2

[bookmark: _Toc129090512] Case Studies
[bookmark: _Toc129090513]CASE STUDY 1 A
About the organisation 
This case study is based upon the qualitative data collected from a participant from UNESCO. The abbreviation for UNESCO is United Nations Educational, Scientific, and Cultural Organisation. The United Nations Educational, Scientific, and Cultural Organization (UNESCO) is an international organisation that promotes education, science, and culture. It aims to promote worldwide collaboration in education, research, and culture to promote peace. UNESCO's programmes help to meet the Sustainable Development Goals outlined in the 2030 Agenda for Sustainable Development, which was approved by the United Nations General Assembly in 2015. The NGO provides policy support to the government. The NGO provides best practices acquired from the field by piloting initiatives and advising the government on how to improve best practices to conduct projects with public and private partnerships so that the government can replicate those pilot projects to mainstream their education system. 
We provide policy support to the government, and we also provide some best practices acquired from the field by piloting initiatives and giving examples to the government on how to improve best practices to conduct projects with public and private partnerships so that the government can replicate those pilot projects to mainstream their education system. 
The NGO promotes that Education is a human right that should be available to all people at all times of their lives, access must be matched by quality. The Organisation is the only UN institution tasked with overseeing all elements of education. Through Sustainable Development Goal 4, it has been entrusted with leading the Global Education 2030 Agenda. The Education 2030 Framework for Action is the road map for getting there (FFA). UNESCO is a global and regional leader in education, strengthening education systems around the world and responding to modern global challenges via education, with gender equality as a core premise. Its work includes educational growth from pre-school through higher education, as well as research and development.
Interviewee’s Biodata
The interviewee is the training, monitoring, and evaluation officer for the educational department for UNESCO. The interviewee has 16 years of experience. The interviewee holds a master’s degree in Developmental Studies. The interviewee performs tasks such as supporting the establishment of the project's process monitoring systems while investigating concrete tracking solutions for the project's various operations. He also assists in aligning project activities with outcomes frameworks and carefully monitoring objectives and indicator milestones based on baseline and end-line data. The participant informed us that he consolidates quantitative process monitoring data with narrative monitoring reports from partners and escalates major concerns to management on a regular basis, as well as through monthly, quarterly, and yearly reporting. He also engages in preparing a variety of reports and data analyses to identify trends and issues and ensures that deliverables meet agreed-upon objectives on a regular basis. It is also the responsibility of the participant to ensure that the aims of the implementing partners' plans are reached and that they are in accordance with the agreed-upon project plans while including gender views in all areas of work. 
While discussing the project life cycle and stages through which a project undergoes, the participant informed us that one of the main causes of project failure is the wrong identification of the needs of the community. He also believes that the proper need identification is the most crucial stage of a project. If the need is identified properly, then the project is most likely to be successful. 
need identification is the most crucial stage because if the need hasn’t been identified properly, then there are few chances for that project to be accepted by the beneficiaries and achieve success.
According to the views of the participant, community engagement and participation in any project can help a project be successful. He believes that the success of any project is dependent upon teamwork. The right team, the best project management practices, along community participation is detrimental to project success. 
 I also believe that delivering successful projects is teamwork, if we incorporate the right project management practices along with the proper community research if we have dedicated and trustworthy staff, then we can at least expect our projects to be effective.
Project failure is also associated with the unrealistic expectations of donors and other stakeholders. Therefore, it is highly advised that the donors and other relevant stakeholders must be sharing the same project goal in order for the project to be successful.
The donors have some conceptions in mind that cannot be implemented practically in some other place
In this regard, it is worth mentioning here that the success of sustainable projects such as quality education projects, cannot be ensured. Neither is it the job of any single department to look into the project processes and be held responsible for any sort of issue arising therefrom. Instead, the success of sustainable projects is linked with aligning all relevant departments, such as the government, the NGO, the direct stakeholders, and other beneficiaries in a way that not only meets their requirement but also considers preserving the element of why a project was initiated in the first place.  
The alignment according to my experience ensures sustainability. There’s no other way of ensuring sustainability in the projects. The donor-funded projects have to be aligned with the government policies in order to remain sustainable
Designing sustainable projects has been a core mission for the NGOs. In this regards, the participant believes in proper project planning to reap maximum benefits.
“Well, a successful and sustainable project starts with a well-built project plan. All our goals and objectives are set and laid out in a project plan, so, I think we cannot survive without a proper project plan”.
Project performance can be measured using monitoring and evaluation activities performed throughout the project. The participant informed us that the process of monitoring enables us to measure the sustainability of educational projects
With regards to challenges faced by the NGOs, the participant said that effective communication can be very important for the NGOs and in case, communication is not effective, then the NGO might not be able to properly deliver its deliverables.
[bookmark: _Hlk129693288]“Communication, that even effective communication is of vital importance for all the NGOs. It enables us to communicate our day-to-day tasks with our employees, and other stakeholders. Without a proper mode of communication, it will be extremely difficult for the NGOs to achieve their intended outcomes”. 




[bookmark: _Toc129090514]CASE STUDY 2A
About the organisation
This case study is based upon  Solidarities International. This is a French-based organisation having its headquarter in Paris. The organisation was formed in 1980 and has been operating in almost 21 countries and has 2457 international and local staff members. Due to its vast scope of work and responsibilities spread across 21 countries, the organisation is termed as an international NGO for the purpose of this research.  So far, the organisation has helped 5100,000 people suffering from different calamities, both natural and humans induced. Solidarities International has over 40 years of humanitarian expertise and has been able to understand, adapt, and increase the speed with which it responds as well as the quality of its solutions. The organisation's staff always prioritise the most appropriate solution, working with people affected; key players in delivering effective support, depending on the type of crisis, its suddenness, intensity, and duration throughout time. The organisation responds to disasters by giving immediate help in person while also creating long-term solutions that enable affected populations to reclaim sustainable access to water, sanitation, hygiene, a diverse range of livelihoods, and safe housing. The ultimate goals of Solidarities international include protection, dignity, and autonomy of the most marginalised and vulnerable people it works for. Conflicts and violence, epidemics, environmental or climate-related calamities, and economic collapse are all issues that the NGO works to alleviate. The NGO’s humanitarian teams are dedicated to assisting people whose lives, health, and safety are in jeopardy by fulfilling their most basic requirements, such as food, water, shelter, and cleanliness. Natural catastrophe, population evacuation, or a war, a shortage of drinking water, and poor sanitary conditions – sometimes exacerbated by overcrowding can pose serious health and survival hazards to individuals who are injured. The NGO aims to battle water-related diseases that kill over 2.6 million people every year by working among those most vulnerable to diseases caused by unsafe drinking water and an unsanitary environment. There are still 815 million people that are suffering from hunger. That's one out of every ten persons on the planet. Conflicts, natural disasters, and rising global food prices are just a few examples of possible causes. The organisation works with those who are food insecure to ensure that they have access to high-quality food in sufficient quantities. The organisation assists local communities in situations where natural disasters, epidemics, and wars are high at risk, by strengthening their ability to withstand such events: in other words, their ability to bounce back after a crisis, return to normal living conditions and adapt to new constraints and obstacles.
About the Interviewee
 The interviewee has been working in this organisation for 2 years. Previously, he had been on the position of MEAL Coordinator (Monitoring, Evaluation, Accountability, Learning). Presently, he performs the duties of Deputy Country Director in Nigeria. He holds a master’s degree in Sociology. He also is a PRINCE 2 certified practitioner. In accordance with the organisation's operational framework, the interviewee produces the MEAL action plans. The interviewee ensures that his team members understand and carry out each plan.



Theme 1- Project Initiation
 While recording an interview regarding project management and sustainable practices within an NGO with regard to education projects, the participant informed us that like every corporate sector project, the projects conducted by the NGOs follow the same management cycle.  The NGOs projects undergo stages such as the initiation phase, the planning phase, the execution phase, and the project closeout phase. 
“I was working as a meal coordinator so I was looking after all the monitoring and evaluation related activities and from last six months and working as a head of programmes so I’m the deputy country director for Nigeria for this organisation and I'm being overall looking at the program's design monitoring and evaluation coordination with the donors and coordination with the HQ and all these things which are falling into when particularly is related to programme design, implementation and evaluation and the coordination that on it”
The participant, on the topic of project failure, informed us that it is essential for the government, the organisation, as well as the local community, to participate in project activities to make it successful, otherwise, if they are not showing up their interest in the project’s deliverables, then the project is likely to fail.
“if the government is not willing to participate, or if the community is not co-operating, then all these factors contribute towards the project failure”
Referring to the second stage of the project life cycle and the question asked regarding the project design, the participant strongly agreed with us that community involvement and engagement play a crucial role in project success. 
“The proper need identification and the community buy-in play a drastic role in either project success or failure”.
Project communication holds a special position in the NGOs project management. Without proper communication, the NGOs face challenges in terms of delivering their intended projects.
[bookmark: _Hlk129693499]“Managing project communications entails a set of procedures designed to improve the likelihood that relevant information will be conveyed, received, and processed by the appropriate individuals”.
“Stakeholder analysis is a method used to gain understanding of the human and organisational environment, as well as the connections between various stakeholders and the problems that matter most to them. To begin, determine who the potential stakeholders are. Then, determine their authority, influence, and interest so you know who to target. Lastly, have a thorough grasp of the most essential stakeholders so that you can predict how they will react and how you may gain their support”.
“Project communication is extremely crucial for the NGOs. A successful project cannot sustain without effective communication. It is essential that we, as an M&E team members, communicate what the beneficiaries are saying, and report it to the concerned department”.

Theme 2- Project Design
Elements identified within this theme are the key stakeholders without whose involvement, a project is either derailed, serves no purpose, or is failed. The stakeholders crucial to the success of the project include the government (national or local level), the donors (funders) of the project, and the community members. It is also important to note here that the equal involvement of all the relevant stakeholders is crucial for the project’s success and sustainability. In this scenario, a project plan must be designed in a way that includes the feedback and active engagement of the donors so they may endorse the need and requirements of a project and release funds in a timely manner
“Managing activities and interventions require a carefully designed project plan devised with the donors”. 
Maintaining constant monitoring and evaluation activities ensure that the project is within a planned scope. Log framework in this regard is very helpful in comparing the activities planned versus the activities performed in the field and considering the point where the project lost its track. 
“Monitoring the project is again a crucial aspect of every project. Monitoring and evaluation are separate practices dedicated to the assessment of your NGO's overall performance”.
Theme 3- Project Implementation
The participant briefed us on the project implementation stage that project implementation follows a process of putting a project plan into action to produce deliverables, also known as products or services, for clients or stakeholders. Implementation entails coordinating resources and tracking performance to ensure that the project stays on track and on budget. Following the planning phase, during which a team decides the project's major objectives, timeframe, and budget, the project is implemented. Implementation entails organising resources and tracking performance to ensure that the project stays on track and on budget. It also entails dealing with any unexpected challenges in a way that maintains the project on track. One of the key features of project implementation in the NGOs sector involves the application of monitoring and evaluation (M&E) activities. The M&E is the process of collecting and analysing data (monitoring) as well as determining whether a programme or intervention has reached its objectives (evaluation).
“We conduct the mid-term evaluation to ensure the feasibility, performance, and overall target achievement by assigning duties to the monitoring and evaluation team.  Also, we regularly monitor our activities such as budget allocation, program activities, work plan evaluation, regular meetups with the staff. So, the estimate of activities planned vs the actual result obtained through conducting various activities mentioned above let us calculate the overall performance of our projects”
The process of M&E entails different types. Some of the activities are performed by the NGO, whereas the rest of them are practiced by the donors or the funders. The beneficiary monitoring is conducted by external donors; however, it can be done by the NGO as well. Beneficiary monitoring keeps a record of how people feel about a project. It comprises feedback on the project and its collaborators, as well as pleasure or dissatisfaction with them. 
“There is external monitoring which is carried out by the donors which evaluate the performance of the project”.




[bookmark: _Toc129090515]CASE STUDY 3 C
About the Organisation
The organisation is based in Qatar and works on educational projects globally, therefore, categorised as an international donor organisation (DFID). The NGO conducts quality educational projects and solves issues related to the educational projects such as enrolment issues, and school dropouts. The NGO is also the donor organisation. The NGO has an aim of delivering educational projects from primary to secondary level which is part of the global citizenship programme. Previously, the organisation had been working on different projects on its own, but the organisation has undergone reconstruction in terms of projects it conducts. It is, therefore, acting as an umbrella organisation and several other related NGOs are working for and adhering to its agenda. 
Interviewee’s Biography
The interviewee joined the NGO as a partnership esteem development. He has a master’s degree in sociology and another Master’s in urban development. He also holds a B. ED degree. He started working in the humanitarian sector in 1997. Had been teaching at the university for a short period. His total experience is 24 years. The interviewee searches for partners for collaboration. He works with partner organisations to deliver successful educational projects. His role is to search for partner organisations. He looks for common synergies to work together. The participant had Worked for 2.5 years in this position. Then he switched roles towards international programmes. The role of programme team was programme management or portfolio management. In this role, the participant looked after programmes for Asian countries. He had been a portfolio manager for Asian countries. The new mandate of the NGO speaks of the global citizenship programme on education development. In this role, he had been working for 9 years on primary and secondary educational development programmes. He also had been working in the technical, programme, and operational teams.
Responding to the question relating to project management stages, the interviewee stressed differentiating the needs of the corporate sector vs the needs of the not-for-profit sector. He claimed that the not-for-profit sector is working solely to cater for the needs of the community and therefore, the project must be designed in a way that looks after the needs of the community;
I would like to highlight one point here that project management is not ready to wear outfits for every organisation, rather it needs to be customized and contextualized according to the situation, especially for the NGOs because we are dealing with people having different cultures, languages, backgrounds, needs, requirements, and necessities. So, the PM practices should be tailor-made and customised rather than strict policies and procedures.
In order to deliver successful projects, the NGOs and government must work together. 
We should always remember that NGOs can never become a substitute for government departments. They always work in line with the government departments for relevant projects.
Project performance can be ensured using monitoring and evaluation activities, as these enable the organisation to take note of any deviation of the project planned vs the activities performed in the field
constant monitoring activities play a crucial role. Through the activities performed by the monitoring team, we come to know if there is even the slightest deviation from the activity planned vs the activity actually performed
The interviewee spoke about the project success factors and let us know that their organisation seeks community feedback in order to measure their performance. The level of community and stakeholders’ satisfaction is a clear sign of a successful project;
We also meet our stakeholders and get their feedback on the project which also allows us to measure our performance. Satisfied stakeholders mean the project attained its target and vice versa
Besides satisfied stakeholders, there are other success factors of a project. Constant monitoring enables the organisation to keep project activities in check.
Stakeholders analysis and problem tree within project planning phase play an important role.
“The problem tree points out the main issue, its effects, and the underlying problems that have resulted as a consequence. When making a Problem Tree, it is important to start by figuring out what the starting problem is” (Participant 3, organisation C). 
 In this regard, log framework plays an important role. The log framework provides a blueprint of the overall activities of an organisation. Organisations set out their goals and objectives in a log framework and provide a clear methodology to achieve its targets within a specified time;
Comparing and contrasting the organisation’s goals and objectives set out on the log framework vs the activities performed in the field lets us know the level at which our organisation has achieved its outcomes
The participant believes that if an NGO makes a well designed project plan, then it could imply that the project is already half way through.
[bookmark: _Hlk129858015]“It is very important to understand that no project, no matter how well resourced it is, cannot achieve its desired goals, if it is not planned properly. Poor planning and goal setting can turn a successful project into a failed project”.




[bookmark: _Toc129090516]CASE STUDY 4 D
About the NGO
The interview is based upon the NGO that operates globally and for this reason, it is termed as an international NGO for the purpose of this study. The organisation, CDRS, enhances the lives of disadvantaged and neglected people by providing quality healthcare, safe drinking water, and empowering young people and women via educational, economic, and community service projects. In disasters, we provide aid and logistics, as well as crisis support for differently-abled people and families. In the most isolated villages and the greatest cities, our staff and initiatives serve poor people as well as suffering animals. The organisation, during disasters, provides comprehensive, competent, and compassionate humanitarian aid, relief, and assistance deploying as quickly as possible and remaining as long as needed. The organisation provides high-quality healthcare that is both sustainable and cheap. The organisation is also identifying, addressing, and closing gaps in the healthcare system. The organisation is providing comprehensive health education and school health programmes to neglected communities and differently-abled persons. The organisation is also working on empowerment and education projects, as well as disaster response training, for women and youth, particularly those who live in disaster-affected areas, conflict zones, or neglected or remote areas.  The organisation works with local communities and governments to assist them in taking the lead in managing their healthcare needs in collaboration with the existing but restricted government healthcare system. The organisation is providing safe water to underserved communities. The organisation builds homes for widows and the poor. The organisation is building schools and providing furniture and school supplies to schools in socially disadvantaged areas. The organisation is providing animal welfare services and raising community awareness of the significance of expressing compassion to suffering animals
About the Interviewee
The interviewee is the manager programme for this organisation. The interviewee is also working for the UN SDG 4 at the government level, improvising policies, looking after different projects, distributing funds, and counselling his team members. He has experience of 20 years of working in the NGOs sector. He holds a PhD degree in management studies. He is currently working for the UN SDG 4 in Pakistan at the government level.
The participant shared his experience of working with different NGOs and told us about how the NGOs conduct their projects. In this regard, need identification is the first step towards starting any project. A project is planned according to the need identified in the community.
we plan the project according to the need identified.
There is also a need for donors to consider the needs of the community. They must not expect unrealistic or unattainable results from the project. In a disaster-stricken area, for example, there is a prime need to provide the affectees with food and water first and then look after their education and other well-being needs. If the project is not serving the basic needs of society, then there is less use of that project in society.
if the donors are expecting a project to be implemented which in the practical world is difficult to achieve, or not required, or unrealistic, then we can say that this project may fail.
Besides donors expectations, there are other factors that contribute toward project failure. Some of them include strict government policies, such as getting approval for NOC. Because projects have to be completed within a specified time, therefore, time plays a crucial role in making a project either a success or a failure.
The Programme NOC is a credential that allows humanitarian organizations to engage in a specific region and sector as defined by the NOC.
All humanitarian organizations in Khyber Pakhtunkhwa, the Federally Administered Tribal Areas (FATA), Baluchistan, and Punjab require a programme NOC. The PDMA (Provincial Disaster Management Authority) is committed to providing the NOC in Khyber Pakhtunkhwa, Baluchistan, and Punjab, whereas the FDMA (FATA Disaster Management Authority) is accountable for supplying the NOC in FATA. NOC approval takes six weeks in Khyber Pakhtunkhwa, three weeks in Baluchistan, two weeks in Punjab, and six weeks in FATA. Sindh currently has no project NOC requirements. The Travel NOC is a permit issued by government to allow NGOs' employees and diplomatic personnel who intend to travel to security-protected zones.
[bookmark: _Hlk104484700]For all trips to sub-national offices and project regions, international assistance workers, comprising International NGOs, UN agencies, ambassadors, and non-diplomats, must get a travel NOC from the Ministry of Foreign Affairs (MFA) of the Pakistani government.
we come across several government policies which hinder the project, such as obtaining the NOC, which sometimes takes ages to get approved. By that time, the project’s timeline informs that either time is up, or we are running very short of time.
Another factor contributing to the project’s performance is the release of funds. Sometimes the donors are reluctant to release funds which becomes an issue. 
we may face failure if we don’t have sufficient funds in the NGO’s account, i.e., if there is less money or if the donors are releasing funds in an untimely manner, then, we may see issues in a project.
Project success is an element that needs to be measured at regular intervals. NGOs usually have their own logical frameworks which enable them to state their goals and objectives and compare them with the activities performed in the real world. The framework allows them to keep a check on the project’s progress. 
These NGOs must fulfil a set of legitimate and regulatory conditions in order to be considered for the funding by the donor organisations.  NGOs agree to employ a set of monitoring and management tools to oversee and report for the project's execution and financial usage. Operational decisions, expenditures, logical frameworks, implementation and review reports, and fiscal inspections of the project's account are among the criteria. The logical framework, which serves as a management, surveillance, and assessment method, has had a significant impact on how major projects have been organised during the previous four decades.
[bookmark: _Hlk104489906]We have a log framework for our projects.  A log frame is a tool for better project planning, execution, management, monitoring, and assessment. The log frame is a method of organising a project's primary pieces and emphasising the logical connections between them. So, if we see that there is any problem due to which a project is derailed, then we come to know that the project is not being successful, and that, we need to take necessary measures to rectify the errors and problems.
Project success is also linked with monitoring and evaluation activities. The NGOs conduct monitoring throughout the project because they think that the project must undergo a constant check and balance till it completes.
 monitoring is done throughout the process which ensures that every step and every activity of the project is conducted according to the procedures defined in the project plan and log frame
The importance of project communication was defined by the participant:
“The goal of communication  is to facilitate open and effective lines of communication amongst team members working on different aspects of a project. A typical project manager's top priority is maintaining open lines of communication with the other members of the group to guarantee that everyone involved in the project is conscious of their particular responsibilities, the project's overall objectives, and your personal standards of performance. Together, this makes for a more productive team effort that may even improve output quality”. 

[bookmark: _Toc129090517]
Case study 5 E
About the Organisation
This interview is based upon United Nations Development Programme (UNDP). The NGO is operating globally and therefore, it is termed as ‘international NGO’ for the purpose of this research. The NGO conducts humanitarian projects such as water sanitation and hygiene, water quality monitoring. The NGO monitors government schemes and also the private sectors. The NGO has established study labs. The NGO also conducts short projects on governance as well.

About the Interviewee
The interviewee is the executive director of the organisation. They oversee the organisation's day-to-day operations, including employee and volunteer management. In collaboration with his team and personnel, the interviewee creates policies to guide the various programmes in achieving the organisation’ goals. The interviewee has 26 years of experience working in NGOs. He holds a master’s degree in social work. 
The participant was asked questions pertaining to project success and enhancing the project’s performance. He replied to these questions by stating that the performance of a project is not dependent on a single element, rather, it is a combination of several elements and when we combine these elements together, a project is successful.
With the help of proper need identification, community involvement, sensitization, government involvement, trained staff, staff’s capacity building, monitoring, and evaluation mechanisms, the performance of a project can be improved.
A project may encounter challenges at some point and if the challenges are not mitigated properly, then there is a great chance that the project might fail. In this regard, the interviewee spoke about the factors or reasons which might cause a project to derail and eventually face failure. It has been evident through literature and the participants taking part in our interview process that the projects conducted by the NGOs are different from the projects conducted by the corporate sector in a sense that they are meant for the betterment of the community that is working for. Therefore, it is worth mentioning here that the primary beneficiaries of the NGOs projects are the inhabitants of the community that they are dealing with. Stakeholders, residents, corporations, and others are all included in the word "community," which is used to generically characterise groupings of individuals based on interest or geography. And the term "engagement" incorporates both inclusiveness and responsibility - the sense of being a part of significant community and political activities and being able to make a meaningful contribution.
The lack of community involvement and the non-cooperation of government departments can all be the factors contributing to project failure.
There is a check and balance system in the NGOs with the help of which they keep a track of the activities performed in the field vs the activities planned in the log framework.
The NGOs call this system of check and balance as monitoring and evaluation
Monitoring is done via a team of specialised individuals who conduct the internal monitoring and review the performance of the activities and report any issue concerned with the project.
The challenges faced by the NGOs in delivering successful education projects are numerous, as explained by the participant. However, there are certain internal challenges that an NGO faces which can hamper the project’s performance if left unchecked.
“I think communication within an organisation is often ignored by the organisations. If we are not successful in communicating with our stakeholders what our mission and objectives are, then we can imagine that a project cannot achieve the desired outcome”.
  “A seasonal calendar is a tool for visualising recurring patterns across set time intervals. These intervals may range from weeks to seasons to years. Seasonal Calendars provide a quick and easy way to observe these connections, which can then be used to initiate conversations, make plans for change, keep tabs on the progress of that change, and assess its success. When doing community-based research on time-related variables like food security, nutrition, sickness (in humans, crops, or animals), cash availability, production patterns and yield, and so on. NGOs use seasonal calendars as a participatory tool. In a wide range of contexts, this technique has proven useful in identifying the level of community awareness and community participation”.              

[bookmark: _Toc129090518]CASE STUDY 6 F (Planning Commission of Pakistan)
About the Organisation
The interview was recorded with a participant working in one of the government’s official departments i.e., Planning Commission (abbreviated as PC) is a financial and policy-making body of the Pakistani government. The Planning, Development and Reforms Ministry oversees the Commission. In collaboration with the Ministry of Finance, the Planning Commission (MoP) conducts research and develops state policy initiatives for the growth of the national economy and the extension of the country's public and state infrastructure (MoF). For much of the twentieth century in Pakistan, the commission has had a key impact and involvement in drafting the highly centralised and planned five-year plans for the national economy. Even though the five-year plans were replaced with the Medium-Term Development Framework, the commission remained important and crucial in the program's development. The Public Sector Development Programmes (PSDP) are also within the planning commission's jurisdiction. A Chairman who is also the Prime Minister, accompanied by a deputy chairman, and a science advisor are among the commission's authoritative individuals. The department seeks to inter-link the scattered organisations in delivering projects of similar nature, such as the organisations and departments working solely on health-related projects and interlinking these departments to increase the efficiency of the work performed by them.  The aim is to divide the projects between the organisations, on completion of one phase of the project, the project is handed over to the next organisation and so on. The organisation is working on the Early Childhood Development Programmes which include health, education, well-being, sanitation, and other WASH-related projects.
The Ministry of Planning Commission of Pakistan devises and implements policies with regards to the departments such as the legislation, developmental hub projects, provides technical support to the economic matters, assists in public information platforms, conducts planning for the regional based issues. The department announces different tenders grants for different projects. One of the key developmental projects of the MoP is the implementation of the Sustainability Development Goals (SDGs) in Pakistan. Some of the Public Sector Development Programmes (PSDP) Initiatives include:
1. Online Satellite Image Service Development and Deployment
2. Establishment of the Pakistan Space Centre (PSC)
3. Establishment of the Gilgit Baltistan Space Application Research Centre (SPARC-GB)
4. Pakistan Satellite Navigation Programme Feasibility and System Definition Study (FSDS) (PSNP)
5. Spaceport Feasibility and System Definition Study (FSDS)
6. Multi-Mission Communication Satellite System of Pakistan (PakSat-MM1)

About the Interviewee
The interviewee has been working for different organisations for the past 18 years; both within private and government-based organisations. For the Ministry of Planning and Commission, he works as a Programme Associate and looks after several programmes, one of which is the SDG 4; Quality Education in Pakistan. His duties include the administration and execution of programme initiatives, as well as the adaption of processes and procedures, with the goal of achieving objectives such as Presentation of properly studied data for the creation of a business strategy, the successful use of RBM tools, and the setting of management goals. The creation of methods to track the use of RBM tools and the upkeep of the RBM database. He is also responsible for the presentation of data/reports to identify areas in need of assistance and initiatives. The participant informed us that he is actively involved in developing and implementing practise partnerships and resource mobilisation initiatives, as well as writing reports for the donors once the project is finished.
The interviewee is of the opinion that every project is composed of stages such as project initiation, project planning, project execution, and project close-out. During the initiation phase, the most important element is the proper need identification of the community for which a project is being conducted. Poor need identification may lead a project towards a failure
I think most of the projects fail due to reasons such as poor need identification
The other reason for a project failure may be due to the projects driven by donor requirements
donors asking us to deliver the educational projects using online resources, satellite-based resources, high-tech resources to the areas where it is unrealistic to achieve these targets.
Therefore, to deliver successful and sustainable projects, it is very important for the organisation, the government, and the donors to be sharing the same goals to achieve.
The design of a project should be in a manner that engages the community from start till the end of the project. Because projects are conducted for the vulnerable members of a society, therefore, their participation is decisive in this regard. Also, for the sustainable projects, their success can be ensured if there is community involvement in that project
In our educational projects, we ensure sustainability by measuring the level of community involvement and engagement




[bookmark: _Toc129090519]CASE STUDY 7 G (Board of Intermediate and Secondary Education, Pakistan)
About the Organisation
This case study is based upon the government organisation operating in the district of KPK and is termed as Board of Intermediate and Secondary Education (BISE). In December 1958, the National Education Commission was established. This commission included a number of educators and experts from many disciplines of education. The commission's primary aim was to reorganise and reorient the existing educational system. The commission believed that secondary education needed to be separated and independent. According to the commission's recommendations and judgments, the University of Peshawar was relieved of its enormous secondary school duties. In 1961, the Board of Intermediate and Secondary Education was established. Since then, the BISE Peshawar has been conducting secondary and intermediate exams and academic programmes. During this period, the Peshawar Board's jurisdiction included all of Khyber Pakhtunkhwa and its tribal areas. The number of academic institutions and students was steadily expanding. At the Divisional level, the BISE Peshawar established sub-offices in Mardan, Swat, Kohat, Bannu, and D.I. Khan. Following on, as the number of educational institutions and students grew, the public urged that more Boards be established. The government decided to establish three additional Boards in Abbottabad, Bannu, and Swat in response to public demand. As a result of the bifurcation, the other three Boards have been operating since 1990, in accordance with the Act enacted for that purpose. For the sake of convenience, an online website for the BISE is available for the students to check their secondary school results, and higher secondary school results, as well as for checking rules regarding their results, applying for retotalling of their marks in case if they are not satisfied, and other services such as queries related to migration of boards, certificates, and fee structure of various services. 
About the Interviewee
The interviewee assumed the charge of BISE as a chairman in 2021. For four years, he had been performing his duties of being a professor at Higher Education Department in Pakistan. 
Reflecting his thoughts on project success and sustainability focussing on the idea of Quality Education, the participant discussed that the procedure for delivering education on a governmental level is different than the projects run by the non-for-profit organisations. The government runs schools, execute government laws and rules, design and execute their own school curriculum, recruit and monitor teaching and learning staff members, and raise funds to fund education system performance of a project is ensured through the process of monitoring and evaluation. This process allows the department to cross-check the educational activities planned. 
The participant informed us of the challenges faced by the education sector on the government level is  that In Pakistan, there are 29 government-run BISE bodies (Sindh, Punjab, Balochistan, KPK, and a Federal Board), as well as one independent, provincial board (Aga Khan University Examination Board) and two international boards (Cambridge Assessment and the International Baccalaureate system). Furthermore, while there are significant concerns with the quality of test or exam papers, there is also a lack of consistency between students’ grades/marks and demonstrated skills, which has a direct impact on public perceptions of assessment procedures and reliability. 
Meanwhile, widespread examination misconduct and cheating render the system untrustworthy and unjust to everybody. The system loses respect for the qualifications it provides as a result of such poor practises, and students are not prepared for higher education. These students’ experience difficulties in getting into university because they do not pass the entrance tests.
The problem is that the instructors or teachers continue the trend defined by various BISE committees of rote learning system, and as a result, most are training children to rote learn since they are aware that their ability to memorise would be examined. This has the immediate effect of students' cognitive mindsets becoming such a lifelong habit. It's worth mentioning that over 90% of pupils taking secondary or higher secondary exams are doing this in public schools significance BISE curriculums. 
Speaking in terms of the recommendations to improve the education system in Pakistan, the participant suggested that supporting academia, logically, is the first step toward improving Pakistan's education system. This can be done mostly by following Pakistan's National Curriculum and constructing courses around it. Student Learning Outcomes (SLOs), which clearly specify what a learner must take away from every session on any particular subject, should be included in the syllabi. As a result, the syllabus offers guidance for both students and teachers in determining what information they must master as part of their learning, avoiding the use of a single textbook. Furthermore, this method creates a completely transparent competitive landscape that outlines the entire course of study, ensure that all students are always aware of the topics they will be graded on.
The participant also spoke in favour of having a  quality assurance method for examination development, which is required to assure the quality of test papers. The quality assurance procedure should assure total compliance with the curriculum, as well as fairness and a logical progression in difficulty as the papers evolve. The interviewee said that certain processes must be devised to guarantee that the test measures a student's skill beyond knowledge, such as conceptual comprehension, application, and problem solving. Frequent recurrence of same topics over time encourages students to memorise answers; as a result, this practise should be avoided. Furthermore, it is critical to guarantee that assessments are constructed in a fair manner for the whole student body, taking into account the various backgrounds and conditions that students experience.
Finally, a multi-level collaborative effort involving stakeholders, the public and commercial sectors, and numerous educational agencies is the most significant aspect in improving education in Pakistan, said the interviewee. On a national level, there must be an acknowledgement that enhancing education is a long-term commitment, and that the path forward will need a significant amount of expenditure before seeing benefits.



[bookmark: _Toc129090520]CASE STUDY 8 H (National Education Foundation Punjab, PEF)
About the Department
The Punjab Education Foundation was founded as an autonomous statutory entity under the Punjab Education Foundation Act of 1991 to support and promote education on a non-commercial/non-profit basis. Since then, it has gone a long way in providing deserving students with free, high-quality education right at their doorstep. The Punjab Education Foundation was established under the Punjab Education Foundation Act-XII of 2004 to promote education, with a focus on promoting and supporting private sector efforts to provide education to the disadvantaged through public-private partnerships.
Punjab Education Foundation's mission is to promote quality education via public-private partnerships, motivating and inspiring private enterprise efforts through funding, and developing innovative ideas and creating new instruments to support greater educational opportunities for underprivileged children at a reasonable cost.
Punjab Education Foundation's mission vision is to work with the private sector to develop an educated society in Pakistan, where every child has fair opportunities to the fundamental right to education.
Board’s Corporate Strategy:
The Board has taken a flexible approach to developing a strategy for the PEF. The following are the key aspects of the strategy:
· Low-income families receive higher-quality education through the private sector, such as getting support of the NGOs
· For privately operated schools with fees less than Rs.400/-, technical help in the form of teacher training and career development is available.
· Schools in less wealthy communities should be supported.
· Prioritizing female education; introduction of new financial aid instruments based on the number of children enrolled.
· Education vouchers for slum (katchi abadi) households to increase enrolment and provide excellent education.
· Institutions having an excellent track record and outcomes will be evaluated for monetary awards/financial support to help them expand in terms of education quality and enrolment.
Board’s Functions:
The Foundation's responsibilities include:
· Financial help for educational institutions and related projects' founding, expansion, improvement, and management.
· Students, instructors, and educational institutions should all be given incentives.
· Encourage educational public-private collaborations.
· Provide educational institutions with technical help in order to assess policy initiatives and innovative programmes for replication.
· Using educational standards, rank private educational institutions.
· Fundraise through donations, grants, contributions, subscriptions, and other means.
· Assist educational institutions in strengthening capacity, especially teacher training.
· Undertake any additional role that the Board, with the permission of the Government, may delegate to it.

About the Interviewee

The interviewee is one of the Education support officers for PEF. She holds an LLB degree from Punjab and is currently a member of the national assembly of Pakistan.
She looks after one of the department’s initiatives, called Foundation Assisted Schools (FAS). Foundation Assisted Schools (FAS) provides support to the poorest strata of society in Punjab through a public-private partnership. The interviewee informed us that this initiative began in 2005 with a reach of six districts. Since then, the FAS programme has expanded to all 36 districts of Punjab, with about 3700 partner schools admitted across eleven phases, serving over 1.80 million children. The interview while speaking about sustainability and quality education in Pakistan, said that their department is working hard to educate the most underprivileged community of Punjab by providing them assistance in the form of financial assistance, technical assistance, and humanitarian assistance. 

Its goal is to encourage and promote quality education in Punjab's rural, urban, and slum communities by providing financial and technical assistance to its partner schools. FAS selects schools using established protocols and SOPs in an open, transparent, and competitive approach.

While discussing measuring the performance of any department, the participant emphasized on the importance of keeping a track of performance of education department. She said that education is a key component in shaping a nation's vision and guiding the process of long-term development. Making suitable educational choices is an important part of the educational growth process. In this regard, Monitoring and Evaluation is a strategic department that keeps track of developments and makes decision-making easier. 

The Punjab Education Foundation has a Monitoring and Evaluation (M&E) section whose primary responsibility is to gather and evaluate data from various initiatives using several sources. M&E informs top management on past experiences in order to enhance present operations and plan for the future.

We were informed by the participant that

 the M&E operates independently to maintain a careful check on all programme implementation and is a reliable source of essential information for management on programme performance. 

M&E reports directly to the Board of Directors (BoD) and the Managing Director (MD) to assist managers in formulating the best judgments possible when it comes to programme adjustments. DFID evaluated M&E systems and had them reviewed by outside experts, who gave it a score of 95 percent or above for the presence of sufficient procedures  followed by the monitoring and evaluation.

[bookmark: _Toc129090521]CASE STUDY 9 I (National Educational Foundation Sindh)
About the Organisation
This case study is based upon the organisation that is operating locally  and its operations are performed within the jurisdiction of one province of Pakistan, i.e., Sindh province. Due to the limited scope of work and functions performed, this organisation is termed as a local organisation for this research. 
The organisation is a government-run organisation that works for the promotion of quality education, promote climate change adaptation, and resilience-building of vulnerable people against disasters in Sindh. In this province, there are mainly two noticeable and frequent disasters that affect livelihood and peoples’ properties and public lives, and assets. One is the flood and the other is drought. The organisation always tries to provide resilience to train vulnerable families and households so that they can absorb the shock of any sudden disaster. The organisation provides technical and vocational training to unemployed youth because poverty is one of the issues of our region. The organisation also collaborates with various public and private institutions in Sindh province.
About the Interviewee
The participant is the executive director for National Education Foundation. the organisation. The participant is responsible for ensuring compliance with the laws of the state and donor agreements. The participant ensures efficiency, relevance, and accountability in the day-to-day affairs of the organisation. The participant’s total experience is almost 19 years but, in this organisation, he has been serving for 11 years. The participant holds a master’s degree in business administration.
The participant was asked questions from the interview questionnaire and in response to one of the questions, he identified that most of the times projects fail due to a lack of proper need assessment of the community. If the project is delivered without consulting the actual needs of society, then the chances of its success are very low.
There are many factors that contribute to a project failure, some of which include improper need identification
The participant also pointed out government policies, lack of sufficient funds, and the nonattainment of the NOC in a timely manner, which all contribute to project failure
lack of funds, government policies, slower systems in terms of approving NOCs, lack of community involvement, poor planning, lack of trained staff, lack of technical and communication skills of the staff, inappropriate expectations from the project also contribute heavily towards project failure.
In response to a question related to measuring the performance of the project, the participant informed us that his NGO uses a Result Based Monitoring technique that monitors the performance of the project. Results-based monitoring is the ongoing process of gathering and evaluating information to assess how successfully a project, programme, or policy is being executed versus projected objectives. 
One of the tools that we use for the evaluation is the RBM, which is called Result Based Monitoring. It is the tool through which we measure the process impact and post-project impact through various monitoring tools, through various stakeholders satisfaction surveys, which are called beneficiaries satisfaction surveys
Using the result-based monitoring technique, the organisation obtains community feedback and acquires their level of satisfaction. Since the community is the primary beneficiary of any project, therefore, their involvement in the project too is of prime importance.
The participant believes that a carefully designed project plan is compulsory for all education-related projects.
[bookmark: _Hlk129857758]“Carefully designed project plans which detail project goal and objectives provides a great chance to kick start a project successfully”.






[bookmark: _Toc129090522]CASE STUDY 10 J (Ministry of Federal Education and Professional Training)

About the Department
In response to the 18th Amendment, the Ministry of Professional and Technical Training was founded in July 2011. The Ministry states its mission as “Developing Pakistan as a progressive and prosperous country by providing all citizens a fair and equal opportunity to receive quality education and skills to achieve optimum potential” (MFEPT 2020)
Some of the functions performed by the MFEPT include :
· National coherence on education policies and reforms, as well as a focus on education concerns at the national level 
· Setting Educational Standards 
· In charge of international education collaboration and coordination 
· Ensure that the country has universal literacy. 
· Religious Educational Institutions are Integrated Collect, analyse, and publish data on critical educational variables, such as student learning evaluations and educational funding. 
· The Federal Directorate of Education manages, supervises, and implements formal education in schools and universities using ICT. 
· Registration and regulation of private educational institutions in ICT, as well as the application of related rules and regulations in the private education sector Contribute to young people's education by instilling values based on the Scout Promise and Law.
·  Lead a coordination of academic evaluation across Pakistan, with a focus on quality in large-scale student exams, through the Inter-University Commission on Pakistan.
About the Participant
The participant works for the department called National commission for Human Development (NCHD). The National Commission for Human Development (NCHD) is an independent body under the Ministry of Federal Education and Professional Training tasked with assisting Pakistan's human growth plans, particularly in the areas of adult literacy, universal primary education, primary health, poverty alleviation, capacity building, and volunteerism. NCHD has been working to promote literacy in the country for the past seventeen years as the National Lead Agency for Literacy.
The participant has an experience of working within different government departments for the last 21 years. The participant discussed the reforms brought by the government of Pakistan to uplift educational standards. The reforms include 
· The introduction of single national curriculum
· GDP allocation according to the department’s needs
· Establishment and refurbishment of schools’ buildings
· Supporting NGOs delivering education-based projects
· Provision of numerous educational scholarships to the deserving students
· Declaring cheating in the examination as an offence
The interviewee discussed with us the policy design concerning educational activities in Pakistan. Because education is the only means to succeed in a global setting, it must be modernized and relevant to society's requirements. Social justice demands constant fight and is inextricably linked to educational policies, philosophies, and practises of practitioners, institutions, academic fields, and government. 
Since 1947, educational policies have emphasised universal primary education, but we have yet to attain this aim since the genuineness of the goal has not yielded results. 
One of the primary goals of educational policy is to promote social justice in a society. The failure of educational policies was mostly due to political instability. Since the creation of autonomous educational policies, they have not been fully implemented and have failed to meet their objectives, and school programmes have not been properly executed.
The participant referred to the 1960s World Bank’s programme for the developing nations to create human resources in order to alleviate poverty and improve health, eliminate gender disparity, improve social equality, and keep the peace and good governance via education. He added to the conversation that, the majority of time, the relationship between learning and policy is directly tied between institutions, universities, and academic institutions. Illiteracy and unemployment rates decrease as education is more promoted. 
Several papers look at Pakistan's educational policy documents, including five-year plans, reforms, programmes, and other educational programmes conducted by the not-for-profit sector. keeping in view, the Islamic thoughts and vision, the educational policies, and objectives were set out for Pakistan by the government. 
In Pakistan, educational sector is being supported by government as well as help acquired from the NGOs who have been working to create educational policies since Pakistan's founding.
 Several investigations have been done to measure educational results and accomplishment through evaluating techniques, initiatives, projects, and services. The responsibilities of countries to cope with the growth of universal problems such as poverty, environmental damage, the economy, climate change, and radicalism are all linked. Under the umbrella of Education for Sustainable Development, global education initiatives are being stepped up in the aim of achieving social change.





[bookmark: _Toc129090523]CASE STUDY 11 K (Friends development Organisation)
About the NGO
This case study is based upon an NGO called Friends Development Organisation, which operates all across Pakistan and therefore, is termed as a national NGO for the purpose of this study. Most of the NGO’s work relates to educational projects in Pakistan. The participant informed us about the mandate of an NGO that believes that hundreds of millions of children and youngsters throughout the world are marginalised. This issue not only affects us all in sectors such as development, public health, and public security, but it is also becoming worse despite the efforts of numerous groups to change things. Traditional charity methods are ineffective and should be replaced by new models that combine the best of the NGO and corporate worlds. In order to respond to that challenge, Friends-International focuses on four main priorities: 
Through its Friends Alliance Programs, the ChildSafe Movement, and the ChildSafe Alliance, the organisation seeks to achieve the best social return and impact.
· Building best practise models in all Friends Alliance Programs and throughout the ChildSafe Alliance in order to deliver the highest quality services to individuals we assist.
· Through the ChildSafe Alliance, successful approaches will be replicated in accordance with local conditions.
· Through the organisation’s Social Business projects, it hopes to assure the long-term viability of its programmes in terms of structure, policy development, behaviour change, and financial sustainability. 
The NGO has been contributing towards educational projects in Pakistan for the last 16 years along with the collaboration of the government of Pakistan. The NGO has been providing infrastructural support to more than 300 schools and more than 300,000 students have benefitted from these projects so far. The NGO has enhanced students’ capacity in the already existing schools along with the support of the government. The NGO has built the schools and what the government does is sustain the project by facilitating schools with teachers and trained staff. The NGO provides temporary support while long-term support is ensured by the government. This is the ultimate responsibility of the government and educational departments to look after educational projects.

About the Participant

The participant is the programme manager for this organisation. She has been working in this organisation for the last 5 years and his total experience is 11 years. Previously she has been organising and developing several projects on a smaller scale. He holds a master’s degree in management studies. The participant when enquired about the stages of a project life cycle stated that like every project, whether a large scale or a short scale, undergoes phases which are similar and common in all projects. Starting with an initiation phase, the project, according to him, undergoes stages such as planning, execution, and close out. All stages are equally important but his experience of working within an NGO sector tells us that the initiation phase is the most important stage of a project. Since the NGOs are concerned with the humanitarian aspect at every level, i.e., resolving humanitarian issues lies at the heart of NGOs functioning and performance. Therefore, a relevant need identification is indispensable for every project.
 
Theme 1: Project Initiation
To analyse needs, we must understand that a need is a challenge that the community faces, specifically, targeted groups such as children,  men and women of any age, or a specific population group such as persons with special needs or the poorest groups solely. To be explicit, we must examine issues in the targeted community.
The participant also spoke about the coherency between the NGO, the government departments, and all the stakeholders’ group for a project to be successful

It is very necessary that all our stakeholders share the similar beliefs and mandate regarding a project. Our expectations from a project must be realistic and within an achievable scope
The participant informed us that all NGOs face challenges of some sort at different phases, but the challenges settle as the project progresses. However, challenges such as the delays in NOCs approvals, or delayed payments from the donors make it extremely difficult for an NGO to achieve its targets on time. Since all the projects are time bound, therefore, slightest delays in any of its processes or cycle could lead to huge problems in terms of project completion on time and the target achievement
Theme 2: Community Engagement
We, as an NGO, face several challenges on daily basis which are resolved by the team members. However, certain challenges such as delay in funds issuance, or trouble in sorting the NOCs at the government level, increases the challenge for the NGO
According to the participant, the non-availability of a standardised framework for the NGOs to consult remains on top of the challenges. Every NGO devises its own log frame, however, there is a lack of a standardised framework which could be or should be followed by all the NGOs operating in Pakistan.
Unfortunately, we do not have a standardised framework to consult, although we do have our own log frameworks which we take as a guide. The problem with the log frameworks is that while imperfect, the LFA appears to offer a medium ground in that it is both a component of results-based management and also allows for extensive stakeholder input, at least during the planning stage.
Theme 3: Project Implementation
Implementing a project is as important as planning it. To ensure that the project activities are in line with the log framework, the NGO sets a team of specialised individuals to collect relevant information from the community members to learn if the project had been successful or not
In terms of importance, monitoring and evaluation activities are closest  to the need identification phase. The monitoring and evaluation activities guarantee that the project stays on track and that any concerns that need to be addressed are reported.

Theme 4: Project Evaluation
While it is necessary to keep an eye on the initiating factors towards project success, there is also a need for keeping a balance between maintaining the level of satisfaction amongst the stakeholders. 
An NGO has to ensure that not only beneficiaries get benefitted, but also, the donors get satisfied too. For this purpose, post project surveys and interviews prove to be very helpful in seeking the community’s reaction toward a project




[bookmark: _Toc129090524]CASE STUDY 12 L (Foundation for Rural Development)
About the Organisation
This case study is based on the participant working in the NGO called “Foundation for Rural Development” (FRD). The NGO operates in different districts of KPK, which is one of the cities situated in the Northern areas of Pakistan. Due to its limited scale of operations and activities within Pakistan, this NGO is categorised as a local NGO. The NGO was established in April 2006 and got registered under the Voluntary Social Welfare Act of 1961. The NGO has a mandate of mainstreaming the most marginalised and underprivileged communities of Pakistan. The communities have either been afflicted with natural calamities such as floods, earthquakes, and landslides; or have been struck by war and other security issues. The NGO aims to strengthen the communities who have been deprived of even their basic rights, both economically and socially. The FRD's mission is guided by principles of mutual respect, gender equality, and a rights-based approach. The organisation’s major focus is on long-term development in the areas of its geographical coverage, although it is always ready to respond to humanitarian emergencies. In the context of FRD, the term development refers to a broad range of activities, including but not limited to education, health, economic development (livelihoods), community infrastructure, human rights protection, and social inclusion. Themes of social mobilisation, gender mainstreaming, and capacity building run across all of FRD's projects. In a humanitarian situation, the FRD responds from the moment of the emergency to the early stages of recovery, rehabilitation, and reconstruction. A wealthy and peaceful world is the vision of this organisation. FRD in partnership with World Food Programme, implements several programmes on livelihoods in the districts of KPK. 
About the Participant
The participant has been working in this organisation since 2008 and has 16 years of relevant experience. Previously, he has been working on food security-related projects in several other NGOs. He holds a master’s degree in development studies. Being a programme manager in FRD, the participant manages developmental and humanitarian projects such as education, health, sanitation, hygiene and shelter, and some other economic development projects in Pakistan. The participant was previously a member of the clusters committee task force. Within the FRD, the participant manages and responds to calls for proposals where a need has been identified by either another organisation or by his own organisation. 
“I’m working as manager programs, so I am the head of the programs section of the organisation and basically, my role is to develop a program session and for that, I have to respond to these calls proposals from start to an end, writing the proposals, and of course, collaboration with our other departments. I design the requirement in the need identification for that community, so I design the projects proposals”.
As stated above, the participant designs the programme around the identified community needs and then submits the proposal to Donors for their consideration. In his role of being a programme manager, the participant firmly believes that the success or failure of a project is dependent on the right identification of the community needs.
“The success of the project depends on the correct need identification. If the community’s needs are genuine and they are in desperate need of them, then the project is successful”.
The organisation works in collaboration with concerned government departments, and the donors providing funds to the organisation. If any of the departments do not perform efficiently towards the implementation of a project, then there is little chance for a project to be successful. In other words, the cohesion of all relevant departments is crucial for successful projects.
“The NGO, the government, and the donors must collaborate with each other before initiating a project. It is essential that all departments must be in line in order to deliver successful projects”.

Speaking in terms of the causes of project failure, the participant informed us that sometimes the project is prolonged due to the indecisiveness of the donors regarding the release of funds for the projects. Since projects are time-bound, therefore, the exceeded time frame collapses the project plan, thereby leading to project failure.
“Sometimes the donors take more than the specified time to decide upon the funds' release, the delay of which causes the project to be irrelevant or outdated”. 
Therefore, it can be inferred that donors must prioritize the project’s need in terms of releasing funds. Project success and sustainability are also linked with the community’s involvement and engagement. The participant briefed us that the community’s participation is very important in driving a project either successful or a failed one. Proceeding onto the next phase of the project, i.e., project implementation, it can be observed from the participant’s responses that the project at this point of the project life cycle, needs careful and consistent monitoring and evaluation procedures. The monitoring activities are performed both internally and externally, which means that the internal monitoring is conducted by the organisation’s internal team, whereas the external monitoring is performed by the donors themselves. The logical framework, which contains the blueprint of the project plan, requires the organisation to compare the activities performed in the field versus the activities planned in the framework. 
“We do refer to the logical framework analysis which includes all the parameters through which a project is being measured. This is a mandatory part of the proposal; we call it the backbone of the proposal”.
This process enables the organisation to measure the success of the project activities against the critical success factors devised in the log frame. To determine the project’s success, donors acquire the community’s feedback which informs them of the overall performance of the project in terms of their level of satisfaction.
“Internal monitoring is done by measuring our performance against the milestones achieved. External monitoring of the project is conducted by the donors themselves. They pay a visit to the community and communicate with the members of the community and ask if they are satisfied with the performance of the NGO”. 
Overall result of a project in the form of some meaningful information acquired through data (usually in the form of community feedback and monitoring team), is often collected as part of the evaluation process, which is preceded by monitoring phase. Prior to the commencement of the project, it's also a good idea to collect some baseline information. This helps an NGO to measure the project's success or failure. NGOs can  evaluate the project's success based on both the initial data (devised in the log frame) and then comparing it with the final outcomes.
“The NGOs have their success factors devised in the log frame. These success factors are then compared with the actual results derived from performing the actual project activities. The project evaluation is usually the last stage of an NGO’s project which is conducted after the monitoring and evaluation teams have collected their required data. The data is in the form of feedback collected from the beneficiaries and this data tells us if the NGO has been successful or not in delivering its intended outcomes”



 
[bookmark: _Toc129090525]CASE STUDY 13 M (Save the Children)
About the Organisation
Save the Children focuses on children's early years, providing them with a healthy start, opportunities to learn, and protection from abuse. To accomplish our purpose, we work with people from all walks of life, including governments, corporations, non-governmental organisations, and the communities and children they serve.
SC's theory of change demonstrates how it carries out its mission: invent, rigorously test, make an important contribution to the knowledge, and use that knowledge (in the form of proof) to promote policy and practice reforms. SC Pakistan is one of many national organisations that use a single programme delivery system to conduct several projects.
About the Participant
The participant is the programme manager for one of the SC’s programmes. The participant supervises and manages educational activities and projects conducted by the SC for the region of Pakistan. Under one global umbrella, the Education thematic area pulls together the SC’s thematic education activity in Save the Children Members, Country Offices, and other aspects of the organisation. The participant’s role is to bring together people from across the movement to share knowledge, discuss new ideas, harmonise approaches, and promote joint work to improve the quality of programming and advocacy around the world, just as the organisation does with the other global thematic areas (Child Protection, Poverty, Health and Nutrition, and Child Rights Governance). Both humanitarian and development situations are equally important to the organisation.
The participant on the issues of challenges faced by Pakistan toward Quality Education, informed us that more than half of the world's children are not in school. The learning crisis has the greatest impact on the world's most underprivileged, marginalised, and disadvantaged children, such as those caught up in emergencies, living in severe poverty, or being discriminated against because of their gender, disability, ethnicity, or religion. The COVID-19 epidemic in Pakistan generated significant threats to schooling in this fragile context. About 42 million students were affected, and many of them were already on the verge of dropping out. The participant added to the conversation that the organisation thinks that all children, including the poorest and most marginalised, have the right to a good basic education.
[bookmark: _Hlk104306483]When we asked the participant for information regarding project management and the stages involved, she informed us that the stages involved in the NGOs project management are almost the same as compared to the traditional project management. They follow the same route for delivering their projects. A project need is identified in the first instance which is then considered as a tool to devise the remaining project, i.e., sorting the funds, obtaining the NOCs, seeking the stakeholder’s perception regarding a project and the change that it is perceived to bring about in a community. Without a proper need assessment, a project cannot be deemed to be fit for the intended purpose.
[bookmark: _Hlk104306778]This information was quite comprehensive as well as useful and served answers to at least a couple of interview questions. Proceeding ahead with the next questions related to project success and failure factors, the participant shed light on the importance of stakeholders’ involvement in the project. she told us that just like any game or a competition, teams need to work together to achieve the goal, i.e., attaining the desired result which could be in the form of a target or goal to achieve. If we wish our projects to be successful, we need to carry all the teams together. In this case, our teams are the community for which we deliver our projects, the government, the donors, and the organisation itself. 
Elaborating project success factors in detail, the participant underpinned the role and responsibilities of the donors who are funding the project. She stated that the donors bear a huge responsibility for making a project either successful or a failure. Releasing funds in a timely manner or otherwise can significantly impact the progress of a project.
A Log frame is another term for a Logical Framework, which is a management tool consisting of a matrix that shows the aim, actions, and expected outcomes of a project. It provides a framework for describing project components and activities, as well as linking them to each other.
Logical frameworks have a special place in Ngos' project management. The logical framework analysis enables the organisation to design its activities and provide relevance in terms of budget, resources, activities, risk mitigation, and the mode through which a project will complete its cycle. 
In a further discussion regarding measuring the performance of a project, the participant informed us that :
for a project be successful, it needs a continuous monitoring mechanism. For this purpose, every NGO has dedicated team members who have their monitoring agenda and manage the monitoring process from the inception phase to project completion. 
The participant pointed toward community participation as a necessary element for a successful project. 
It has been evident that community participation in a given project is crucial, if the organisation fails to convince the community about the need and importance of a project, then, the chances of failure increase exponentially. 
We were also informed about the evaluation of project deliverables, i.e., what the project was intended to deliver and what it delivered in reality. For this purpose, baseline performance indicators are set by every organisation which compares the desired results vs the results achieved. The formulation of baseline indicators enables us to measure the extent to which we have achieved our goals. 




[bookmark: _Toc129090526]CASE STUDY 14 N (UNICEF)
About the Organisation
This interview was recorded with the participant working for the UNICEF. The organisation is one of the United Nations leading humanitarian organisations operating in more than 190 member states to protect the rights of every child. The organisation due to its broad scope and operations spread internationally, is considered an international NGO for the purpose of this study. UNICEF stands for United Nations International Children’s Emergency Fund. UNICEF strives to reach the world's most vulnerable children and adolescents, as well as to safeguard the rights of every child, everywhere. From early infancy to adolescence, the organisation does everything it can to help children survive, flourish, and reach their full potential in over 190 nations and territories. The NGO promotes child health and nutrition, adequate water and sanitation, quality education and skill development, HIV prevention and treatment for mothers and new-borns, and the protection of children and adolescents from violence and exploitation as the world's biggest vaccine supplier. UNICEF operates on the ground before, during, and after humanitarian crises, providing lifesaving assistance and hope to children and their families. When it comes to defending children's rights and preserving their lives and futures, the NGO is never neutral or apolitical.
UNICEF’s mission believes that even though the world has evolved, children's needs have not. Despite the complexities of our world, UNICEF's commitment to children remains unwavering.
Less than a year after the United Nations General Assembly established the Convention on the Rights of the Child in 1989, Pakistan became the world's sixth country to sign and ratify it. Children and adolescents in Pakistan, on the other hand, continue to confront significant obstacles.
UNICEF works with the Government of Pakistan to help children realise their rights under the Convention on the Rights of the Child by accelerating progress for children, working to achieve the Sustainable Development Goals (SDGs), and assisting children in realising their rights under the Convention on the Rights of the Child. Strong relationships with provincial authorities, teachers and health professionals, frontline workers, social mobilizers, communities, and families, and, of course, the children and adolescents themselves will be used to achieve this.
About the Interviewee
The interviewee is working as a programme development officer for the social policy section. His job role mainly focuses on public finance for children. The organisation is supporting the government in providing fiscal budget allowances, advocacy, and coordination with the other key stakeholders. The organisation has a very important strategic role with the EHSAS programme which is the umbrella programme for the social protection issues all over Pakistan. The interviewee’s work relates to the coordination with such programmes and currently, they are also supporting the sections in Covid related updates which are coming in now for the last two years. The interviewee had been working for the UN SDGs in Pakistan for the National Assembly in Pakistan. The interviewee had been based as the development consultant in the National Assembly of Pakistan. The interviewee’s total work experience is almost 20 years working in governmental and non-governmental organisations and 3 years with UNICEF. The interviewee has two master’s degrees. One master is in management studies and the other is in economics. He obtained different certificates in different courses as well.


The participant emphasised community participation for a project to be successful;
So whenever you are designing a sustainable programme, you have to design it in a way that includes social mobilization and community participation programme. Once you teach them how to fish rather than giving them a fish, they will definitely reap the benefits of the project
He also insisted on community participation for projects to be sustainable and successful;
community partnership and ownership of the project is very important for a project to be sustainable
The participant shared his views on project management that assigning proper resources to the project activities can produce desired outcomes
Setting up a group of people to watch and monitor the project for every activity taking place and assigning sufficient resources to that project and managing the project right from the beginning till the end is the project management.
Focus groups discuss a predetermined subject with persons from the same community. A six-to-ten-person group is ideal. Focus group discussions help understand an issue.
In this regard, the NGO devises a thorough log framework to delegate activities with the right procedures and methodology. The log frameworks are very important in measuring overall results obtained from the project and the success rate of the project as conceived by the project managers versus the actual performance of the project when delivered;
Project success can be measured using the Log framework
In a question regarding project monitoring procedure, the participant discussed the importance of monitoring and evaluation activities in making a project successful. 
we have a logical framework to consult, then we have certain indicators such as social indicators and performance indicators with the help of which we monitor a project’s progress to measure sustainability. We have monitoring and evaluation procedures to follow. We also do the mid-term evaluation for this process. You can break up the project’s performance indicators into the UN SDGs indicators and compare your performance against these indicators as a benchmark.
The participant elaborated on the success factors for a project. He admitted that every organisation devises its own success factors depending upon the nature of the project. The success factors are matched against the activities performed and the results of those activities. The success factors enable an organisation to monitor continuously the performance of the project and any deviation from the desired deliverable can be tackled using the success factors as a gauge and take necessary actions to keep the activities on track;
we have our success factors, we have risks factors, and we have a mitigation plan. So we review our framework and match the activities against the stipulated points mentioned in the framework. So if there is anything that does not match or that is not according to the plan, then we come to know that the project is not according to the way we planned it.
One of the success factors, which if not considered properly, can turn into a failure factor, is the proper resource allocation. To ensure that projects are completed on time and within budget, project managers are responsible for assigning appropriate responsibilities to team members. Effective resource allocation, also known as the process of delegating responsibilities to appropriate members of a team, is at the centre of every productive endeavour. Yet, there is a thin distinction to make between correctly delegating responsibilities to the appropriate members of a team and overworking some members of the team while underutilizing others.
“When it comes to human resources, resource allocation enables project managers to more effectively plan the most qualified team for a given task and optimise the manner in which work is delegated”.
“Resource management is important, but it is not always easy. In fact, 83% of executives said that how resources are used was the most important thing for growth in management. The issue ranked as the third most pressing in the field of project management in 2021”. 



[bookmark: _Toc129090527]CASE STUDY 15 A (UNESCO)
About the organisation
This case study is based upon the interview recorded with one of the education officers at UNESCO. UNESCO is an international organisation and operates within 193 member states of the United Nations. This interview was recorded at UNESCO’s office based in Islamabad, Pakistan. UNESCO is an abbreviation for United Nations Educational, Scientific, and Cultural Organisation. UNESCO aims to contribute to the establishment of a culture of peace, the abolition of poverty, sustainable development, and intercultural dialogue via education, science, culture, communication, and information. UNESCO seeks to promote the environment for discourse across civilizations, cultures, and peoples, based on mutual respect for shared ideals. Through this debate, the world may attain global visions of sustainable development that include human rights observance, mutual respect, and poverty reduction, all of which are central to UNESCO's mandate and operations. UNESCO has been active in Pakistan as a specialised United Nations organisation since 1958, giving support to the Pakistani government for almost seven decades. UNESCO is recognised by the Pakistani government as a long-term strategic partner in attaining Pakistan's national development objectives and priorities. UNESCO's assistance to Pakistan is based on the UN's common support framework for Pakistan, the Pakistan One United Nations Programme III (OP III) 2018-2022, and its shared aim of "Delivering as One" to achieve the SDGs in accordance with the government's priorities.
In 2014, UNESCO and the Pakistani government have formally started a three-year Girls' Right to Education Programme in Pakistan to help girls in rural parts of the nation have greater access to quality education and skills. The programme was planned to be conducted over three years period. The programme sought to enrol 50,000 more girls in primary schools, boost their retention, and improve learning results by promoting greater access, higher quality, and safe learning environments through local civil society groups and community-based initiatives. 
About the Interviewee
The interviewee is an education officer at UNESCO Pakistan. She has been serving UNESCO for the past six years. She holds a master's degree in Education Leadership and another master's degree in Educational Research and Analysis. The responsibilities of the interviewee include the evaluation and reporting on teachers' work and the advancement of the subject/teaching areas in different schools.
In schools and colleges, the interviewee evaluates and assures the quality and standards of teaching and learning. She participates in the planning and delivery of professional development of herself and other colleagues working with her. She ensures that the Education Act's policies and provisions are followed. She provides advice, input, support, and monitors the areas of curriculum development, management, eLearning, and quality assurance development, management, and implementation at the directorate, college, school, and other educational institution levels, in both the State and non-State school sectors. She advises, assists, and monitors educational programmes in schools and colleges; incorporating a gender perspective into the Directorates' programmes and activities. 
Speaking in terms of how NGOs manage their projects and measure their performance against set goals and targets, the interviewee informed us that out of all stages of a project life cycle, the stage which encompasses the needs of the community is the most important stage. 
 If we have properly identified the need of the community, then the project is likely to be successful.
The participant referred to the importance of project management and stressed the point that project management practices enable an organisation in setting up realistic and achievable targets. 
Many projects which are in our minds might not be achievable and project management draws a clear mark on realistic targets and unrealistic targets. There are so many organisations working in Pakistan on different projects but not all of them succeed in what they are intended for, this is partly due to the lack of managerial practices, particularly, project management practices, because the organisations need guidance on how to acquire and allocate funds and the phases of project management cycle to be followed.
Once the project idea has been conceived, then, it is also important for the government, the NGO, the donors, and other relevant stakeholders to adhere to achievable and realistic project targets.
While comparing corporate sector projects and Non-government sector projects, the interviewee told us that, unlike the corporate world, the NGOs have to consider community participation in their projects because they are the main beneficiaries for whom the project is conducted. The sustainability of projects can only be ensured when there is community participation in projects.
In the NGOs sector, we do the pre-project homework, identify the needs of the community, correspond with the elders of the community, study their culture, and social norms to deliver any project.
Speaking of the challenges, the education officer explained to us that the allocation of sufficient resources has always been a challenge for the NGOs. Many times, due to the lack of resources, the NGO cannot train the teachers or invest in the capacity building of its staff and beneficiaries. 
 Due to a lack of funds and qualified human resources such as trainers and administrators, these institutes are either under-resourced or poorly administered.
Measuring the success of sustainable projects can be possible using strict and well-devised monitoring and evaluation techniques. The participant was of the view that sustainability needs to be measured against the set techniques of monitoring which enables us to read every single change occurring in the project and take action accordingly. To measure the amount of change occurring in the project, the NGOs consult their relevant logical framework.
Sustainability can be monitored using our monitoring and evaluation department which has a set of codes and conduct against which they measure the activities performed in the field vs the activities scheduled and defined in the log framework.
A lot of the time, monitoring and assessment are viewed as one and the same activity. Monitoring, on the other hand, may be described as the collecting of data in real time that enables the taking of prompt action. On the other end of the scale, assessment is a one-time event.
Both of these strategies should be put into action. In the event that an NGO needs to alter the implementation of its project, monitoring can provide the information that it needs to do so on time. Evaluation, on the other hand, will provide it with an in-depth analysis of your initiatives.




[bookmark: _Toc129090528]CASE STUDY 16 K (Friends Development Organisation)
About the NGO
This case study is based upon an NGO called Friends International, which operates all across Pakistan and therefore, is termed as a national NGO for the purpose of this study. Most of the NGO’s work relates to educational projects in Pakistan. The participant informed us about the mandate of an NGO that believes that hundreds of millions of children and youngsters throughout the world are marginalised. This issue not only affects us all in sectors such as development, public health, and public security, but it is also becoming worse despite the efforts of numerous groups to change things. Traditional charity methods are ineffective and should be replaced by new models that combine the best of the NGO and corporate worlds. In order to respond to that challenge, Friends-International focuses on four main priorities: 
Through its Friends Alliance Programs, the ChildSafe Movement, and the ChildSafe Alliance, the organisation seeks to achieve the best social return and impact.
· Building best practise models in all Friends Alliance Programs and throughout the ChildSafe Alliance in order to deliver the highest quality services to individuals we assist.
· Through the ChildSafe Alliance, successful approaches will be replicated in accordance with local conditions.
· Through the organisation’s Social Business projects, it hopes to assure the long-term viability of its programmes in terms of structure, policy development, behaviour change, and financial sustainability. 
The NGO has been contributing towards educational projects in Pakistan for the last 16 years along with the collaboration of the government of Pakistan. The NGO has been providing infrastructural support to more than 300 schools and more than 300,000 students have benefitted from these projects so far. The NGO has enhanced students’ capacity in the already existing schools along with the support of the government. The NGO has built the schools and what the government does is sustain the project by facilitating schools with teachers and trained staff. The NGO provides temporary support while long-term support is ensured by the government. This is the ultimate responsibility of the government and educational departments to look after educational projects.

About the Interviewee
The interviewee is the Chief Executive Officer of this NGO. The interviewee has been working in this NGO since 2002. He holds a bachelor’s degree in computer science and a master’s degree in Public Administration. 
[bookmark: _Hlk102994154]While interviewing the participant, one of the key themes identified that has been common in all interviews was the correct need identification of the community. The participant believed that a project must address correctly identified needs of the community for which they are conducting the project. They have embedded the concept of need identification within the domain of the planning phase of the project.
the planning phase includes almost every necessary element for the project, starting from need identification to the last activity related to the project delivery.
The participant also spoke about the government’s involvement in a project to ensure its success and sustainability. He insisted that the NGO itself cannot ensure sustainability if the local government is not taking its role seriously towards that project.
Temporary support is provided by the NGO while long-term support is ensured by the government. This is the ultimate responsibility of the government and educational departments to look after educational projects.
Another element emphasised by the participant that contributes most towards project failure is lack of community participation in a project. 
Project failure is sometimes caused by community hindrance. Sometimes the community for which we deliver projects, blocks the roads for us to come, because they don’t like the organisation to intervene in their areas, or they don’t want a specific facility to be introduced into their area.
Another theme identified for project failure reflected the unavailability of the NOC from the government in a timely manner.
the time when the Donors grant us funds, we are accountable to them for the amount that we have received. But our government policies are so complicated that it takes at least 6 months in acquiring the NOC. By the time we obtain the NOC, the project is either outdated or the Donors get frustrated and stop the future grants
Referring to project success, the interviewee informed us that just like every other NGO in the world, their organisation also devised the log framework that contains every single detail of the project and how is it going to be delivered.
Successful projects depend upon the execution of activities as described in the log frame.
Moving a step further, we enquired the participant about the stages of a successful project, the answer of which spoke about the strict and continuous monitoring and evaluation activities. We learned that in order to deliver a successful project, the NGO conducts several activities related to measure the extent to which the project activities have been met and the discrepancies faced during the process.
A project is better executed if it is planned and designed properly, keeping in view triple constraint in mind. Monitoring and evaluation in this regard play a very important role in terms of keeping an eye on the planning process so that the organisation does not get derailed from its objectives. Monitoring and evaluation let us compare the difference in actual results vs the perceived results. So in case, if there is any need for project redesign, then the project manager is able to change the project requirements in time




[bookmark: _Toc129090529]CASE STUDY 17 L (Foundation for Rural Development)
About the Organisation
This case study is based on the participant working in the NGO called “Foundation for Rural Development” (FRD). The NGO operates in different districts of KPK, which is one of the cities situated in the Northern areas of Pakistan. Due to its limited scale of operations and activities within Pakistan, this NGO is categorised as a local NGO. The NGO was established in April 2006 and got registered under the Voluntary Social Welfare Act of 1961. The NGO has a mandate of mainstreaming the most marginalised and underprivileged communities of Pakistan. The communities have either been afflicted with natural calamities such as floods, earthquakes, and landslides; or have been struck by war and other security issues. The NGO aims to strengthen the communities who have been deprived of even their basic rights, both economically and socially. The FRD's mission is guided by principles of mutual respect, gender equality, and a rights-based approach. The organisation’s major focus is on long-term development in the areas of its geographical coverage, although it is always ready to respond to humanitarian emergencies. In the context of FRD, the term development refers to a broad range of activities, including but not limited to education, health, economic development (livelihoods), community infrastructure, human rights protection, and social inclusion. Themes of social mobilisation, gender mainstreaming, and capacity building run across all of FRD's projects. In a humanitarian situation, the FRD responds from the moment of the emergency to the early stages of recovery, rehabilitation, and reconstruction. A wealthy and peaceful world is the vision of this organisation. FRD in partnership with World Food Programme, implements several programmes on livelihoods in the districts of KPK. 
About the Participant
The participant is a project manager within the organisation and has 12 years of relevant work experience. He manages several projects including many educational projects. He believes that all projects irrespective of their nature, undergo a similar project life cycle.
Starting from a project initiation phase, a project undergoes several phases, such as the planning and development phase, execution phase, and project closeout phase.
The participant replied to the questions related to the importance of project management and that project management is everywhere, some people do it without even knowing that they are managing a project. 
The success factors as explained by the interviewee included devising a clear statement of project goals, allocation of funds and resources, signing Memorandum of Union and approving No Objection certificates from the government, time allocation, team buy in, effective communication, etc. 
The organisations need to understand what their critical success factors are in order to achieve success in their projects. For example, with 68 percent of projects running over budget or on schedule, it's evident that the number of project managers, organisations, corporate sectors, and other departments don't fully comprehend the crucial success criteria for their projects.
The participant focussed on completing essential tasks in a project first and then looking at the other relevant activities.
The interviewee also stressed considering potential risks associated with a project.
Lack of strategic planning, risk management, and a lack of assistance from the government, or the stakeholders are additional issues.
We were informed by the participant that being a project manager for a long time, he learned that the project goals must be SMART, i.e., Specific, Measurable, Achievable, Relevant, and Time-bound.
 He added to his statement by saying that it is essential that the top management and other relevant stakeholders understand the importance of project goals and objectives. Teams and management may not provide their 100% output if they do not understand what they actually are doing!
While it is easier to define certain concepts such as project idea, project goals, and objectives, it is sometimes tricky to stick to the essence of these concepts. Related to this issue is the work breakdown structure in which organisations fail to allocate the right person at the right place and at the right time. Which tasks need immediate attention, which of them can be delayed, and which one requires the least attention, must be clearly stated and understood by the organisation. 
The participant when asked questions related to measuring project performance, replied by stating that corporate sector organisations have their own set of metrices, and indicators to score project performance, however, in the humanitarian sector and the not-for-profit sector, it is difficult to put performance in a balance and measure it against some weighs and metrices. For this purpose, the NGOs have their benchmarks against which they measure their performance. One of them is the log framework which enables them to check the activities of a planned project vs the activities performed in the field. Then the NGOs have a proper mechanism of monitoring and evaluation which regularly monitors the organisation’s performance against the set targets and indicators. The NGOs also conduct post-project surveys to learn if the target community is satisfied with the project delivered or not. The level of satisfaction from 0-to 10 enables us to understand if our project has been successful in delivering what it was intended to. 




[bookmark: _Toc129090530]CASE STUDY 18 M (Save the Children)
About the Organisation
Save the Children focuses on children's early years, providing them with a healthy start, opportunities to learn, and safety from abuse. To accomplish its purpose, the NGO works with people from all walks of life, including governments, corporations, non-governmental organisations, and the children they serve. The NGO follows the theory of change model which demonstrates how it carries out its mission: develop, meticulously test and make an important contribution to evidence, and utilise that evidence to promote policy and practise reforms. SC Pakistan is one of several organisations that use a single programme delivery arm to carry out domestic activities.
Save the Children has earned worldwide recognition for community empowerment and capacity-building practices. It is known for its ability to reach out to underserved groups and for facilitating long-term collaborations between communities, local organisations, and governments. These collaborations are critical to the success of the organisation's initiatives. Save the Children is one of Pakistan's key development organisations, executing international humanitarian initiatives with a special focus on children's welfare. Save the Children has so far been active in Pakistan since 1979, and its food and wellbeing initiatives have impacted 14 million children and adolescents.
Every child has the right to be safe. The NGO’s child protection programs aim to keep children safe around the world regardless of who they are or where they are from. The NGO focuses on children who are at heightened risk of abuse, neglect, exploitation, and violence and put in place mechanisms to prevent and respond to such protection risks. Save the Children works with Govt. civil society, children, youth, families, communities, and societies to support children, and promote social norms and attitude changes to create enabling environment for children.
About the Participant
The participant is the project manager of the programs department in the organisation, serving for the past 12 years in the same organisation. His work responsibilities include designing, developing, and overseeing the execution of project initiatives to improve project performance and ensure that work is completed on time and operations are delivered having high-quality results. The participant also conducts field visits. He creates and implements project strategies, such as communication and gender strategies.
The interviewee was asked questions regarding project’s definition and its reference to the NGOs projects. He replied by saying that 
projects are carried for completing specific tasks and have particular deadlines. Projects are very important for NGOs because they are often part of a long term programme. Projet management contains principles which enable a project to be completed under conditions such as budget, resources, activities, and targets, which guarantee its successful delivery if followed properly. 
As far as NGOs projects are concerned, donor engagement plays a crucial role. As the NGOs projects are donor funded, therefore, we require an uninterrupted release or supply of funds to continue our project activities. The projects rely greatly on resources, both human and financial, therefore, we cannot ignore the financial aspects of the project, neither can we can we overlook the human resources required for a project. 
Project need identification had been a recurring theme in almost all the interviews. When we asked about the stages of an NGO project, the participant replied with the expected answer, i.e., a project undergoes 4 stages which are the initiation stage, project design and planning stage, project execution and implementation stage, and project close-out stage.
Of all the stages, the participant told us that the most important stage is again the need identification stage followed by the monitoring and evaluation mechanism which is basically not part of any particular stage, but a continuous monitoring mechanism conducted when the project starts and ends with a project close-out. Sometimes, post project monitoring is conducted by the NGOs to learn the effects, benefits, mistakes, and lessons learnt during and after the project. 
Monitoring and Evaluation is an integral part of the NGOs for evaluating project activities on daily basis, and we continue performing our monitoring and evaluating activities till a project is complete and even after it is completed to learn the effects of project, both good and bad. This helps us in learning for our future projects. 
Successful projects rely on the execution of a project in a way which follows the project success factors. For educational projects, as learnt from our interviewee as well as knowledge obtained through the UN’s official website, we observed that there are already existing success targets and performance indicators devised by the UN SDGs committee for the UNSD 4. 
Other contributing factors for a project success as defined by the participant include effective project plan, need identification, donors, community, and stakeholders engagement. 
The community engagement is equally important as donor engagement. It could be explained by giving an example of a shop where the shopkeeper sells goods but does not have buyers to consume the stock. Similarly, if there are donors ready to fund the project, but there is no community involvement in the project, the funds will go waste, and vice versa!
Therefore, donor and community engagement must be used interchangeably for a successful project. 




[bookmark: _Toc129090531]CASE STUDY 19 N (UNICEF)
About the Organisation
This interview was recorded with the participant working for the UNICEF. The organisation is one of the United Nations leading humanitarian organisations operating in more than 190 member states to protect the rights of every child. The organisation due to its broad scope and operations spread internationally, is considered an international NGO for the purpose of this study. UNICEF stands for United Nations International Children’s Emergency Fund. UNICEF strives to reach the world's most vulnerable children and adolescents, as well as to safeguard the rights of every child, everywhere. From early infancy to adolescence, the organisation does everything it can to help children survive, flourish, and reach their full potential in over 190 nations and territories. The NGO promotes child health and nutrition, adequate water and sanitation, quality education and skill development, HIV prevention and treatment for mothers and new-borns, and the protection of children and adolescents from violence and exploitation as the world's biggest vaccine supplier. UNICEF operates on the ground before, during, and after humanitarian crises, providing lifesaving assistance and hope to children and their families. When it comes to defending children's rights and preserving their lives and futures, the NGO is never neutral or apolitical.
UNICEF’s mission believes that even though the world has evolved, children's needs have not. Despite the complexities of our world, UNICEF's commitment to children remains unwavering.
Less than a year after the United Nations General Assembly established the Convention on the Rights of the Child in 1989, Pakistan became the world's sixth country to sign and ratify it. Children and adolescents in Pakistan, on the other hand, continue to confront significant obstacles.
UNICEF works with the Government of Pakistan to help children realise their rights under the Convention on the Rights of the Child by accelerating progress for children, working to achieve the Sustainable Development Goals (SDGs), and assisting children in realising their rights under the Convention on the Rights of the Child. Strong relationships with provincial authorities, teachers and health professionals, frontline workers, social mobilizers, communities, and families, and, of course, the children and adolescents themselves will be used to achieve this.
About the Interviewee
The interviewee is working as a programme development officer for the social policy section. His job role mainly focuses on public finance for children. The organisation is supporting the government in providing fiscal budget allowances, advocacy, and coordination with the other key stakeholders. The organisation has a very important strategic role with the EHSAS programme which is the umbrella programme for the social protection issues all over Pakistan. The interviewee’s work relates to the coordination with such programmes and currently, they are also supporting the sections in Covid related updates which are coming in now for the last two years. The interviewee had been working for the UN SDGs in Pakistan for the National Assembly in Pakistan. The interviewee had been based as the development consultant in the National Assembly of Pakistan. The interviewee’s total work experience is almost 20 years working in governmental and non-governmental organisations and 3 years with UNICEF. The interviewee has two master’s degrees. One master is in management studies and the other is in economics. He obtained different certificates in different courses as well.


The participant emphasised community participation for a project to be successful;
So whenever you are designing a sustainable programme, you have to design it in a way that includes social mobilization and community participation programme. Once you teach them how to fish rather than giving them a fish, they will definitely reap the benefits of the project
He also insisted on community participation for projects to be sustainable and successful;
community partnership and ownership of the project is very important for a project to be sustainable
The participant shared his views on project management that assigning proper resources to the project activities can produce desired outcomes
Setting up a group of people to watch and monitor the project for every activity taking place and assigning sufficient resources to that project and managing the project right from the beginning till the end is the project management.
In this regard, the NGO devises a thorough log framework to delegate activities with the right procedures and methodology. The log frameworks are very important in measuring overall results obtained from the project and the success rate of the project as conceived by the project managers versus the actual performance of the project when delivered;
Project success can be measured using the Log framework
In a question regarding project monitoring procedure, the participant discussed the importance of monitoring and evaluation activities in making a project successful. 
we have a logical framework to consult, then we have certain indicators such as social indicators and performance indicators with the help of which we monitor a project’s progress to measure sustainability. We have monitoring and evaluation procedures to follow. We also do the mid-term evaluation for this process. You can break up the project’s performance indicators into the UN SDGs indicators and compare your performance against these indicators as a benchmark.
The participant elaborated on the success factors for a project. He admitted that every organisation devises its own success factors depending upon the nature of the project. The success factors are matched against the activities performed and the results of those activities. The success factors enable an organisation to monitor continuously the performance of the project and any deviation from the desired deliverable can be tackled using the success factors as a gauge and take necessary actions to keep the activities on track;
we have our success factors, we have risks factors, and we have a mitigation plan. So we review our framework and match the activities against the stipulated points mentioned in the framework. So if there is anything that does not match or that is not according to the plan, then we come to know that the project is not according to the way we planned it.



[bookmark: _Toc129090532]CASE STUDY 20 A (UNESCO)
About the Organisation
The case study is based upon UNESCO which is one of the main organisations of the United Nations Organisations. UNESCO is an international organisation operating in all the member countries of the UN. UNESCO has three major domains to operate in. The abbreviation for UNESCO is United Nations Educational, Scientific, and Cultural Organisation. The NGO provides policy support to the government. The NGO provides best practices acquired from the field by piloting initiatives and advising the government on how to improve best practices to conduct projects with public and private partnerships so that the government can replicate those pilot projects to mainstream their education system. The NGO promotes that Education is a human right that should be available to all people at all times of their lives, access must be matched by quality. The Organisation is the only UN institution tasked with overseeing all elements of education. Through Sustainable Development Goal 4, it has been entrusted with leading the Global Education 2030 Agenda. The Education 2030 Framework for Action is the road map for getting there (FFA). UNESCO is a global and regional leader in education, strengthening education systems around the world and responding to modern global challenges via education, with gender equality as a core premise. Its work includes educational growth from pre-school through higher education, as well as research and development.

Interviewee’s Biodata
The interviewee is the training, monitoring, and evaluation officer for the educational department for UNESCO. The interviewee has 16 years of experience. The interviewee holds a master’s degree in Developmental Studies. Being a Monitoring and Evaluation (M&E) Officer, the participant oversees the Project's monitoring and evaluation, research, and learning framework design, coordination, and execution. The participant creates a systematic monitoring framework to improve the Project's qualitative and quantitative evidence. He offers technical support to the implementing agencies, notably in the areas of monitoring, reporting, and governance. The participant assists with the updating of the project log frame matrix, especially in the areas of performance indicators and measurement. He also assists with the creation and completion of the project work plan and maintains it up to date with project activities and timelines as needed.
We asked the participant a question relating to the most important stage in terms of measuring the performance of a project. He replied to us that every stage involved in a project life cycle is equally important, however, the need identification in the initiation phase of a project is most important in the sense that the proper need identification is the main factor upon which the whole project depends. If the need has not been identified properly, then there is little chance for a project to succeed. 
the first stage, which is need identification is the most crucial stage because if the need hasn’t been identified properly, then there are few chances for that project to be accepted by the beneficiaries and achieve success.
To ensure sustainability, the participant stated that it is necessary for the NGOs and the government to align their policies so that there is no clash in policies and procedures in terms of delivering projects. If a government is conducting any educational project, for instance, constructing a school building, then the NGO must not construct another building right in front of the first construction. Rather, the two bodies i.e., the NGO and the government must devise their policies in accordance with each other, and they should support each other in dividing tasks mutually so the project is effective. 
the NGO and the government after the thorough consultation process, devise strategies that are aligned and effective. The alignment according to my experience ensures sustainability. There’s no other way of ensuring sustainability in the projects. The donor-funded projects have to be aligned with the government policies in order to remain sustainable.
Successful projects need a constant supply of resources, both human and financial resources. In terms of sustainable projects such as quality education projects, the government must bear the responsibility of providing sufficient resources to the institutions conducting such projects. Because the government of Pakistan has acknowledged the 17 UN SDGs as its national agenda, therefore, the country’s budget must allocate a considerable amount to the educational projects.
The government needs to allocate more resources to uplift educational projects across the country.
Community involvement is also a very important factor in project success. If the community is not interested and involved in a project that any organisation is delivering, then the expected results are very low in terms of making it a successful project.
We can establish good relationships with the community that is the primary beneficiary of the projects. I also believe that delivering successful projects is teamwork, if we incorporate the right project management practices along with the proper community research if we have dedicated and trustworthy staff, then we can at least expect our projects to be effective.
Devising the logical frameworks are a very important step that most NGOs follow while they write a project proposal. The document is required by the donors so that they may see the potential, capabilities, and determination of the organisations in delivering a successful project.
we do have key performance indicators; we align ourselves with the results and logical frameworks. We devise milestones throughout the project life cycle and study the results matched against the frameworks, for example, we have achieved 50% of the target. Some results can be quantified in numerical amounts, but others can’t be quantified. So, this is how we come to know that our projects have been successful
Being a monitoring and evaluation officer, the participant said that he cannot insist more on the importance of monitoring and evaluation in a project. The process enables the organisations to monitor the performance of their projects and detect any factor that derails the project activities. Once the factor is identified, the project managers can easily address the problems in a timely manner.
the process of monitoring and evaluation which ensures the sustainable development of the project and keeps an eye on the activities and any deviation from the project plan informs us that the project has either derailed or there is some issue with the project that needs to be fixed as soon as possible.




[bookmark: _Toc129090533]CASE STUDY 21 O (Sungi Development Foundation)
About the Organisation
This interview was recorded with a participant heading as a CEO of the organisation. He also has been running the organisation called Sungi Development Foundation (SDF). The organisation is a major rights-based national organisation that has worked significantly in both the development and humanitarian sectors since 1989. It is a non-profit organisation incorporated under the Societies Act 1860. Sungi was controlled by a set of regulations that assure openness, accountability, and efficacy within its processes and activities. It is led by a Board of Governors (BoG), which is made up of individuals with a variety of educational backgrounds. Sungi conducts domestically devised projects in partnership with its stakeholders and partners, despite its significant reliance on external resources. Sungi constantly focuses on the development of underprivileged populations through community-based techniques. As a result, it promotes social mobilisation strategies such as Participatory Poverty Assessments (PPA). Sungi has a country-wide presence through its local partners and networks, in addition to strong roots in northern Pakistan. Sungi has deep links with stakeholders and communities in both urban and rural regions of the nation as a result of its long-term projects and sustainable practises. The scope of work and projects are limited within Pakistan only. Due to its national scope, the organisation is termed as a National organisation for the purpose of this research. The programmes conducted by this organisation include gender justice, poverty alleviation, sustainable livelihoods, governance, and social harmony, water, sanitation, and hygiene, natural resource management, disaster resilience, and climatic change adaptation, emergency response, and enhancing youth employability.
About the Participant
The interviewee is the CEO of the organisation. His responsibilities include seeking donations for projects, designing project plans, managing, collaborating, and assisting his team members (in different activities). The interviewee has 33 years of experience in this organisation, and he holds two master’s degrees in physical chemistry and Sociology. The participant also holds a degree in B.Ed. He has also been doing different courses from different countries.
Theme 1- Project Initiation
Speaking in terms of projects and project management, the interviewee told us that just like other corporate sector projects, the NGOs conducted projects are based on phases that ensure that the project is successful and has met its objectives. Amongst these phases of a project, phase 1 which is commonly known as Project Initiation is the most important stage as it contains the reason and the need for conducting any project. 
Your milestones depend heavily on the correct need identification and stakeholder analysis.
 In this regard, stakeholders play a vital part in a project’s success or failure. Therefore, it is crucial to keep all the stakeholders on the same page. The stakeholders’ participation is very important in this scenario.
sometimes the stakeholders are not willing to cooperate and take part in the project. It is impossible to initiate a project without the stakeholders’ involvement.



Theme 2- Project Design
Referring to the project life cycle phases, the interviewee was of the opinion that the second phase of an NGO’s project is the project design or project planning. Unlike corporate sectors which deal with crunching numbers, and devising strategies for profit maximization for their shareholders, the NGOs look after the needs and requirements of the community. In order for a project to be sustainable and successful, community/stakeholders’ engagement is very important. 
“We are often asked the question that how will sustainability be measured? So, we respond to this question by mentioning the community involvement in the project, their financial contribution to the project which is a very low amount that can be easily pooled in by the community members, which gives them the right to own the project when it is finished”
The design or planning phase is also encountered by the acquisition of the no-objection certificates from the government. It is of no surprise that NGOs all across the world, visit areas that are sometimes bound by security threats, particularly due to war, or some other calamity such as floods, earthquakes, or land sliding issues. To reach those areas and rescue the inhabitants, the NGOs strive to visit those areas. For that, they need a clear report from the government that the area is safe to visit, i.e., either the calamity is over, or there are no security threats to the NGO’s team members. This permission from the government takes ages and since projects are time-bound, therefore, the time limit expires, and the donors are no longer willing to support the project. 
“One of the biggest challenges that an NGO faces is that it can’t approve the NOC from the government. The Economic Affairs Division has to sign the MoU which is a recent compulsion for the NGOs to overcome. The biggest challenge to getting approval from the economic affairs is that by the time their investigations are complete, which takes approximately 2, 3 years, the project need is finished, or the project is no longer required”.
The interviewee informed us about the importance of the log framework which is a written plan for the project prepared by the NGOs to document every single activity taking place during a project.
“The log framework contains a specific matrix and means of verification, for example, if we were to change the behaviour or mindset of the community, what will be the means of verification to do that”. 
Since the NGOs are based on humanitarian development, therefore, their log frameworks revolve around the projects that work betterment of the communities that they work for. 
Theme 3- Project Implementation
The interviewee was of the opinion that project implementation or project execution lies at the third phase of the project life cycle. One of the most crucial elements of the project implementation includes continuous monitoring and evaluation of the project. The monitoring is conducted when the project is initialized and ends up till the project is finished. Mainly there are two types of monitoring in the NGOs projects: internal monitoring and external monitoring. Internal monitoring is conducted for keeping in check internal policies, strategies, activities, and performance of the project. Whereas external monitoring is done by the donors for the same purpose to ensure that their funds have been dispensed on the right cause. 
“We have monitoring activities conducted both internally and externally. The external monitoring is usually performed by the donors themselves and they have a document containing the details of the activities and then they match against their criteria that how the activities were performed, how they were supposed to be performed, and where did the project lack crucial elements while delivering activities. The monitoring officer makes a note of everything in the field and shares the report with the organisation and informs the organisation about the performance, shortcomings, and effects of the activities”

Theme 4- Project Evaluation Phase
There are many ways in which programmes can be evaluated during the course of their implementation, including looking at whether participants are being recruited, retained, and educated, whether training materials are being used in accordance with established standards of accuracy and clarity and how well the programme is coordinating with other ongoing activities. It is possible to employ assessment during programme implementation to make mid-course corrections or to shed light on the implementation process (process evaluation).
Formative and process assessment of community-engaged programmes can look at how relationships are formed and maintained, as well as how well they work in the end.
“During the project evaluation phase,  we measure and compare if the project has been able to deliver the outcome for which it was carried. This phase also enables an organisation to measure and evaluate whether the project activities were successful in terms of delivering sustainable projects”




[bookmark: _Toc129090534]CASE STUDY 22 L (FRD)
About the Organisation
This case study is based on the participant working in the NGO called “Foundation for Rural Development” (FRD). The NGO operates in different districts of KPK, which is one of the cities situated in the Northern areas of Pakistan. Due to its limited scale of operations and activities within Pakistan, this NGO is categorised as a local NGO. The NGO was established in April 2006 and got registered under the Voluntary Social Welfare Act of 1961. The NGO has a mandate of mainstreaming the most marginalised and underprivileged communities of Pakistan. The communities have either been afflicted with natural calamities such as floods, earthquakes, and landslides; or have been struck by war and other security issues. The NGO aims to strengthen the communities who have been deprived of even their basic rights, both economically and socially. The FRD's mission is guided by principles of mutual respect, gender equality, and a rights-based approach. The organisation’s major focus is on long-term development in the areas of its geographical coverage, although it is always ready to respond to humanitarian emergencies. In the context of FRD, the term development refers to a broad range of activities, including but not limited to education, health, economic development (livelihoods), community infrastructure, human rights protection, and social inclusion. Themes of social mobilisation, gender mainstreaming, and capacity building run across all of FRD's projects. In a humanitarian situation, the FRD responds from the moment of the emergency to the early stages of recovery, rehabilitation, and reconstruction. A wealthy and peaceful world is the vision of this organisation. FRD in partnership with World Food Programme, implements several programmes on livelihoods in the districts of KPK. 
General Information about the Community Mobilisers (CMs)
the participant is a community mobiliser (Cm) within the FRD. A community mobiliser is usually responsible for all the project activities conducted in a field. The general responsibility of the community mobilizer is to guarantee that, within the scope of the project, activities connected to the community and their engagement within any project undertaken are carried out under the supervision of the project manager. Community mobilisers are fluent in the local language spoken in a given community and therefore, effectively communicate a project’s goals and deliverables to the target community. Community mobilisers, as the name indicates, mobilise, and sensitise the community to participate and cooperate with the NGO in getting the project delivered and achieve the intended outcomes. Mobilisers are usually participating at the lower end within the organisational hierarchy and therefore, may not be aware of the organisational policies, project management procedures, and strategies. 
The part of the interviews dealing with the community mobilisers ensured that no technical questions pertaining to the concepts such as project and programme definitions, project management principles, or related concepts were asked. Instead, they were selected to investigate the practical applicability of the PM procedures in the field has any impact on the success of sustainable projects.
The interviewer did not expect the answers from the CMs be technical or having high ended information.


About the Participant
The participant has been working in the FRD for the last 4 years. She holds a bachelor’s degree in arts and has a total experience of 12 years working within different NGOs and government sectors. 
The participant was well aware about the concept of project and its elements. She told us that projects have a definitive time and goal to achieve, we have to be very particular about the activities that we perform in the community due to its limited time scope.
She added to this conversation by stating that project management is gaining popularity now a days, but a few decades ago, this concept was not very common in Pakistan.
The participant was not very sure about the stages of a project but did have some idea on how the projects were delivered. 
The information regarding making a project successful was detailed by the participant as 
Community participation is our biggest challenge that we need to overcome. Most of the times, it is very difficult to gather people at a common place and convince them about the need for and importance of a project. 
The community is many times unwilling to participate in the projects especially within the educational projects because of their orthodox approaches about girls getting educated
Some other challenges include war and unstable condition of the area where a project is being conducted. 
Some areas are dangerous and risky to approach because of the political and/or conditions.
Other times parents and other members of a family are unwilling to let their children participate in any project.
We also see issues with lack of teaching staff, ghost schools, school dropouts, and travelling inconveniences which hinder a lot in the delivery of a project
[bookmark: _Hlk105422012]A program's long-term influence can be examined in successive project evaluations once its success has been proven. For example, if the goal of a project is to raise the literacy rate in an underprivileged community, the project's success won't be measured in terms of the number of students who attend classes, but rather in terms of the percentage of students who attend classes, pass exams, and are promoted to the next grade level while maintaining their school attendance in subsequent years. The long-term advantages of educational programmes may be demonstrated by a decrease in school dropouts and a shift in society's overall beliefs.
“During a project evaluation phase, the Ngo normally studies the effect of a project on the target community. For example, in a sustainable educational projects, if a community witnesses a decrease in school drop outs and increased passing percentage, with a sustained attendance in the subsequent classes, then we can say that we have achieved the goal of sustainable projects”


[bookmark: _Toc129090535]CASE STUDY 23 M (Save the Children)
About the Organisation
Save the Children focuses on children's early years, providing them with a healthy start, opportunities to learn, and safety from abuse. To accomplish its purpose, the NGO works with people from all walks of life, including governments, corporations, non-governmental organisations, and the children they serve. The NGO follows the theory of change model which demonstrates how it carries out its mission: develop, meticulously test, and make an important contribution to evidence, and utilise that evidence to promote policy and practise reforms. SC Pakistan is one of several organisations that use a single programme delivery arm to carry out domestic activities.
Save the Children has earned worldwide recognition for community empowerment and capacity-building practices. It is known for its ability to reach out to underserved groups and for facilitating long-term collaborations between communities, local organisations, and governments. These collaborations are critical to the success of the organisation's initiatives. Save the Children is one of Pakistan's key development organisations, executing international humanitarian initiatives with a special focus on children's welfare. Save the Children has so far been active in Pakistan since 1979, and its food and wellbeing initiatives have impacted 14 million children and adolescents.
Every child has the right to be safe. The NGO’s child protection programs aim to keep children safe around the world regardless of who they are or where they are from. The NGO focuses on children who are at heightened risk of abuse, neglect, exploitation, and violence and put in place mechanisms to prevent and respond to such protection risks. Save the Children works with Govt. civil society, children, youth, families, communities, and societies to support children, and promote social norms and attitude changes to create enabling environment for children.
About the Participant
The participant is working as a community mobiliser in Save the Children organisation for the past 6 years. She holds a bachelor’s degree in public communication. She has an overall experience of 7 years working within different NGOs of Pakistan. 
Being specialised in communicating with the members of community, the participant spoke about the importance of community engagement in a project.
Without involving the community in any project is just like a teacher talking to the walls.
She added to her comments that the community involvement is an essential component of success projects.
She also shared her ideas about the importance of sustainable projects that if the projects and especially educational projects are not sustainable, then there is no use of conducting the project.
Educational projects can be made sustainable if we have consent of all the related departments, i.e., government, the NGO, the parents, and of course, the students. 
If we succeed in transmitting the idea that there is no other powerful tool as education in the world, then we can hope that our projects could be successful.
Sustainability can only be understood and adopted if the members of community develop the sense for change for their future generations, senseless nations cannot and will not bring any change to the society.
Speaking about the challenges, the participant indicated many hurdles in educational projects. Some of which include, failing to obtain the NOC from the government due to political instability or war or risk situation, travelling restrictions either in the form of lack of roads, conveyance, or government restrictions, lack of parents and children involvement in a project, orthodox approach towards educating girls and boys, cultural and economic barriers, financial instabilities, unavailability of infrastructure, teaching staff, funds, and other resources. Corruption is another element which is often observed in the organisations delivering educational projects which empties the funds allocated for the projects. 
When we asked the participant about enhancing the performance of the educational projects, she told us if we somehow manage to reverse the effects of the challenges posed to our projects, then we can overcome the bottlenecks of educational projects, thereby improving the performance of our projects.
To measure project performance, NGOs devise specific teams who monitor project’s progress at regular intervals.
Our fellow colleagues from the M&E department visit the target communities and take their feedback on how the project was delivered to them and if they had any complaints with regards to the behaviour of feed staff




[bookmark: _Toc129090536]CASE STUDY 24 N (UNICEF)
About the Organisation
This interview was recorded with the participant working for the UNICEF. The organisation is one of the United Nations leading humanitarian organisations operating in more than 190 member states to protect the rights of every child. The organisation due to its broad scope and operations spread internationally, is considered an international NGO for this study. UNICEF stands for United Nations International Children’s Emergency Fund. UNICEF strives to reach the world's most vulnerable children and adolescents, as well as to safeguard the rights of every child, everywhere. From early infancy to adolescence, the organisation does everything it can to help children survive, flourish, and reach their full potential in over 190 nations and territories. The NGO promotes child health and nutrition, adequate water and sanitation, quality education and skill development, HIV prevention and treatment for mothers and newborns, and the protection of children and adolescents from violence and exploitation as the world's biggest vaccine supplier. UNICEF operates on the ground before, during, and after humanitarian crises, providing lifesaving assistance and hope to children and their families. When it comes to defending children's rights and preserving their lives and futures, the NGO is never neutral or apolitical.
UNICEF’s mission believes that even though the world has evolved, children's needs have not. Despite the complexities of our world, UNICEF's commitment to children remains unwavering.
Less than a year after the United Nations General Assembly established the Convention on the Rights of the Child in 1989, Pakistan became the world's sixth country to sign and ratify it. Children and adolescents in Pakistan, on the other hand, continue to confront significant obstacles.
UNICEF works with the Government of Pakistan to help children realise their rights under the Convention on the Rights of the Child by accelerating progress for children, working to achieve the Sustainable Development Goals (SDGs), and assisting children in realising their rights under the Convention on the Rights of the Child. Strong relationships with provincial authorities, teachers and health professionals, frontline workers, social mobilizers, communities, and families, and, of course, the children and adolescents themselves will be used to achieve this.
About the Participant
The participant has been performing her duties as a community mobiliser in UNICEF for the last 5 years. Her duties include sensitizing the community regarding the project implemented by the NGO. Since the UNICEF has been working for the rights of children, therefore, most of their projects include child protection rights including the delivery of educational projects. The participant works for the Peshawar office and her target communities are the nearby villages in Peshawar city. 
Her daily activities are based upon activities devised in the log frame. When we asked her questions about projects and project management, she replied to us that projects are the smaller components of long-term programmes and they are intended to achieve a specific goal or target. She also focused on fact that all projects are time-bound and that even the slightest delay can overrun the project in terms of time limitation. The participant was well aware of the UN SDGs and spoke about the importance of the UN SDGs in Pakistan. Sustainability is indispensable nowadays for the nation of Pakistan if we wish to survive, we need to protect our environment not only for ourselves but for our future generations as well. 
The participant discussed some key challenges which they face while working in the community. 
The biggest challenge that we face as a community mobiliser, is, first of all, to inform our community about the project. The community is not always in a good mood to listen to what we have to tell them and what we have to offer them, we sometimes face a backlash and sometimes a total rejection!
Another big challenge that we face every day is that the members of the community cannot gather at an agreed time and place to listen to what we have to offer them. Therefore, gathering our crowd of people is a daily challenge for us. 
Community participation is another factor that either makes the projector breaks the project. we have to align our community till our project is delivered and the results are obtained.
Nobody can guarantee successful projects, as far as we are providing them food or clothing, they would come every day to listen to us, the moment we stop our grants, they would not come back again!
They don’t need education, they need food to eat, this statement was once shared by one of the female community members with the community mobiliser. Some other statements being heard by and challenged by the community mobilisers are mentioned below:
· Do you have money to give us?
· If our child would go to school, who will earn bread for us? 
· There are millions of educated people around the city, but they are unemployed, can you provide us with a job?
· Girls don’t go to school, they have to be home and look after their family
· We don’t send our girls to schools; this is against our culture and tradition!
· The school is miles away and my daughter has polio, she can’t make it to school even if she wishes to!
· We are altogether eleven people at home, we cannot afford to send our children to schools
· I want to study, but we don’t have a school nearby
· I have to look after my 6 other siblings, I cannot leave them alone and go to school!
These heart-warming statements were shared by the participant as an answer to our question relating to the challenges while delivering educational projects. The participant said with a heavy heart that they tend to hear these statements every day from the community members. 
The participant focused on sustainable educational projects in Pakistan as the only solution to come out of the miserable situation that it is facing. In this regard, constant support from the government, donors, and related stakeholders is required to uplift the educational standards even for those who cannot afford to go to school. 
In order to change the mindset of our communities, we need to change our mindset with regard to the importance of education. We have acquired education and are enjoying its benefits, but what about those, who have not been lucky enough to get it?
Our government and private sectors need to collaborate with each other to uplift educational standards for our underprivileged communities.




[bookmark: _Toc129090537]CASE STUDY 25 A (UNESCO)
About the Organisation
The case study is based upon UNESCO which is one of the main organisations of the United Nations Organisations. UNESCO is an international organisation operating in all the member countries of the UN. UNESCO has three major domains to operate in. The abbreviation for UNESCO is United Nations Educational, Scientific, and Cultural Organisation. The NGO provides policy support to the government. The NGO provides best practices acquired from the field by piloting initiatives and advising the government on how to improve best practices to conduct projects with public and private partnerships so that the government can replicate those pilot projects to mainstream their education system. The NGO promotes that Education is a human right that should be available to all people at all times of their lives, access must be matched by quality. The Organisation is the only UN institution tasked with overseeing all elements of education. Through Sustainable Development Goal 4, it has been entrusted with leading the Global Education 2030 Agenda. The Education 2030 Framework for Action is the road map for getting there (FFA). UNESCO is a global and regional leader in education, strengthening education systems around the world and responding to modern global challenges via education, with gender equality as a core premise. Its work includes educational growth from pre-school through higher education, as well as research and development.

Interviewee’s Biodata
The participant is a community mobiliser in the UNESCO and working in the same organisation for the last 5 years. She holds a master’s degree in business administration.
The participant knows well about the concepts of project and project management. She told us that projects are temporary undertakings to achieve particular goals. Project management in this regard enables an organisation to perform its activities in accordance with the principles specified by project management.  
According to the participant, an educational project undergoes several challenges, both internal and external.
Internal challenges may arise from unresolved inter-department issues such as issues related to the HR policies, contracts, absenteeism, etc. Similarly, every department in the organisation due to any internal factor may give rise to challenges in a project. Whereas external challenges could be categorised as governmental instability, NOC, risks, and threats, and lack of stakeholders’ involvement. 
When we asked the participant about her ideas regarding enhancing a project’s performance, so replied to us by stating that a project’s performance is dependent upon several factors, such as factors relating to a good project plan, proper planning, and execution, performing the project activities on time, obtaining stakeholders’ buy-in and seeking their feedback about the project.
Being a field mobiliser, the participant focused on maintaining a healthy relationship with the community. Without community involvement, a project is at higher risk of being failed. 

[bookmark: _Toc129090538]Appendix D
[bookmark: _Toc129090539]Successful Education Projects: Examples
[bookmark: _Toc129090540]Projects Funded by the Asian Development Bank (ADB)
Project performance evaluation reports (PPERs) and project completion reports (PCRs) found that 32 out of 44 rated education projects sanctioned by the Asian Development Bank (ADB) between 1990 and 1997 were either effective or very successful. They spanned the range from higher education (17%) to primary/basic education (18%) to technical education and vocational training (39% of lending). As time has progressed, the proportion of ADB loans to basic education has grown. According to project performance evaluation reports (PPERs) and project completion reports (PCRs), thirty-two education projects that were authorised by the Asian Development Bank (ADB) between the years 1990 and 19971 were evaluated as successful or extremely successful, which is comparable to seventy-six percent of the graded projects that were approved throughout the decade. PPERs concluded that all the completed projects had practical application. They were in line with the stated development priorities of the governments and represented the educational policies of the respective governments. Looking at the examples of the countries such as Bangladesh and PDR, these  for instance, the Primary Education Sector Project in Bangladesh and the Education Quality Improvement Project in the Lao People's Democratic Republic (Lao PDR) were both examples of projects that were a part of the commitments made by their respective governments to accomplish the goal of universal primary education. Supporting and implementing the national curriculum is the goal of the Junior Secondary Education Project (Indonesia), which was created with this end in mind. It can therefore be concluded that all projects (discussed above) were completed successfully and had some level of importance. They represented governments' education strategies and fit with the nations' articulated development requirements. It is, therefore, necessary for the successful education projects conducted by the NGOs to be in line with the government policies. In this regards, governments need to devise an effective and realistic education policy for the country. 
[bookmark: _Toc129090541]USAID Programmes in Pakistan
[bookmark: _Toc129090542]Sindh Basic Education Programme
With the help of the Pakistani government, USAID has increased school enrollment and raised education standards throughout the country. The province of Sindh in Pakistan is the focus of the Sindh Basic Education Project (SBEP). In 2010, this area, which is home to 47.9 million people, was ravaged by floods that were both destructive and deadly. The USAID has spent $159.2 million on school construction in an effort to boost primary, secondary, and higher education enrolment. After the completion of the programme, 106 new schools will be built in flood-affected regions, and up to 280 current schools will be merged into larger campuses. These newly amalgamated institutions will contribute to streamlining and revolutionising the educational system in Pakistan.
In an effort to improve education quality and streamline the distribution of resources, the initiative seeks to consolidate and close down underperforming schools with limited resources and personnel. More than 400 thousand Pakistani schoolchildren might benefit from SBEP by becoming better readers and more likely to enrol in school. In addition to that, the programme strives to improve children's diets in general. In this regard, the SBEP paid special attention to factors such as gender empowerment, increase in budget and technical facilities, and strengthening partnerships with relevant stakeholders to stabilise the programme. 
[bookmark: _Toc129090543]UNESCO’s Parkari Community Development Programme (PCDP)
Education of adults is essential to the process of empowering the Parkari people. Parkari is a disadvantaged community in the province of Sindh in Pakistan. A greater understanding of their civil and political rights, as well as more participation in communal activities, may result from a boost in literacy among both men and women. For instance, when farmers have better reading skills, they can verify their rent payments with landlords and learn more about their legal protections. During the 2013–2014 school year, PCDP oversaw the operation of 37 adult literacy centres, and around 925 individuals of the community successfully completed the literacy programme. Part of the larger PLP initiative meant to encourage capacity-building among community people, 15 adult education centres are now hosting literacy learning events. To ensure that community-based institutions and adult centres function smoothly, PLP offers the committees comprehensive training in school administration .
[bookmark: _Toc129090544]Appendix E
[bookmark: _Toc129090545]Additional Advantages of Performing Project Evaluations
This section below describes additional advantages of performing project evaluations.
[bookmark: _Toc129090546]Beneficiaries of the project:
The extent to which intended stakeholders gain immediate and subsequent advantages from the activities or resources provided is crucial to the project's long-term viability. The outcomes of the evaluation will show how the programme has influenced the education of its participants.

[bookmark: _Toc129090547]Project Performance:
An evaluation can identify the project's strengths and weaknesses, allowing for its enhancement and improvement. Equally important, an evaluation can draw a picture of the interdependencies between the project's components, or how those components function as a whole. This information can be utilised to redesign the project and improve its efficiency and efficacy.
[bookmark: _Toc129090548] NGO-Donor Relationship: 
An evaluation's data can be utilised to advocate the project's products and services within and beyond the organisation. Statements supported by project evaluation will be given greater weight and credibility than those based on less concrete evidence. A credible organisation is more likely to attract donors for future projects. 
[bookmark: _Toc129090549]Financial Resources:
Project managers for education projects are increasingly looking for financial support to conduct a thorough, outcomes-based evaluation. They are interested in learning about the different kinds of consequences that have been achieved by the project. In this regards, the evidence of the successful completion of a project can be obtained through evaluation. Having this sort of proof at hand could be useful when allocating scarce internal resources. Decisions about whether or not to continue, reduce, scrap, or improve a project are frequently informed by evaluation findings.
[bookmark: _Toc129090550]Enhanced Project Delivery: 
Just like other projects, education projects too evolve over time. What was once a clear, distinct set of activities may have evolved into a disorganised, loosely linked collection of occurrences. An evaluation can, therefore, aid in elucidating the project's objectives, enabling decision-makers to examine project components against well-defined criteria. It is possible to make valid comparisons between projects and activities and to minimise duplication of effort. 
[bookmark: _Toc129090551]Staff Capacity Building:
Staff, volunteers, and other relevant stakeholders can increase their capacity by participating in the evaluation's planning and execution. As the project is investigated, those participating will also gain insight into the project’s as well as organisation's inner performance. By identifying and evaluating priorities, information duplication, gaps, and model programmes, these findings can be utilized to support a strategic review of projects and programmes.
[bookmark: _Toc129090552]Who Should Perform the Monitoring and Evaluation?
In the beginning stages of the process of arranging the evaluation, a decision needs to be made regarding whether or not to bring in an outside evaluator. In some instances, the project team’s decision may have already been made. Many project managers demand that an external evaluator be hired. An external evaluator is viewed as an impartial third party who may offer a new viewpoint on the project.  furthermore, a professional evaluator possesses knowledge that may not be available internally. Numerous funding sources mandate the use of external evaluators to reduce bias and offer verifiable evidence of project accomplishments. If assessment competence exists and an external evaluator is not necessary, significant evaluation components can be conducted internally. Nevertheless, managers must approach with prudence. Decisions based on evaluation data may be biased if made by those with vested interests in the project (such as the project manager, employees, volunteers, or members of the advisory committee). Staff employees, volunteers, and other project stakeholders should be included in setting the evaluation's scope and objectives. However, at the very least, the analysis and interpretation of the data needs to be handled by an impartial third party.
[bookmark: _Toc129090553]Appendix F
[bookmark: _Toc129090554]Risk Management
[bookmark: _Toc129090555]Comprehensive Risk Analysis of a Project (Qualitative)
As a whole, a project's risk is described as "the influence of uncertainty on the project as a whole" (PMI, 2009, 2013) or as "the exposure of stakeholders to the repercussions of changes in result" (Association for Project Management, 2004, 2012). Together, these criteria demonstrate that the uncertainty and importance of each individual risk contribute to the total risk of the project. In fact, the proto definition of risk as "uncertainty that matters" also manifests itself in the form of "total project risk" (Hillson, 2009).
Words like probability, frequency, and likely work well to characterise the "uncertainty" dimension, whereas "mattering" is typically labelled effect, influence, or consequence. In the same way that assessment scales (high, medium, low) are commonly used for assessing individual risks, they may be defined so as to represent the risk appetite and risk thresholds of the project sponsor or owner and the risk capacity of the larger organisation. However, rather than being established in relation to specific project goals like time, money, or performance, the effect scales will be set in relation to the whole project. Due to the project's inherent two-dimensionality, a qualitative evaluation may be performed in the same way that is normally employed for evaluating individual risks, namely using a matrix that plots uncertainty against importance. A more inclusive name for this concept would be "likelihood-consequence matrix," however the term "probability-impact matrix" is more used when discussing individual risks. The same idea applies to gauging the total risk of a project; the matrix simply has different zones for high, medium, and low risk (or red, yellow, and green, or highest, moderate, and lowest priority). However, given that total project risk is indivisible, each project may exist at only one location in the matrix at any one moment. This may seem useless, but it really allows for the plotting of patterns in overall project risk over time, which might reveal if the project is growing more or less dangerous. The allure of this straightforward matrix approach to risk assessment is understandable; however, its use in evaluating project risk as a whole is subject to the same flaws and drawbacks as with individual risks, and organisations with a more developed risk management strategy should consider alternatives (Management 2008).
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Description automatically generated]Participant Information Sheet  
Monitoring and Evaluating the Success and Sustainability of Education 
Projects: A Study of NGOs in Pakistan 
 
  
Invitation to take part 
 
You are being invited to take part in this research project. Before you decide, it is important for you to understand why the research is being undertaken, and what it will involve. Please take time to read the following information carefully and discuss it with others if you wish. Ask us if there is anything that is not clear, or if you would like more information. Take time to decide whether or not you wish to take part. 
 
 
What is the purpose of the project? 
 
Education is the backbone of every nation, however, in some developing countries, such as Pakistan, there is a lack of provision for education which leads to problems such as poverty, joblessness, unawareness, and certain avoidable health issues.  
 
The United Nations has developed Sustainable Development Goals (SDGs), with the aim of tackling 17 of these major issues by the end of year 2030. Quality Education is the 4th of these United Nation’s goals. 
 
This research aims to develop a project management framework to help Non-governmental Organisations in Pakistan to manage the success of Quality Education projects being delivered.  
 
Data collection will be undertaken during a three-month period from September 2021 until November 2021. This research intends to collect 25 qualitative interview responses. 
 
 
Why have I been chosen? 
 
You have been chosen to take part in this interview because either you have been a part of organisation that manages projects, or you have been an education advisor, a teacher or, an academic who has some experience related to educational projects. Your valuable feedback will be very useful for this research.  
 
 
Do I have to take part? 
 
	It is up to you to decide whether or not to take part. If you do decide to take part, you will

	have access to this information sheet to read. You can withdraw from participation at any 

	time, and without giving a reason.
	  


 
 
Can I change my mind about taking part? 
 
Yes, you can change your mind and stop participating in the interview at any time and without giving a reason, up to the point that we submit your interview responses.  However, 
Reference: Version 1 
                                                                                                                                                             Ethics ID:  32902 
                                                                                                                                                   Date: 02-09-2021                                
 please note that once you have completed and submitted your interview responses, we are unable to remove your anonymised responses from the study till it completes.  
 
 
If I change my mind, what happens to my information?  
 
If you do decide to withdraw from the study before submitting your interview responses, we will delete all records and data connected with you from this research.  
 
 
What would taking part involve?  
 
	Your involvement will be to complete this anonymous interview which will take approximately 

	30 minutes.
	 The questions will not include any confidential, personal, or high-level 


information, and will relate to your experience of project management and educational projects. 
 
 
What are the advantages and possible disadvantages or risks of taking part? 
 
Whilst there are no immediate benefits to you participating in the project, it is hoped that this work will support Non-Governmental Organisations to conduct educational projects by creating a better understanding of how they can be delivered in a successful and sustainable. You will have helped to make this possible. 
 
We do not anticipate any risks to you in taking part in this study.  
 
 
How will my information be managed? 
 
The data will be stored securely on the researcher’s personal computer using hard disk drive and Bournemouth University’s One drive storage software. The data will be disposed off safely seeking the professional advice of IT experts of Bournemouth university once the research is complete. 
 
Undertaking this research study involves collecting information about you in the form of interview questions. The questions will require information regarding your experience, role, and responsibilities in your organisation. It will also include some information related to your project management/ academic experience, and the contemporary issues related to sustainability and the United Nations Sustainable Development Goals, particularly the SDG 4.  We will manage the research data collected strictly in accordance with current ethical requirements of Bournemouth University and UK data protection laws.  
 
Research data will be used only for the purposes of the study or related uses identified in this Participant Information Sheet.  To safeguard your rights in relation to your personal information, we will not use personally identifiable information, and we will control access to that data as described below.  
 
Publication 
You will not be able to be identified in any external reports or publications about this research without your specific consent.  
 
Security and access controls 
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BU will hold the information we collect about you in electronic format on a BU password protected secure network where it will be held electronically. 
 
 
Further use of your information 
 
The anonymous information collected may be used to support other research projects in the future, and access to it in this form will not be restricted.  It will not be possible for you to be identified from this data.  To enable this use, anonymised data may be added to BU’s online Research Data Repository: this is a central location where data is stored, which is accessible to the public. 
 
 
Contact for further information  
 
If you have any questions or would like further information about this study, please contact the research team using the following address: Sidra Shahid, (Post Graduate Researcher), sshahid1@bournemouth.ac.uk 
 
In case of complaints 
	Research & Professional Practice)

	using the following email address:


Any concerns about the study should be directed to Dr Chris Chapleo (Deputy Dean for  in the Bournemouth University Business School,  researchgovernance@bournemouth.ac.uk.  
 
 

Finally 
 
If you intend to take part in the research interview, you may take a copy of this Participant Information Sheet for future reference. 
 
You will be asked to confirm below that you have read and understood the Participant Information provided, that you consent to take part in this interview, and that you understand that your anonymised responses may be reproduced in reports, academic publications, and presentations, but that you will not be identified or identifiable.  
 
Thank you for considering taking part in this research project. 
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Description automatically generated]Participant Agreement Form 
Title of Project: Monitoring and Evaluating the Success and Sustainability of Education Projects: A Study of Non-Governmental Organisations in Pakistan 
Details of Researcher: 	Details of Supervisor: 
Name: 	Sidra Shahid 	Name: 	Dr Martyn Polkinghorne 
Position: 	Post Graduate Researcher 	Position: 	Principal Academic 
Contact: 	sshahid1@bournemouth.ac.uk 	Contact: 	polkinghornem@bournemouth.ac.uk 
Section A: Agreement to participate in the study 
You should only agree to participate in the study if you agree with all of the statements in this table and accept that participating will involve the listed activities.   
	I have read and understood the Participant Information Sheet Reference (ethics ID 32902), and have been given access to the BU Research Participant  which I can access here which sets out how we collect and use personal  information. Further information is also available here. 

	I have had an opportunity to ask questions. 

	I understand that my participation is voluntary.  I can stop participating in research activities at any time without giving a reason and I am free to decline to answer any particular question(s). 

	I understand that taking part in the research will include the following activity/activities as part of the research:  

	• being audio and video recorded during 

	• the project my words may be quoted in publications, reports, web pages and other research outputs, but so I will be anonymous.

	I understand that, if I withdraw from the study, I will also be able to withdraw my data from further use in the study except where my data has been anonymised (as I cannot then be identified). 

	I understand that my data may be included in an anonymised form within a dataset to be archived at BU’s Online Research Data Repository.  

	I understand that my data may be used in an anonymised form by the research team to support other research projects in the future, including future publications, reports, or presentations. 


I confirm my agreement to take part in the project on the basis set out above 

Name of participant 	Date 	Signature (BLOCK CAPITALS) 	(dd/mm/yyyy) 

	Name of researcher 	Date 	Signature 
	(BLOCK CAPITALS) 	(dd/mm/yyyy) 
Once a Participant has signed, please sign 1 copy, and take 2 photocopies: 
· Original copy to be retained by the researcher
· Copy to be kept by the participant (including a copy of Participant Information Sheet)
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The following questions relate to the participant’s information:

1. What does your organisation do?
2. What is your role in this organisation?
3. How long have your worked in this organisation?
4. What is your highest education qualification?

The following questions relate to projects:

5. The term project means different things to different people. In your own words, please explain what a project is?
6. Is project management important to ensure that projects are delivered on time and achieve their intended objectives, and if so, why?
7. How do you know if a project that you are working on has been successful?
8. How would you describe the stages involved in delivering a successful project?
9. Which stage of the project is considered most important in terms of measuring performance of the
project?
10. In your opinion, what are the key factors which contribute most to project failure?
The following questions relate to the United Nations Sustainable Development Goals.
11. What is your understanding of the United Nations Sustainable Development Goals?
12. Do you think that the United Nations Sustainable Development Goals are important, and if so, why?
13. Did you know that United Nations Sustainable Development Goal 4 is concerned with Quality Education?

The following questions relate to project success.

14. What are the main reasons and drivers for undertaking educational projects in Pakistan?
15. When delivering educational projects in Pakistan, what are the key challenges that you need to
overcome?
16. Do you think that it is important that projects are sustainable, and if so, why?
17. What do your projects do to ensure that they are sustainable?
18. How do you monitor project progress to measure sustainability?
19. How can we improve the performance of a project to make it more successful?
20. If a framework was available which helped you to measure the sustainability of the educational
projects being delivered by your organisation, would this be helpful to you, and if so how/why?
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	Theme 1

Project Initiation Phase
	Need identification is the most crucial stage because if the need hasn’t been identified properly, then there are few chances for that project to be accepted by the beneficiaries and achieve success.
(Participant 1, organisation A)

The proper need identification and the community buy-in play a drastic role in either project success or failure.
(Participant 2, organisation B)

We plan the project according to the need identified.
There is also a need for donors to consider the needs of the community. They must not expect unrealistic or unattainable results from the project. In a disaster-stricken area, for example, there is a prime need to provide the affected with food and water first and then look after their education and other well-being needs. If the project is not serving the basic needs of society, then there is less use of that project in society.
(Participant 4, organisation D)

I think most of the projects fail due to reasons such as poor need identification.
(Participant 6, organisation F)

There are many factors that contribute towards a project failure, some of which include improper need identification.
(Participant 9, organisation I)

To analyse needs, we must understand that a need is a challenge that the community faces, specifically, targeted groups such as children,  men and women of any age, or a specific population group such as persons with special needs or the poorest groups solely. To be explicit, we must examine issues in the targeted community.
(Participant 11, organisation K)

The success of the project depends on the correct need identification. If the community’s needs are genuine and they are in desperate need of them, then the project is successful.
(Participant 12, organisation L)

The NGO, the government, and the donors must collaborate with each other before initiating a project. It is essential that all departments must be in line in order to deliver successful projects.
(Participant 12, organisation L)

Sometimes the donors take more than the specified time to decide upon the funds' release, the delay of which causes the project to be irrelevant or outdated. 
(Participant 12, organisation L)

A project need is identified in the first instance which is then considered as a tool to devise the remaining project, i.e., sorting the funds, obtaining the NOCs, seeking the stakeholder’s perception regarding a project and the change that it is perceived to bring about in a community. Without a proper need assessment, a project cannot be deemed to be fit for the intended purpose.
(Participant 13, organisation M)

Just like any game or a competition, teams need to work together to achieve the goal, i.e., attaining the desired result which could be in the form of a target or goal to achieve. If we wish our projects to be successful, we need to carry all the teams together. In this case, our teams are the community for which we deliver our projects, the government, the donors, and the organisation itself. 
(Participant 13, organisation M)

If we have properly identified the need of the community, then the project is likely to be successful.
(Participant 15, organisation A)

Many projects which are in our minds might not be achievable and project management draws a clear mark on realistic targets and unrealistic targets. There are so many organisations working in Pakistan on different projects but not all of them succeed in what they are intended for, this is partly due to the lack of managerial practices, particularly, project management practices, because the organisations need guidance on how to acquire and allocate funds and the phases of project management cycle to be followed.
Once the project idea has been conceived, then, it is also important for the government, the NGO, the donors, and other relevant stakeholders to adhere to achievable and realistic project targets.
(Participant 15, organisation A)

The planning phase includes almost every necessary element for the project, starting from need identification to the last activity related to the project delivery.
(Participant 16, organisation K)

Starting from a project initiation phase, a project undergoes several phases, such as the planning and development phase, execution phase, and project closeout phase.
(Participant 17, organisation L)

So whenever you are designing a sustainable programme, you have to design it in a way that includes social mobilization and community participation programme. Once you teach them how to fish rather than giving them a fish, they will definitely reap the benefits of the project
(Participant 19, organisation N)

The first stage, which is need identification is the most crucial stage because if the need hasn’t been identified properly, then there are few chances for that project to be accepted by the beneficiaries and achieve success.
(Participant 20, organisation A)

The NGO and the government after the thorough consultation process, devise strategies that are aligned and effective. The alignment according to my experience ensures sustainability. There’s no other way of ensuring sustainability in the projects. The donor-funded projects have to be aligned with the government policies in order to remain sustainable.
(Participant 20, organisation A)

Your milestones depend heavily on the correct need identification and stakeholder analysis.
(Participant 21, organisation O)
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	Theme 2

Project Design Phase

	I also believe that delivering successful projects is teamwork, if we incorporate the right project management practices along with the proper community research if we have dedicated and trustworthy staff, then we can at least expect our projects to be effective.
(Participant 1, organisation A)

The alignment according to my experience ensures sustainability. There’s no other way of ensuring sustainability in the projects. The donor-funded projects have to be aligned with the government policies in order to remain sustainable
(Participant 1, organisation A)

Managing activities and interventions require a carefully designed project plan devised with the donors. 
(Participant 2, organisation B)

In order to deliver successful projects, the NGOs and government must work together. 
(Participant 3, organisation C)

If the donors are expecting a project to be implemented which in the practical world is difficult to achieve, or not required, or unrealistic, then we can say that this project may fail.
(Participant 4, organisation D)

We come across several government policies which hinder the project, such as obtaining the NOC, which sometimes takes ages to get approved. By that time, the project’s timeline informs that either time is up, or we are running very short of time.
(Participant 4, organisation D)

Another factor contributing to the project’s performance is the release of funds. Sometimes the donors are reluctant to release funds which becomes an issue. we may face failure if we don’t have sufficient funds in the NGO’s account, i.e., if there is less money or if the donors are releasing funds in an untimely manner, then, we may see issues in a project.
(Participant 4, organisation D)

We have a log framework for our projects.  A log frame is a tool for better project planning, execution, management, monitoring, and assessment. The log frame is a method of organising a project's primary pieces and emphasising the logical connections between them. So, if we see that there is any problem due to which a project is derailed, then we come to know that the project is not being successful, and that, we need to take necessary measures to rectify the errors and problems.
(Participant 4, organisation D)

The lack of community involvement and the non-cooperation of government departments can all be the factors contributing to project failure
(Participant 5, organisation E)

Donors asking us to deliver the educational projects using online resources, satellite-based resources, high-tech resources to the areas where it is unrealistic to achieve these targets.
(Participant 6, organisation F)

In our educational projects, we ensure sustainability by measuring the level of community involvement and engagement
(Participant 6, organisation F)

On a national level, there must be an acknowledgement that enhancing education is a long-term commitment, and that the path forward will need a significant amount of expenditure before seeing benefits.
(Participant 7, organisation G)

lack of funds, government policies, slower systems in terms of approving NOCs, lack of community involvement, poor planning, lack of trained staff, lack of technical and communication skills of the staff, inappropriate expectations from the project also contribute heavily towards project failure.
(Participant 9, organisation I)

In Pakistan, educational sector is being supported by government as well as help acquired from the NGOs who have been working to create educational policies since Pakistan's founding.
(Participant 10, organisation J)

We, as an NGO, face several challenges on daily basis which are resolved by the team members. However, certain challenges such as delay in funds issuance, or trouble in sorting the NOCs at the government level, increases the challenge for the NGO
(Participant 11, organisation K)

Unfortunately, we do not have a standardised framework to consult, although we do have our own log frameworks which we take as a guide. The problem with the log frameworks is that while imperfect, the LFA appears to offer a medium ground in that it is both a component of results-based management and also allows for extensive stakeholder input, at least during the planning stage.
(Participant 11, organisation K)

We do refer to the logical framework analysis which includes all the parameters through which a project is being measured. This is a mandatory part of the proposal; we call it the backbone of the proposal.
(Participant 12, organisation L)

The donors bear a huge responsibility for making a project either successful or a failure. Releasing funds in a timely manner or otherwise can significantly impact the progress of a project.
(Participant 13, organisation M)

Logical frameworks have a special place in NGOs’ project management. The logical framework analysis enables the organisation to design its activities and provide relevance in terms of budget, resources, activities, risk mitigation, and the mode through which a project will complete its cycle. 
(Participant 13, organisation M)

So whenever you are designing a sustainable programme, you have to design it in a way that includes social mobilization and community participation programme. Once you teach them how to fish rather than giving them a fish, they will definitely reap the benefits of the project.
(Participant 14, organisation N)

In the NGOs sector, we do the pre-project homework, identify the needs of the community, correspond with the elders of the community, study their culture, and social norms to deliver any project.
(Participant 15, organisation A)

Due to a lack of funds and qualified human resources such as trainers and administrators, these institutes are either under-resourced or poorly administered.
(Participant 15, organisation A)

The time when the Donors grant us funds, we are accountable to them for the amount that we have received. But our government policies are so complicated that it takes at least 6 months in acquiring the NOC. By the time we obtain the NOC, the project is either outdated or the Donors get frustrated and stop the future grants.
(Participant 16, organisation K)

Successful projects depend upon the execution of activities as described in the log frame.
(Participant 16, organisation K)

The community engagement is equally important as donor engagement. It could be explained by giving an example of a shop where the shopkeeper sells goods but does not have buyers to consume the stock. Similarly, if there are donors ready to fund the project, but there is no community involvement in the project, the funds will go waste, and vice versa!
(Participant 18, organisation M)

Community partnership and ownership of the project is very important for a project to be sustainable.
(Participant 19, organisation N)

So whenever you are designing a sustainable programme, you have to design it in a way that includes social mobilization and community participation programme. Once you teach them how to fish rather than giving them a fish, they will definitely reap the benefits of the project.
(Participant 19, organisation N)

The government needs to allocate more resources to uplift educational projects across the country.
(Participant 20, organisation A)

We can establish good relationships with the community that is the primary beneficiary of the projects. I also believe that delivering successful projects is teamwork, if we incorporate the right project management practices along with the proper community research if we have dedicated and trustworthy staff, then we can at least expect our projects to be effective.
(Participant 20, organisation A)

We do have key performance indicators; we align ourselves with the results and logical frameworks. We devise milestones throughout the project life cycle and study the results matched against the frameworks, for example, we have achieved 50% of the target. Some results can be quantified in numerical amounts, but others can’t be quantified. So, this is how we come to know that our projects have been successful.
(Participant 20, organisation A)

We are often asked the question that how will sustainability be measured? So, we respond to this question by mentioning the community involvement in the project, their financial contribution to the project which is a very low amount that can be easily pooled in by the community members, which gives them the right to own the project when it is finished.
(Participant 21, organisation O)

“One of the biggest challenges that an NGO faces is that it can’t approve the NOC from the government. The Economic Affairs Division has to sign the MoU which is a recent compulsion for the NGOs to overcome. The biggest challenge to getting approval from the economic affairs is that by the time their investigations are complete, which takes approximately 2, 3 years, the project need is finished, or the project is no longer required”.
(Participant 21, organisation O)

The log framework contains a specific matrix and means of verification, for example, if we were to change the behaviour or mindset of the community, what will be the means of verification to do that. 
(Participant 21, organisation O)

Community participation is our biggest challenge that we need to overcome. Most of the times, it is very difficult to gather people at a common place and convince them about the need for and importance of a project. 
(Participant 22, organisation L)

The community is many times unwilling to participate in the projects especially within the educational projects because of their orthodox approaches about girls getting educated
(Participant 22, organisation L)

Without involving the community in any project is just like a teacher talking to the walls.
(Participant 23, organisation M)
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	Theme 3 

Project Implementation  Phase
	We conduct the mid-term evaluation to ensure the feasibility, performance, and overall target achievement by assigning duties to the monitoring and evaluation team.  Also, we regularly monitor our activities such as budget allocation, program activities, work plan evaluation, regular meetups with the staff. So, the estimate of activities planned vs the actual result obtained through conducting various activities mentioned above let us calculate the overall performance of our projects
(Participant 2, organisation B)

There is external monitoring which is carried out by the donors which evaluate the performance of the project

Monitoring the project is again a crucial aspect of every project. Monitoring and evaluation are separate practices dedicated to the assessment of your NGO's overall performance”.
(Participant 2, organisation B)

constant monitoring activities play a crucial role. Through the activities performed by the monitoring team, we come to know if there is even the slightest deviation from the activity planned vs the activity actually performed
(Participant 3, organisation C)

Project success is also linked with monitoring and evaluation activities. The NGOs conduct monitoring throughout the project because they think that the project must undergo a constant check and balance till it completes.
 monitoring is done throughout the process which ensures that every step and every activity of the project is conducted according to the procedures defined in the project plan and log frame
(Participant 4, organisation D)

Monitoring is done via a team of specialised individuals who conduct the internal monitoring and review the performance of the activities and report any issue concerned with the project
(Participant 5, organisation E)

The Punjab Education Foundation has a Monitoring and Evaluation (M&E) section whose primary responsibility is to gather and evaluate data from various initiatives using several sources. M&E informs top management on past experiences in order to enhance present operations and plan for the future.
(Participant 8, organisation H)

the M&E operates independently to maintain a careful check on all programme implementation and is a reliable source of essential information for management on programme performance.
(Participant 8, organisation H)

One of the tools that we use for the evaluation is the RBM, which is called Result Based Monitoring. It is the tool through which we measure the process impact and post-project impact through various monitoring tools, through various stakeholders satisfaction surveys, which are called beneficiaries satisfaction surveys
(Participant 9, organisation I)

The monitoring and evaluation activities are next to the need identification phase in terms of its importance. The M&E activities ensure that the project is on track and reports any issues that need to be resolved
(Participant 11, organisation K)

Internal monitoring is done by measuring our performance against the milestones achieved. External monitoring of the project is conducted by the donors themselves. They pay a visit to the community and communicate with the members of the community and ask if they are satisfied with the performance of the NGO. 
(Participant 12, organisation L)

For a project be successful, it needs a continuous monitoring mechanism. For this purpose, every NGO has dedicated team members who have their monitoring agenda and manage the monitoring process from the inception phase to project completion.
(Participant 13, organisation M)

Setting up a group of people to watch and monitor the project for every activity taking place and assigning sufficient resources to that project and managing the project right from the beginning till the end is the project management.
(Participant 14, organisation N)


Sustainability can be monitored using our monitoring and evaluation department which has a set of codes and conduct against which they measure the activities performed in the field vs the activities scheduled and defined in the log framework.
(Participant 15, organisation A)

A project is better executed if it is planned and designed properly, keeping in view triple constraint in mind. Monitoring and evaluation in this regard play a very important role in terms of keeping an eye on the planning process so that the organisation does not get derailed from its objectives. Monitoring and evaluation let us compare the difference in actual results vs the perceived results. So in case, if there is any need for project redesign, then the project manager is able to change the project requirements in time.
(Participant 16, organisation K)


Monitoring and Evaluation is an integral part of the NGOs for evaluating project activities on daily basis, and we continue performing our monitoring and evaluating activities till a project is complete and even after it is completed to learn the effects of project, both good and bad. This helps us in learning for our future projects. 
(Participant 18, organisation M)

Setting up a group of people to watch and monitor the project for every activity taking place and assigning sufficient resources to that project and managing the project right from the beginning till the end is the project management
(Participant 19, organisation N)

The process of monitoring and evaluation which ensures the sustainable development of the project and keeps an eye on the activities and any deviation from the project plan informs us that the project has either derailed or there is some issue with the project that needs to be fixed as soon as possible.
(Participant 20, organisation A)

We have monitoring activities conducted both internally and externally. The external monitoring is usually performed by the donors themselves and they have a document containing the details of the activities and then they match against their criteria that how the activities were performed, how they were supposed to be performed, and where did the project lack crucial elements while delivering activities. The monitoring officer makes a note of everything in the field and shares the report with the organisation and informs the organisation about the performance, shortcomings, and effects of the activities.
(Participant 21, organisation O)

Our fellow colleagues from the M&E department visit the target communities and take their feedback on how the project was delivered to them and if they had any complaints with regards to the behaviour of feed staff.
(Participant 23, organisation M)
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	THEME 4

PROJECT EVALUATION
	We conduct the mid-term evaluation to ensure the feasibility, performance, and overall target achievement by assigning duties to the monitoring and evaluation team.  Also, we regularly monitor our activities such as budget allocation, program activities, work plan evaluation, regular meetups with the staff. So, the estimate of activities planned vs the actual result obtained through conducting various activities mentioned above let us calculate the overall performance of our projects.
 (Participant 2, organisation B)

We also meet our stakeholders and get their feedback on the project which also allows us to measure our performance. Satisfied stakeholders mean the project attained its target and vice versa.
(Participant 3, organisation C)

An NGO has to ensure that not only beneficiaries get benefitted, but also, the donors get satisfied too. For this purpose, post project surveys and interviews prove to be very helpful in seeking the community’s reaction toward a project.
(Participant 11, organisation K)

The formulation of baseline indicators enables us to measure the extent to which we have achieved our goals. 
(Participant 13, organisation M)

We have our success factors, we have risks factors, and we have a mitigation plan. So we review our framework and match the activities against the stipulated points mentioned in the framework. So if there is anything that does not match or that is not according to the plan, then we come to know that the project is not according to the way we planned it.
(Participant 14, organisation N)

It is essential that the top management and other relevant stakeholders understand the importance of project goals and objectives. Teams and management may not provide their 100% output if they do not understand what they actually are doing!
(Participant 17, organisation L)

The NGOs also conduct post-project surveys to learn if the target community is satisfied with the project delivered or not. The level of satisfaction from 0-to 10 enables us to understand if our project has been successful in delivering what it was intended to. 
(Participant 17, organiation L)


A lot of the time, monitoring and assessment are viewed as one and the same activity. Monitoring, on the other hand, may be described as the collecting of data in real time that enables the taking of prompt action. On the other end of the scale, assessment is a one-time event.
(Participant 15, organisation A)

we do have key performance indicators; we align ourselves with the results and logical frameworks. We devise milestones throughout the project life cycle and study the results matched against the frameworks, for example, we have achieved 50% of the target. Some results can be quantified in numerical amounts, but others can’t be quantified. So, this is how we come to know that our projects have been successful.
(Participant 20, organisation A)

During the project evaluation phase,  we measure and compare if the project has been able to deliver the outcome for which it was carried. This phase also enables an organisation to measure and evaluate whether the project activities were successful in terms of delivering sustainable projects.
(Participant 21, organisation O)

During a project evaluation phase, the Ngo normally studies the effect of a project on the target community. For example, in a sustainable educational projects, if a community witnesses a decrease in school dropouts and increased passing percentage, with a sustained attendance in the subsequent classes, then we can say that we have achieved the goal of sustainable projects.
(Participant 22, organisation L)

The NGOs have their success factors devised in the log frame. These success factors are then compared with the actual results derived from performing the actual project activities. The project evaluation is usually the last stage of an NGO’s project which is conducted after the monitoring and evaluation teams have collected their required data. The data is in the form of feedback collected from the beneficiaries and this data tells us if the NGO has been successful or not in delivering its intended outcomes.
(Participant 12, organisation L)
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Likert Analysis for Qualitative Data
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