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RAPID MONITORING :
4 THE KFIQ APPROACH

Dr. Cesar M. Mercado

INTRODUCTION

Rapid monitoring is essential to efficient and effective project
management. The key to rapid monitoring is an approach known as
KFIQ. This approach was developed to simplify and speed up the
monitoring of programmes and projects to catch up with the demand
of management for information. KFIQ helps:

Operationalize a project

Separate monitoring from evaluation

Develop a shortand simple monitoring form

Fast track data gathering, processing and reporting

KFIQ CONCEPT

The KFIQ concept is a key to systematic programme/project
operationalizattion, monitoring and evaluation. The letters:

K stands for key;
F for factor;

| for indicator;
Q  for question

60 Mercado, Ed. Kalamana, (15) : 2005 Dec.

Thus, KFIQ means;

Key Factor (KF)
Key Indicator (KI)
Key Question (KQ)

KFIO explains that every project document is expected to
have a set of interrelated elements such as:

List down opposite each KF key indicators (KIs). Kls
are selected measurable words indicating the unit of measurement
which maybe interms of: :

Number
Amount
Weight
Area
Length
Distance

The tables on page 4 demonstrates the process in
operationalizing a UNICEF-funded programme of POPCOM entitled
“Strengthening the Policy, Planning. Coordination and Monitoring of
the Adolescent Fertility and Youth Development Programme”(PHI/
95/P09). The same table is also useful for developing a monitoring
or evaluation tool as shown in the succeeding pages. The table shows
that the objectives of a project document contain key factors (KFs).
Each KF has key indicators (KIs). Once the key indicators are
identified, the key questions can now be formulated. These key
questions are then organized into a monitoring tool.
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SEPARATE MONITORING FROM EVAUATION

Monitoring and evaluation (M & E) are extremely important
functions of project management. The tell management about the
progress of a programme/project an the potential and actual problematic
areas before the problems get worse to unmanageable level. M & E
serve as extension of the two most important senses of the manager.

. Monitoring for the eyes or sense of sight
. Evaluation for the ears or sense of hearing

M & E system and tools must be prepared during the first
planning process. These help management appraise periodically the
accomplishments and the problems of the programme/project during
and after the implementation process. The data suggest appropriate
corrective measures to ensure the efficiency and effectiveness of project
implementation. M & E also serve as mechanisms to help.

. Implementing staff tell management about their needs
. Management know the needs of the implementing staff

A monitoring and evaluation system is used to assess the
project, not the project staff. A performance evaluation or audit
assesses staff competence using a different measuring tool from that
used inM & E.

Monitoring measures project efficiency, while evaluation
measures project effectiveness. The other differences between M &
E are shown in the table next page.
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Definitions

Monitoring is the process of determining the implementing staffs delivery
of

U Inputs
. Activities
. Outputs

Evaluation is the process of determining the project’s.
. Effects
. Impacts
On the target beneficiaries and the environment around them.

Uses

Monitoring is useful for determining periodically whether the project
staff follow timely delivery of:

. Inputs
. Activities
. Outputs
Evaluation is useful for determining if the expected:
. Effects
. Impacts

Of the project on the target beneficiaries and the environment are
accomplished according to plan.
Evaluation is useful for determining if the expected:

. Effects
. Impacts
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Of the project on the target beneficiaries and the environment
are accomplished according to plan.

Experience shows that the monitoring and evaluation tools
are also extremely important in guiding the programme/project manager
and the implementing staff what priority outputs must be produced on
periodic basis.

Separation

Management always expects fast supply of monitoring and
evaluation data. Unfortunately most monitoring and evaluation could
not catch up with the manager’s demand.

One very important technique to hasten data generation is to
separate monitoring form evaluation. One long monitoring and
evaluation form should be cut into:

. One short monitoring
. One short evaluation questionnaire

Short monitoring form or evaluation questionnaire means rapid:
. Data gathering

Data categorization

Data tabulation

Data analysis

Data interpretation

Data reporting
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SHORT AND SIMPLE MONITORING TOOLS
There are two types of monitoring tools that we can develop.

e Focus Monitoring Form — based on the project objectives,
outputs, activities and inputs. This useful when we want to
see only the physical outputs. With targets only
accomplishments can be shown.

e Project Document-based Monitoring Form — based on the
project work plan, description/justification of inputs and budget
requirements. This can show both planned and actual
accomplishment plus the percent accomplishments (%Acc)
of both the physical and the financial aspects of the programme/
project.

The steps in developing focus monitoring tools are:

1. Review the expected inputs, activities, and outputs of the
project. An input can be the number of montivators
assigned in a certain area an activity can be a group
meeting; and an output can be the number of wormen’s
group organized.

2. Ask project management about its information needs.

3. Decide on the key elements (KF) (inputs, activities and
outputs) that should be monitored considering the
information needs of management. Only one, two or three
elements may be monitored depending on the information
needs of management.
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10.

11.

Identify the key factor (KF) under the selected key element
that should be monitored. For example, if the KF chosen
IS output, this maybe women’s group organized.
Identify the key indicator (KI) which can be used to
measure the KF. The KI maybe the number and the size
of the women’s groups.

Decide on K1 which should be used in developing the
monitoring tool.

Use the KI in formulating key questions (KQ). For
example, if the Kl includes number and size of women’s
groups, then there should be two key questions in the
Monitoring Form, one on number and another on size.

Organize the KQs into a systematic Monitoring Form
complete with identification of respondent and instructions
on how complete the form shown next page is a sample
table on how to develop a focus monitoring tool.

Check if all the questions in the Monitoring Form are
valuable to planning and decision making. To do this, ask
yourself about the use of data which will be gathered from
each question. Delete those questions to which expected
answers do not have clear utility to the project.

Pretest the Monitoring Form among representatives of
expected users and revise according to pretest results.

Reproduce and distribute revised monitoring form to users.

Shown before this page is a table that illustrates the Systematic
Steps in Developing Monitoring form.
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Another technique in developing a monitoring form is to convert
the Budget Requirement in a UN project document into a Physical
and Financial Monitoring Form as shown next page. This form,
which includes the planned and the actual accomplishments per
output and inputs, allows computation of the percent
accomplishment (%Acc) per item. The steps in developing
programme/project document based monitoring form are:

1. Convey the Description of Components/Line Items into
Activities.

2. Convert the columns on year into:

2.1  Physical/Output. Put three sub-columns such as
Planned (PLN), Actual (ACT) and Percent
Accomplishment (%Acc).

2.2 Financial/Input. Putthree sub-columns such Planned
(PIN), Actual (ACT) and Percent Accomplishment
(%Acc)

Put all the line items under activities.

4. See Workplan and Description/Justification on Inputs and
indicate all outputs and PLN in the column on Physical
(outputs).

5. See Description, Work/Justification of Outputs and Project
Budget and indicate all relevant budgetary allocation under
PLN in the column of Financial (Inputs).

6. Test Monitoring Form if the items and the columns gather the
data that the form wants to gather.

7. Revise the form according to pretest results.

w
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SUMMARY

Two of the most important pre-requisites to efficient and
effective programme/project implementation after approval of the
programme/project proposal are:

. Operationalized project document
. Standardized monitoring tool

The KFIQ approach is essential in developing short, simple and
systematic

programme/project key indicators (CHI) and key questions
(KQ) for developing monitoring tool. The KFIQ means:
. Key factor (KF)
. Key Indicator (KI)

The KF and Kl are essential for project operationalization.
The KQ, together with the KF and K, are essential for developing
the monitoring tool. KFIQ is also useful for developing the evaluation
tool. The monitoring tool and the evaluation tool work better if there
IS a systematic monitoring and valuation system.

The key factors (KF) are derived from the programme/project:
. Elements composed of :
o Objectives
o Outputs
o Activities
o Inputs
. Policy/strategy framework composed of

o Principles
o Concepts
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The best KF are those derived form the objectives, outputs,
activities and/or inputs because, in the final analysis, these are the
ones used as standard for judging the success or failure of the
programme/project. The best monitoring form must focus on the last
three elements.

The key indicators (KI) can also be derived from the workplan
and the Description of Components/Line Items or Budget
Requirements in the programme/project document.

The key indicators (CHI) are derived from the KF. Ingeneral
Kls are outputs with units of measurements such as number, amount,
weight, height, thichness, length, volume etc.

The key questions (KQs) are ways of verifying whether the
key indicators are already accomplished. The KQs are organized
into a monitoring tool or evaluation questionnaire.

Monitoring forms measure outputs, activities and/or inputs;
while evaluation questionnaires measure effects and impacts.

The KFIQ, as mentioned earlier, is used to develop short and
simple monitoring tool or evaluationquestionnaire which speed up data
gathering, processing, interpretation and reporting.

To develop short and simple monitoring tool, we must always
ask ourselves about the use of data that we are gathering. 1f the use of
the data is not clear, then we must remove the question from the
monitoring form.

Internalizing these points will help a lot monitoring staff deliver
timely data to the manager.
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The teacher should be an example of a person critical of
prejudiced attitudes and opinions held by himself and by society
at large and trying to achieve some degree of mutual under-
standing and respect between identifiably different human groups.
(An Introduction in curriculum development Stenhouse Lawrence

1975)
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" Efficiency in deed in the key to human progress. It is
only when progress takes place. Yet efficiency is just
one side of the coin equally important is effectiveness.

But the two are symbiotic mutually beneficial’
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