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Annex 7k: 

M&E Staff Terms of Reference and M&E Staff 
Structure Guideline  
 
Introduction 

While staffing structure is at the discretion of senior management at country and regional levels, 

M&E structures involve a variety of important components to consider in order for a country 

programme to be able to meet DRC MEL objectives.  

 

The following guideline outlines recommendations for M&E staff structure both generic and in more 

detail. The guideline can support DRC staff when developing a MEL system, dividing roles and 

responsibilities, developing Terms of Reference and hiring M&E staff. 

 

M&E in DRC Structures  

In DRC M&E is defined as an integral part of project management. However, it is recommended that 

country and regional operations establish M&E units that are independent from the project 

management. Having M&E as external to project management offers a number of benefits to 

strengthen project management. Advantages of an external M&E unit include: 

 

o Demonstrates accountability and transparency to donors and other stakeholders 

o Allows project teams to focus on implementation – teams often do not have the time to 

properly prioritise both implementation and monitoring 

o Builds synergies across projects and sectors, offering different perspectives on specific 

programme implementation  

o Can promote openness from beneficiaries, partners, vendors, etc. who may give biased 

responses to project teams they know well 

 

M&E Positions, Roles and Responsibilities in DRC Globally 

There are currently no standardised positions for M&E in DRC. However, it is mandatory that each 

county and regional operation has a M&E Focal Point and that the focal point is trained in M&E in 

humanitarian operations. It is also recommended that the M&E Focal Point is funded as a full time 

position as a country or regional M&E Officer, refer to the table below.  

 

If it is not possible for the country or regional operation to fund a full time M&E Officer it is advised 

that a programme quality or programme development officer is given the role as a M&E Focal Point. 

Currently it is standard practice in DRC to designate the role of the focal point to the Grant Manager. 

This can have a number of advantages, e.g. grant managers are already involved in proposal 

development, but it can also have disadvantages e.g. project monitoring and evaluation can be 

overlooked due to the urgency of grant management processes compared to monitoring. Also, finding 

candidates with relevant background and experience to cover both grant management and M&E to an 

acceptable standard can be difficult. The table below illustrate a suggested division of labour in DRC 
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with regards to M&E. It can be used as inspiration when developing ToRs for M&E staff at different 

levels in the organisation.  

 

Title Purpose Job Responsibilities  Reporting 
line  

Resources  

Monitoring 
and 
Evaluation 
Adviser, 
OPSU  

Ensure 
learning, 
dissemination 
and quality of 
evaluations 
within the 
organisation 

 Develop and maintain DRC’s 
global level Monitoring, 
Evaluation and Learning 
Minimum Operational Procedures 
and Evaluation Policy and related 
guidelines 

 Ensure global dissemination of 
findings from evaluations through 
the Meta Evaluation and 
Evaluation and Learning Briefs   

 Provide support to regional and 
country programmes on 
evaluation 

 Provide guidance on data 
collection methods to regional 
and field level   

 Facilitate global events on M&E 

 Build and maintain relations with 
donors and other key 
stakeholders on M&E 

Head of 
Operation 
Policy and 
Support 
Unit 

The position is 
to be funded 
partly by OPSU 
budget lines in 
the Danida 
Framework. 
Contribution 
from DRC HQ 
overhead to this 
function is also 
foreseen. 
 

Monitoring 
and 
Evaluation 
and 
Information 
Management 
Adviser, 
OPSU 

Coordination 
of evaluation 
activities and  
strengthening 
of information 
sharing  

 Coordinate evaluation and 
research work within the 
organisation  

 Ensure accountability of M&E 
system and relevance of M&E 
minimum operational procedures 
throughout the organisation 

 Develop and maintain M&E 
relevant elements of the GMS 

 Provide support to country and 
regional M&E system 
development  

Head of 
Operation 
Policy and 
Support 
Unit 

As above.  

Monitoring 
and 
Evaluation 
Officer, 
Regional 
Level (M&E 
Focal Point) 

Ensure 
quality and 
coherence of 
M&E 
activities in 
the region  

 Develop and maintain regional 
level M&E system in accordance 
with DRC minimum operational 
procedures for M&E and DRC 
evaluation policy 

 Ensure capture of lessons 
learned from annual review  

 Ensure global level involvement 
in research and larger evaluation 
activities in the region  

 Ensure dissemination of findings 
from regional evaluations and 
research in coordination with 
Global M&E adviser 

 Direct support to evaluations and 
programme monitoring at 
regional and country level  

 Facilitate regional trainings and 
meetings on M&E 

Regional 
Director  

The 
recommendation 
is that the M&E 
officer is 
external to the 
projects and 
thus funded 
through cost 
sharing between 
the projects 
within the 
regional 
programme. 
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Considerations regarding programme size and M&E staff structure 

The majority of small DRC country programmes do not have the budget to establish a separate M&E 

unit, or may not have sufficient activities to convince donors to fund a stand-alone M&E department. 

DRC therefore recommends appointing the M&E Focal Point from someone among the existing 

senior management who has some time to dedicate to M&E, as well as basic knowledge of monitoring 

and evaluation – such as a Project Manager. The focal point will then be responsible for fulfilling the 

tasks listed above, and ensuring that the country programme meets the DRC MEL minimum 

operational procedures. If possible funding-wise, the programme should establish a M&E Officer at 

central/national level, reporting to either the Programme Manager or Country Director, to fulfil the 

M&E Focal Point’s responsibilities.  

 

Smaller programmes with limited in-house M&E capacity can also draw from the following resources 

to complement in-country M&E efforts:  

 

 Regional M&E focal points/experts  

 M&E colleagues from other country programmes with more M&E resources 

 Global M&E advisors  

 

Medium-sized DRC country programmes vary in structure, but many have Grants Officers/Managers 

and often place MEL responsibilities within the Grants department. While this can be suitable as a 

temporary arrangement, DRC recommends that medium-sized country programmes establish, as a 

minimum, a central/national M&E Officer or Coordinator to assume the M&E Focal Point’s role. The 

M&E Officer should report to the Programme Manager or Country Director, and he/she should 

oversee field M&E teams. 

Monitoring 
and 
Evaluation 
Officer, 
Country 
Level (M&E 
Focal Point) 
 
 

Ensure 
quality and 
coherence of 
M&E 
activities in 
the country  
 
 
 

 Develop and maintain country 
level M&E system in accordance 
with DRC minimum operational 
procedures for MEL and DRC 
evaluation policy 

 Ensure capture of lessons 
learned from annual review and 
end of project reviews  

 Ensure dissemination of findings 
from evaluations  

 Direct support to project 
monitoring and planning at 
country level  

 Participate in and lead data 
collection in the field 

 Facilitate training of data 
collectors and relevant country 
staff on M&E 

 Support and facilitate data 
analysis 

Country 
Director 

The 
recommendation 
is that the M&E 
Officer is 
external to the 
projects and 
thus funded 
through costs 
sharing between 
the projects 
within the 
country 
programme. 

Monitoring 
and 
Evaluation 
Field Staff, 
Country 
Level 

Timely 
collection of 
quality M&E 
data  

 Data collection  

 Data entry 

 Data analysis  

M&E 
Officer and 
Project or 
Programme 
Manager  

The M&E field 
staff is internal 
to the projects 
and 
programmes 
and funded 
through the 
specific projects 
and 
programmes.  
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At the field level, medium-sized programmes should establish separate M&E teams for data collection 

and processing, managed technically by the M&E Officer/Coordinator, rather than relying on project 

staff to monitor other projects. Depending on the size of the programme and M&E needs, these teams 

can be roving or be permanently based in a location.  

 

Large DRC country operations should establish a separate M&E department, from the central level 

down to field implementation, to ensure maximum accountability and transparency for complex 

programming.  

 

A key consideration for larger country programmes is to determine whether a broader Programme 

Quality function is required, and under which M&E function this could fall. Programme Quality can 

include HAP staff/mechanisms, Information Management, etc. In Lebanon, the Programme Quality 

unit oversees all M&E functions and the Head of Programme Quality reports to the Country Director.  

 

Data Collection Responsibilities 

It is recommended that the field staff responsible for M&E activities (outlined in the table above) 

should not be the same teams that implement the project, however it is not mandatory to set-up the 

Country M&E System in this way, if the structure and logistics does not allow for such a set-up. The 

reason to have independent data collection teams are to reduce inadvertent bias, possible corruption, 

and to ensure as much independence as possible when monitoring and evaluating DRC’s activities. 

Ways to achieve this separation of project implementation and M&E field teams include: 

 

 A separate team of volunteers, 

enumerators, etc. dedicated specifically 

to monitoring activities 

 

 Engaging field staff from other projects 

to conduct monitoring activities for a 

project that they do not implement 

 

 

M&E staff is normally involved in needs assessments and other baseline data collection activities. 

However, it is important to remember that the M&E field teams carrying out data collection should 

not be involved in any beneficiary selection or assistance processes related to the project they are 

monitoring. This includes household assessments, surveys, selecting individuals for assistance, or 

implementing assistance programmes (distributions, cash/voucher initiatives, etc.). This not only 

guards DRC against potential fraud or corruption, but also protects DRC staff from inadvertently 

violating any DRC or donor regulations regarding accountability or division of responsibilities.  

 

 

 


