
CHARD  should  follow  standard  business  processes  in  relation  to  programme  planning,
budgeting and financial management. These business processes should base on accountability
principles, including the segregation of duties. A system (software platform) should be put in
place that all requisitions, obligations and financial transactions to the budgets of the AWPs and,
more broadly,  to  the Programme structure as approved by the Board.  The system should be
designed to ensure that the use of funds is authorized only for activities that directly contribute to
the  achievement  of  agreed  results.  There  should  be  an  outline  in  the  acquired  system that
provides  a  hierarchical  relationship  of  activity  results,  AWPs,  Programme  Document  result
matrices and CHARD Outcomes. All programmes, AWPs, activities, allocations and requisitions
are  required  to  be  correctly  coded.  This  should  facilitate  aggregation  of  programme  and
expenditure data and reporting on the implementation of the Medium Term Strategic Plan to
donors and the Board. All programme data and records of local transactions should be visible
immediately via the Local Area Network. This facilitates real-time monitoring, for instance of
expenditure status, the status of any transaction, or where a certain transaction is hanging. 

All authorizing, certifying, approving, and ‘signing’ steps of a transaction should be carried out
electronically,  while  some  documents  may  require  an  additional  signature  on  the  hardcopy.
Therefore, it is essential that all staff involved at any time in a budgetary or financial transaction
are thoroughly familiar with the acquired system.
 
3.6.2 The Budget Process 
The Annual Work Plan (AWP) should be developed at the end of the year, or very early in the
New Year.  AWPs should assign a specific budget to each activity. Budget allocations should be
made at the AWP level and activity requisitions should also be funded directly from allocations
made at AWP level. The programme officer should, identify and reserve, at the AWP level, the
funding source or Programme Budget Allocation (PBA) that will be used to finance activities
listed in the AWP. A staff member designated as an Authorizing Officer should authorize this
reservation of funds, once he/she is convinced that the use of the particular funding source is
appropriate for carrying out these activities, and that the reserved amount meets the stipulation of
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the AWP as agreed. To avoid frequent changes and amendments of the AWP, it is necessary to
undertake comprehensive planning including detailed costing of the activities to ensure that the
figures  agreed upon are  realistic.  This  also  will  prevent  the  inadvertent  movement  of  funds
among activities, and ensure that the funds are still available when the activities are ready to be
carried  out.  It  is  expected  that,  following  the  signing  of  AWPs  and  their  authorization,  all
available funds should be reserved at the beginning of the year. The project officer should create
requisitions from the activity level of the planning outline. 

There should be four types of requisitions:
Cash Requisition (CRQ): A cash requisition should be raised to prepare and obligate the funds
for disbursement.  This requisition type includes direct cash transfer,  cash contingency,  direct
payment, payroll, and reimbursement. 

Supply Requisition (PGM): A supply requisition should set out the supply items and costs and
is  used  to  initiate  procurement  of  supplies  and  equipment  for  programmes  and  office
administration, procurement services partners and staff.

Contract (SSA): A contract or service requisition should provide a summary description of the
Terms of Reference, deliverables, mode of payment, standard and special conditions that apply,
dates  and  budgets  for  a  consultant  or  service  provider.  There  are  two  types  of  Contracts:
institutional  and  individual,  and  these  are  further  categorised  into  international  and  local
contracts.

Travel Requisition (TA): A travel requisition should include the name of the traveler, purpose
of travel, and destination. A staff member designated as an authorizing officer should authorize
such requisitions, once she/he is convinced that the type and costs of the inputs are needed to
carry out the activity.

After creating a requisition, the Office should create an obligation, or a document that constitutes
a  commitment  by  CHARD towards  a  third  party.  In  the  case  of  cash  and  travel,  once  the
requisitions  are  authorised,  they  should  become  obligating  documents.  For  Supplies  and
Services, obligations take the forms of Purchase Orders and Contracts. Obligating documents
add the name of the third party, once selected,  to the requisition, and should be signed by a
designated  staff  member,  once  she/he  is  convinced  that  a  proper  selection  process  for  the
provider of goods and services has taken place.  

Following the provision of the goods or service and the submission of an invoice or payment
request,  a  staff  member  designated  as  a  certifying  officer  should  certify  that  the  invoice  is
correctly calculated and is in accordance with the amounts and terms stated in the obligating
document.  The same staff member, who authorised the procurement of the input, should review
the certified invoice and supporting documentation for approval of the payment.  This approval
should be given once the staff member is assured that:
• the request for a cash payment is justified,  and based on previously authorised and signed
agreements;
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• the supplies were delivered in the right quantities and specifications as ordered; the service was
provided as contracted; or
• that the travel took place as planned, as evidenced by a trip report.

The documents should then be forwarded to a staff member who is responsible for preparing a
payment  voucher,  thereby  linking  the  payment  to  the  obligating  documents.  By signing the
Payment Voucher, she/he confirms that all documentation is complete. Finally, a cheque or bank
transfer should be prepared. The paying officer should confirm with her/his signature that it is a
correctly recorded and valid payment. 

3.6.3 Accountability and Financial Control Mechanisms
All staff of CHARD shall be accountable to the Executive Director for the regularity of actions
taken by them in the course of their official duties. Any staff who takes action contrary to the
regulations, rules or administrative issuance shall be held personally responsible and financially
liable for the consequences of such actions. While implementing programmes and conducting
transactions,  staff  members  need  to  take  different  actions.  These  include  the  drafting  of
documents, editing, finalizing, authorizing, certifying, approving, signing, paying, closing and
forwarding them.  

There  should  be  four  Financial  Control  Points  for  the  procurement  of  any  cash,  supplies,
services, or travel inputs. These are Authorizing, Certifying, Approving, and Paying. 

Authorizing:  A  staff  member  responsible  for  a  budget  item  authorizes  the  commitment  of
CHARD funds, confirms that funds are available and that the request is part of the approved
AWP. Authorization is required prior to any obligation of CHARD funds. If at a later stage a
procurement or contract has been found to be unnecessary (e.g. unnecessary procured supplies,
unnecessary  service  of  consultant,  unnecessary  travel  by  staff),  the  authorizing  officer  is
accountable. Reservation of funds should be done at the AWP level. Authorization is required for
the reservation of funds at AWP level, and for requisition at activity level. Authorization of a
reservation of funds confirms that the selected contribution can be used to finance the proposed
activities in the AWP. Authorization of a requisition confirms that the activity may be carried
out.

Certifying: In case of supplies and contracts, a person should confirm that goods or services
have been delivered and confirm that the invoice is correct, and has not been paid already. The
person must not be the same individual as the one who authorised the AWP. If it is found at a
later  stage  that  a  payment  was  made  based on certified  invoices  and  an  approved payment
request but the actual quantity of the goods or services received was not in accordance with the
obligating  document  (e.g.  purchase order),  the  certifying  officer  is  accountable.  Certification
should be done manually on the invoice or delivery note, and should be recorded by the system. 

Approving. A person should approve a payment request, confirming that the goods or services
(based on the completed certification) agree with the original authorization, and that the charges
are acceptable. It is important that the person knows what was originally authorized, to be able to
judge whether to proceed with a payment or not. In the case of supplies or contracts, the person
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who originally authorized the procurement of the goods or services is the best person to confirm
that  the procurement  has taken place according to what was authorized and payment can be
made.   It  makes sense, therefore,  that the authorizing and approving officer  should be same
person.

Paying. A payment requires signatures from two members of the signature panel, who must not
be the approving officers.  They must examine all  necessary documents,  and confirm that all
financial rules were followed. A payment should be effected through a (manual) signature on the
cheque or bank transfer and the payee informed. In case of cash transfers, the payee should be
informed and acknowledge receipt of funds.

The  purpose  of  CHARD  financial  controls  should  define  the  responsibilities  of  specific
individuals  for the control  over commitments  and use of CHARD funds.  The assignment  of
financial controls should include the establishment of a segregation of duties among staff in the
input  procurement  process.  The work of  one staff  member  should always be reviewed by a
different  staff  member  in  the  next  step  of  the  work  process,  to  identify  errors,  identify
inappropriate actions, and protect staff from any appearance of improper use of resources. 
In particular:
• The approving staff must not be the certifying person, in order to prevent a person approving a
payment for goods or services that have not been received or activities not within their approved
budget levels in the AWP.
• The approving staff must not be the paying officer, in order to prevent the release of funds for
goods or services that  have not been received or activities  not within their  approved budget
levels in the AWP.

3.6.4 Segregation Of duties
The key aspects of a segregation of duties are:
• No one individual (or related individuals) has total control over more than one phase of the
transaction process (Authorizing, Purchasing, Receiving, Paying for goods and/or services).
• Work flow proceeds from one person to another so that, without duplication, the work of the
second verifies the appropriateness of the work of the previous steps in the process.
• Those who authorize the procurement or release of assets are not responsible for their custody.
• Record-keeping and bookkeeping are separated from handling and/or custody of assets.

By having more than one person involved in the procurement, custody and accounting processes
of  a  transaction,  it  is  very  difficult  for  an  inappropriate  release  of  funds  or  goods  to  go
undetected. Efforts to misappropriate resources should be identified before they result in losses
to CHARD. 

If  one  of  the  CHARD  offices  is  so  small  that  it  does  not  have  enough  staff  to  divide
responsibilities in a manner that would otherwise be prudent, alternative control mechanisms can
be established. A limited segregation of duties—combined with preventive and detective controls
—may provide effective internal control. In this case, proper segregation should include at least
three  staff  involved  in  every  transaction.  Detective  controls  identify  an  erroneous  or
inappropriate  transaction  or  activity  after  it  has  occurred.  The  review  and  reconciliation  of
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departmental records with system generated reports and the analysis of Exception Reports are
examples of detective control.

Chapter 4: MONITORING AND EVALUATION

Monitoring and evaluation (M&E) should be integral and individually distinct part of CHARD
programme preparation and implementation.   

4.1 Key Conceptual Issues
As a basis for understanding monitoring and evaluation responsibilities in programming, this
section provides an overview of general concepts, clarifies definitions and explains CHARD’s
position on the current evolution of concepts, as necessary.

4.1.1 Situating monitoring and evaluation as oversight mechanisms
Inspection,  audit,  monitoring,  evaluation  and  research  functions  are  understood  as
complementary but very distinct management tools. They can be situated along a scale. At one
extreme, inspection and audit can best be understood as control functions. At the other research
and to an extent evaluation are meant to generate knowledge. Performance monitoring,  some
elements of audit, and evaluation are tools to facilitate results-based management. The linkages
of  evaluation  and  monitoring  with  successful  results-based  management  cannot  be  over-
emphasized.  Both  monitoring  and  evaluation  are  meant  to  permit  more  effective  decision
making, including decisions to improve,  reorient or discontinue the evaluated intervention or
policy; decisions about wider organisational strategies or management structures; and decisions
by national and international policy makers and funding agencies. Monitoring and evaluation
create a valid evidence base for making informed programming decisions.

4.1.2 Audits
Audits  generally  assess the soundness,  adequacy and application  of systems, procedures and
related internal controls. Audits encompass compliance of resource transactions, analysis of the
operational  efficiency  and  economy  with  which  resources  are  used  and  the  analysis  of  the
management of programmes and programme activities. At CHARD Programme Audits should
identify the major internal and external risks to the achievement of the programme results, and
weigh  the  effectiveness  of  the  actions  taken  to  manage  risks  and  maximise  programme
achievements. These are important components of results-based management. While audits may
overlap somewhat with evaluation, they do not generally examine the relevance or impact of a
programme, which is a key role of evaluation. 

4.1.3 Monitoring
There are two kinds of Monitoring:

 Situation monitoring  measures change in a condition or a set of conditions or lack of
change. Monitoring the situation of women entrepreneurs is necessary when trying to
draw conclusions about the impact of programmes or policies. It also includes monitoring
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of the wider context, such as early warning monitoring, or monitoring of socio-economic
trends and the national wider policy, economic or institutional context. CHARD should
broadly  engage  in  situation  monitoring  using  Situation  Analysis  and DevInfo  among
other tools.

 Performance monitoring measures progress in achieving specific results in relation to
an  implementation  plan,  whether  for  programmes,  strategies,  or  activities.  It  is  core
accountability for effective work planning and review. 

These two types of monitoring feed into two types of evaluations. i.e.  Impact evaluations
that measure the results of programmes or policies and;  Process evaluations that measure the
quality and efficiency of the programme; – whether it is well organized, meeting its activity and
output targets, adequately participatory, etc.

4.1.4 Evaluation
Evaluation is an exercise that attempts to determine as systematically and objectively as possible
the  worth  or  significance  of  an  intervention,  strategy  or  policy.  The  appraisal  of  worth  or
significance is guided by key criteria discussed below. Evaluation findings should be credible,
and be able to influence decision-making by programme partners on the basis of lessons learned.
For the evaluation process to be ‘objective', it needs to achieve a balanced analysis, recognise
bias  and  reconcile  perspectives  of  different  stakeholders  (including  primary  stakeholders)
through the use of different sources and methods.

CHARD programme evaluation report should include the following:
• Findings– factual statements that include description and measurement;
• Conclusions – corresponding to the synthesis and analysis of findings;
• Recommendations –what should be done, in the future and in a specific situation; and where
possible,
• Lessons learned – corresponding to conclusions that can be generalised beyond the specific
case, including lessons that are of broad relevance within the country, regionally, or globally to
CHARD. 

4.1.5 Lessons can include generalised conclusions about causal relations (what happens) and
generalised normative conclusions (how an intervention should be carried out). Lessons can also
be generated through other, less formal evaluative activities. It is important to note that many
reviews  are  in  effect  evaluations,  providing  an  assessment  of  worth  or  significance,  using
evaluation criteria and yielding recommendations and lessons. An example of this would be a
Mid Term Review of the CHARD’s Programme
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4.2 Monitoring and Evaluation Responsibilities in CHARD
Monitoring  and  evaluation  activities  relate  to  the  CHARD  Programme  planning  and
implementation, and include the IMEP, the MTRs or  Programme Evaluation, and the Thematic
Evaluation, all at Programme level; and programme evaluations and field visits at programme or
programme component level.  

4.3 Management of monitoring and evaluation resources
At least 5 per cent CHARD programme expenditure should normally be devoted to evaluative
activities each year, in addition to any support budget covering staff time contribution to such
work.  In support of results based management, resources also need to be devoted to performance
monitoring and evaluation. Activities covered by this may include: Annual Reviews, the Mid-
Term Review, programme/project evaluations, research and studies, and surveys or other data
collection  for  performance  monitoring.  Additional  resource  allocations  should  be  made  to
support  monitoring  of  the  beneficiary  situation,  including  through  Situation  Analysis,  as  a
strategic contribution to CHARD knowledge base.  

4.4 The Evaluation Report
The data and findings for M&E efforts should be presented in different ways. While there are
many  possible  products  (summaries,  PowerPoint  presentations,  complete  data  sets),  it  is
important that there is a basis in a well described and documented analytic report where full
details are presented and where a quality review can be performed. This is especially true for
studies, surveys, and evaluation. 

The Evaluation Report should include Key elements like:
 a description  of the methodology adequate for a reviewer to judge the quality  of the

design;
 explicit recognition of ethical issues and how they were managed;
 evaluation  findings–  expressed  as  factual  statements  that  include  description  and

measurement;
 conclusions – corresponding to the synthesis and analysis of findings; and 
 where  possible,  recommendations  about  what  should  be  done;  and  lessons  learned  –

specifically  conclusions  that  can  be  generalised  beyond  the  specific  case  for
consideration in national or higher level programming.

4.5 Disclosure and Dissemination
Progress  reports  and  the  findings  of  evaluations  of  CHARD  programmes  should  be  made
available  to  the public.  The Mid-Term Review report  or  Programme evaluation,  the  Annual
Review report, as well as programme, project and thematic evaluations are all considered public
documents.  Please note that  disclosure does  not apply to  those evaluative  reports  which are
internal to CHARD. These include the Annual Report, the Analysis Report, and reports resulting
from the Mid-Term Management Review and the Annual Management Review.
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CHARD  has  the  primary  responsibility  for  disseminating  evaluation  reports,  and  especially
findings,  recommendations  and  lessons.  Findings  can  be  disseminated  through  various
mechanisms, including formal presentations with stakeholders, community meetings, knowledge
networks, Annual Report and the Analysis Report.

 In addition, the Evaluation Office should maintain a repository of all evaluations and studies
commissioned by CHARD, regardless of quality, for accountability purposes.

4.6 Management Response and Follow-Up
The  Executive  Director  is  also  responsible  for  a  systematic  follow-up  to  an  evaluation  or
monitoring  report.  This  includes  a  responsibility  to  ensure that  results  of all  evaluations  are
discussed  and follow-up actions  recorded in  a  meeting.  CHARD should  consider  but  is  not
obligated to accept the recommendations of the evaluators. These can be rejected or changed for
many  valid  reasons.  Equally,  CHARD  should  not  review  and  respond  only  to  the
recommendations, but should assess the implications of the entire report. Above all, there should
be  an  accountability  to  make  sure  that  agreed  follow-up  actions  are  actually  taken  up.  A
successful evaluation should influence  additional  processes such as Annual Reviews and the
Mid-Term Reviews, and forthcoming PD, the PAP, and the AWPs.

Monitoring the management response to evaluations and other M&E efforts should be part of the
Audit schedule, and reaction to CHARD’s action and inaction may be monitored by the main
donors. 
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