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Introduction

Government of Canada Context        
In 2000, the Treasury Board Secretariat (TBS) introduced the Results for Canadians management 
framework for the federal government. Since then, Results-Based Management (RBM) has become 
a key component of the Government of Canada’s Results-based Management and Accountability 
Framework and a requirement for Treasury Board Submissions requesting funds.

Results-Based Management within DFATD      
The Development Branch as well as other Divisions within the Department of Foreign Affairs, Trade 
and Development (DFATD) uses RBM as a means to improve decision-making and accountability in 
the programming that it funds. This approach to project management focuses on achieving outcomes, 
implementing performance measurement, learning and adapting, and reporting performance.

The international development donor community has sought for years to track and demonstrate 
progress against ambitious internationally-agreed upon targets. The consensus for some time now 
has been that efforts to manage development assistance spending should focus on managing results 
rather than activities. In order for that to happen, progress (or lack thereof) toward the attainment of 
desired results needs to be tracked, reported on and integrated into lessons learned. 

While some aspects of RBM can be quite intuitive, the complexity of the contexts in which it is applied 
can frustrate efforts to use it to full effect, particularly in multi-stakeholder environments. The tools 
presented in this manual are meant to support an understanding in the application of RBM.
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1. A Workshop Operational Planning Process (OPP) Handbook for Interagency Planners. 

Managing for Results and Operational  
Planning Process (OPP) 

Terminology           
Results-Based Management (RBM) is a life-cycle approach to management that integrates strategy, 
people, resources, processes and measurement to improve decision-making, transparency and 
accountability. It is an approach that focuses on achieving outcomes, aligning activities with priorities, 
managing for project performance, continuous learning and adapting, and reporting on performance and 
change (Treasury Board Secretariat (TBS) RBM Lexicon, last updated April 2012). DND is bound by TBS 
directive and uses RBM for all of its project funding requirements such as capital acquisitions and contracting.

The Operational Planning Process (OPP) is a collaborative process used by a group of planners 
to determine the best method of accomplishing assigned tasks. The planning process is designed to 
optimize logical, analytical steps of decision-making and is particularly useful when faced with inadequate 
information, insufficient time and limited resources often encountered in operational conditions of 
uncertainty and ambiguity1. 

RBM OPP

Focus Measuring, tracking and managing 
progress toward desired change.

The what? and the why?

Planning with shorter-term as well 
as longer-term horizons.

The what? and how?

Level/Context  
of application

Project/program levels

Corporate levels 

Task and/or mission-driven.

Can be used for deliberate 
planning and rigid response.

Tools or 
Deliverables

Stakeholder analysis, analysis of 
impact on stakeholder analysis, 
baseline study, Logic Model, 
Performance Measurement 
Framework, Risk Register, 
reporting on results

Analysis of strategic direction and 
defined end-state.

Initiating Directive – defines end-state

Mission analysis – restraints, 
constraints, factors – mission 
statement that defines what is  
to be done, by whom, when, 
where and why.

Course of Action

Risk mitigation planning

Operations Plan

Operations Order

Information Brief and  
Fragmentary Orders

2
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RBM OPP

Processes Assessment of issues and policies; 
establishment of logic of expected 
results; performance measurement 
planning and implementation; risk 
planning; reporting

Initiation – direction received  
from headquarters

Orientation – assessment of 
direction, analysis of mission

Course of Action Development – 
wargaming, CMaps

Plan Development – decisive point 
analysis, develop lines of effort

Issue orders

Performance management planning 
and implementation, risk planning 
and mitigation

Timing Heavy emphasis in project inception 
and monitoring phases of the 
project life-cycle.

Heavy emphasis on developing 
plan and initial implementation. 
Monitoring of execution to  
adjust plan.

Measures of success Measurable progress toward the 
attainment of expected results (vis-
à-vis targets set), risks are mitigated, 
lessons learned are captured and 
there is evidence of their application 
during implementation  

The description in RBM is 
applicable to OPP

Scope of Data 
Collection

At every level of expected result 
and during and after project 
implementation and closing.

Relies heavily on the input from 
stakeholders at all levels.

Similar to RBM, right through  
to the after action/lessons  
learned process

Risk Management 
Approach

Managing the risk of not 
achieving the expected outcomes.

Similar to RBM. Particular attention 
about risk to soldiers and civilians.

Fit with Project 
Monitoring & 
Evaluation

Provides framework and timeline 
setting out the timing and 
responsibilities for both.

Similar to RBM.

3
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RBM OPP

Reporting Focus Keeping project on track and 
reporting up on progress or results 
achieved. Communicating value.

Meeting accountability requirements. 

Track progress towards decisive 
points. Report on issues and actions 
being taken to resolve problems

Status Report 
Content

Outputs delivered (% completed)

Outcomes achieved 
• targets met – evidence?
• not met – reasons?

Risk occurrences? Mitigation 
measures in place?

Status of ongoing project activities

List of deliverables achieved 

% of deliverables completed or 
milestones achieved

Change of scope (any variations 
from plan, cost, effort, etc.)

Requests/recommendations to get 
back on track

4



www.intercultures.gc.ca
Toll-free |Sans frais (Canada) 1-800-852-9211

Centre d’apprentissage interculturel
Institut canadien du service extérieur

Centre for Intercultural Learning
Canadian Foreign Service Institute

Results-Based Management is a management philosophy and approach that emphasizes results in 
planning, implementation, monitoring, reporting, learning and making iterative adjustments throughout 
the project cycle.

(1) ASSESS/ANALYZE

-  Context, assets, problems, gender inequalities, etc.
-  Social, economic, political, religious, 

environmental, gender and cultural issues
-  Governance principles issues at the project,  

local, regional and national level, obstacles and/ 
or opportunities

- Potential environmental effects (positive and negative)
- Actors/stakeholders
- Organizational and policy context
- Baseline situation and desired change

(2) DEFINE EXPECTED RESULTS
& RESULTS CHAIN(S)

- Ultimate Outcome
- Intermediate Outcomes
- Immediate Outcomes
- Outputs
- Activities
- Inputs

(4) ESTABLISH A PERFORMANCE 
MEASUREMENT FRAMEWORK (PMF)

- Select indicators
- Data collection sources, methods, etc.

(3) IDENTIFY RISKS

- Risk analysis and response strategies

(5) IMPLEMENT

(8) REPORT

-  Progress, achievements, variance, learning 
and adjustments

(7) LEARN AND ADJUST

- Identify lessons learned
-  Implement changes and make  

necessary adjustments

(6) MONITOR

- Collect performance information
- Measure progress and results
- Risks and risk responses

Results-Based Management: A Cyclical Approach

5
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1. A Workshop Operational Planning Process (OPP) Handbook for Interagency Planners.

STAGE 1: INITIATION

-  Receive direction
-  Warn others
-  Activate planning team
-  Gather planning data & tools
-  Complete initial assessment
-  Issue Initial Guidance

STAGE 5: PLAN REVIEW

-  Monitor progress/validity
-  Conduct Additional Wargaming
-  Adjust the Plan

STAGE 2: ORIENTATION

-  Review Situation 
-  Develop Mission Statement
-  Deliver Mission Analysis Brief
-  Issue Planning Guidance

STAGE 3: Course Of Action  
(COA) DEVELOPMENT

-  Analyze Factors
-  Develop COAs
-  Deliver Information Brief
-  Conduct COA Wargaming and Comparison
-  Deliver Decision Brief
-  Prepare Concept of Operations (CONOPS)

STAGE 4: PLAN DEVELOPMENT

-  Seek CONOPS approval
-  Conduct Plan Wargaming
-  Prepare the Plan
-  Seek Plan Approval

(1) ASSESS/ANALYZE

-  Context, assets, problems, gender inequalities, etc.
-  Social, economic, political, religious, environmental, 

gender and cultural issues
-  Governance principles issues at the project, local, regional 

and national level, obstacles and/or opportunities
- Potential environmental effects (positive and negative)
- Actors/stakeholders
- Organizational and policy context
- Baseline situation and desired change

(2) DEFINE EXPECTED RESULTS  
& RESULTS CHAIN(S)

- Ultimate Outcome - Outputs
- Intermediate Outcomes - Activities
- Immediate Outcomes - Inputs

(4) ESTABLISH A PERFORMANCE 
MEASUREMENT FRAMEWORK (PMF)

- Select indicators
- Data collection sources, methods, etc.

(3) IDENTIFY RISKS

- Risk analysis and response strategies

(5) IMPLEMENT

(8) REPORT

-  Progress, achievements, variance, learning and adjustments

(7) LEARN AND ADJUST

- Identify lessons learned
-  Implement changes and 

make necessary adjustments

(6) MONITOR

-  Collect performance 
information

-  Measure progress and results
- Risks and risk responses

Stages of OPP1

 Compared to RBM

6
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1. Source: Department of Foreign Affairs, Trade and Development (DFATD).
2. Source: CIDA Operational Guidelines for Program Management in Acutely Fragile States and Conflict-Affected Situations.
3. Source: A Workshop Operational Planning Process (OPP) Handbook for Interagency Planners.
4. Source: Department of Foreign Affairs, Trade and Development (DFATD).

Timeframe            
For RBM, the shift from individual projects to broader programs implies a different time-frame 
dimension, freed from the confines of a single project’s life cycle. By focusing on program level 
development outcomes, the timeframe now becomes longer-term, outliving the comings and goings 
of individual project activities1. The process of RBM for DFATD reflects this long-term horizon for 
achieving results (i.e. years). The process of OPP, conversely, usually consists of shorter timeframes (i.e. 
weeks or months). For RBM and OPP, each process will have different timeframes. 

Strategic and Operational level considerations     
The Stages of OPP Compared to RBM comparison does not clearly differentiate between operational 
and strategic level activities. What is considered ‘operational’ for an RBM process can be ‘strategic’ 
for an OPP objective. Moreover, for the RBM process, strategic level considerations involves broader 
program-level outcomes. 

Implement            
Several actors are involved in the life-cycle of an RBM process, which increases the number of 
stakeholders accountable to the implementation. 

The inherent instability of the Partner Country government in Acutely Fragile States and Conflict Affected 
Situations (AFSCAS) may prevent CIDA from being able to enter arrangements with local public sector 
organizations, thus impeding the Agency’s ability to deliver programming. This constraint may limit CIDA’s 
ability to select certain programming modalities. In such cases, programming needs to be undertaken 
via a third party partner, such as a multilateral organization2.

Monitor, Learn and Adjust         
Once an OPP cycle has produced a plan, the Commander and staff must monitor its progress during 
execution to determine if it is still relevant and effective and make the changes required3. For RBM, 
Performance Monitoring is a continuous process of collecting and analyzing data to compare how well a 
project, program or policy is being implemented against expected results (outcomes). One of the aims is to 
empower managers and stakeholders with “real time” information about the use of resources, the extent of 
reach and the achievement of results4. Making adjustments to the RBM process of monitoring, learning and 
evaluating in Acutely Fragile States and Conflict Affected Situations (AFSCAS) is particularly challenging. 
For example, monitoring and evaluation may necessitate a reliance on locally engaged professionals a 
time when local Non-Governmental Organization (NGO) partners are often overburdened with multiple 
donor requests. 

   

Notes on the Stages of OPP Compared to RBM
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5. Source: Results-Based Management Lexicon, Treasury Board Secretariat
6. Source: Department of Foreign Affairs, Trade and Development (DFATD)

Report            
Performance reporting supports decision-making, serves to meet accountability requirements and 
provides a basis for citizen engagement and a performance dialogue with parliamentarians5. 

Some challenges in reporting6: 

•  Frequent dilemma: how to present what is inherently a complex picture through few indicators and 
how to demonstrate achievements financed by DFATD without creating complex and burdensome 
reporting systems;

•  Reports only describe complete activities, products developed and services delivered Ex. 27 Wells Built.”;

•  Monitoring system was established but was not carried through (often too burdensome and complex 
for easy use). 

8
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The first step to conducting a proper analysis is to examine the larger context. When using RBM, 
one must ensure to have enough information to analyze the problem within the larger context of 
the country, region, sector and community (This analysis can be compared with the Initiation Stage 
in OPP.)

To arrive at a more complete and holistic understanding of the problem, an analysis of the apparent 
core problem can consider the immediate, underlying and structural causes. This may also contribute 
to redefining the core problem in terms of one of the underlying or structural causes. For instance, 
analyzing the fundamental causes of the lack of access to education for children with disabilities may 
result in identifying socio-cultural stigma and discrimination as the core problem, rather than the lack of 
accessible schools. Without a causal analysis, this may not be initially apparent.

Similarly, a proper Gender Based Analysis (GBA) will help determine the different practical needs and 
strategic interests of women, men, girls and boys. In turn, this information will provide the basis for 
planning activities, managing risk and measuring change.

Likewise, a strategic environment assessment will help determine potential environmental effects 
that need to be considered in the project design. This includes both effects of the environment on 
the project, and potential effects of the project on the environment. In turn, this information will 
provide the basis for planning activities to enhance positive environmental opportunities, minimize 
environmental risk and monitor and measure change.

Immediate causes are the most apparent and closely connected to the identified problem. 
However, addressing these causes may or may not resolve the identified problem. 

Underlying causes are less obvious but implicitly connected to the identified problem. Addressing 
these causes may be challenging but may contribute more to resolving the development issue.

Structural causes are systemic political, economic, social or cultural structures that may be at the 
root of a wide variety of issues. Gender inequalities are often structural causes of other problems.

Causal Analysis – DFATD Context

9
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It is important to continually redefine the problem based on the findings of your analysis and the 
availability of new information. Understanding the situation of a specific area of in a country/area 
is not an isolated process but rather a continual analysis, built over time, reflecting changes in the 
situation in this area as well as new information. 

The “problem tree” is a tool that can be used to identify the core problem that the project seeks to 
address, as well as analyze its causes and effects, and to examine the relationships among them. The 
steps for using the “problem tree” are as follows:

1.  Identify the core problem that the program or project is designed, or should be designed, to address.
2.  Identify the causes (immediate, underlying and structural) of the problem and its effects.
3.  Consider whether the analysis of the causes and effects requires a redefinition of the core problem 

that the project will seek to address.

10
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Here is an example of what a problem tree could look like with a DFATD context:

Effects

Causes

Core 
Problem

Lack of 
participation  

in local & 
national politics

High rates of 
unemployment

High under 5 
mortality rate

High birth rate

Devaluing of 
indigenous  
way of life

Insufficient 
funding allocated 

to in-service 
teacher training

Lack of 
pedagogical 

knowledge & skill 
among teachers

Corrupt school 
admin/teachers

Curriculum is 
not relevant to 

rural, indigenous 
children

Lack of safe access to 
quality, relevant education

Low learning 
achievement

Insecure routes 
to school

High rates of 
school drop out

Obsolete 
instruction 
materials

Limited toilet 
facilities

Girls expected  
to help mothers 

at home

Girls are 
discouraged from 
pursuing studies 
outside the home.

11
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Analysis of expected change Expected Results

PROBLEM DEFINITION

Situation Analysis   
What change in the lives of women, 
men, girls and boys is the program  

or project designed to achieve?

Causal Analysis
What are the causes of the  
problem that the project or  
program seeks to address?

Ultimate Outcome

STAKEHOLDER ANALYSIS 
Who are the stakeholders?

Which organizations,  
groups, women and men? 

Are the stakeholders involved  
inclusive of all groups of beneficiaries?

Function and Role Analysis 
What roles or functions must the 

stakeholders fulfill in order  
to solve the problem?

Intermediate Outcomes
(Better performance of roles  
or functions by stakeholders)

Capacity Analysis
What capacities do the  

stakeholders need in order to  
perform their roles or functions  

and achieve the desired change?

Immediate Outcomes
(Improved capacities)

Expected Change and Result Level

12
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Checklist: How to Formulate Sound Results

Specific:

•  Does the results statement include a directional verb and tell you: 
Who? What? Where?

Simply Worded:

• Is the statement simply worded and does it contain one idea?

 

Measurable:

•  Can the result be measured? Is it sex disaggregated?

Achievable:

•  Is the result realistic and achievable?

Relevant:

• Is the result relevant?

Inclusive:

•  Was the statement developed in a participatory and inclusive fashion? Is the 
result gender sensitive or advance gender equality? Does the result include 
governance principles?
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Creating a Results Chain

Results and the dimensions of change       
The ultimate aim of a results-based approach is social, economic, political and cultural change, and 
the transformation of power relations. Using a list of dimensions of change is useful for keeping the 
analysis results-based. The following list of dimensions of change can be used as a check list to review 
goals, expected changes, outcomes, indicators and activities.

• Positive changes in people’s lives (women and men, youth, girls and boys). 

• Changes in policies, practices, behaviours and resources. 

• Strengthen society’s capacity and commitment to support and demand change. 

• Strengthen the participation of stakeholders.

• Strengthen equality and inclusion, and fight discrimination.

• Link with the work of other organizations.

The dimension of “changes in policies, practices, behaviours and resources” can be more specific: 

• Changes in policies, laws and programs;

• Economic policies that enable human development;

• Effective enforcement of laws;

•  Allocation of larger budgets and more resources for poor, marginalized and at-risk people, and 
for basic social services;

• Changes in awareness, attitudes, behaviours, practices, norms and values;

• Improved quality, relevance and responsiveness of institutions and services;

•  Opportunities for greater and more institutionalized participation in decision making and 
claiming of rights; and

• Better data and information systems about women’s, men’s, girls and boys’ situations.

• Improved access to information on how decisions are made.

The Logic Model           
Sometimes also called a “results chain”, a Logic Model is a depiction of the causal or logical relationships 
between inputs, activities, outputs and consequences of a given policy, program or investment. The 
bottom three levels (inputs, activities, outputs) consider the how of an investment, while the top three 
levels (immediate, intermediate and ultimate outcomes) constitute the what or the changes that are 
expected to take place: the development results (see Logic Model terms and definitions). The Logic 
Model can be seen as a pyramid: it gets smaller the closer you move toward the highest level. The 
number of outcomes should decrease as you move upward toward the ultimate outcome (see the slide 
on the results chain for a representation of this pyramid). 
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Integrating the dimensions of change into the Logic Model means identifying activities, outputs and 
outcomes (immediate, intermediate and ultimate) that strengthen the capacity of key stakeholders 
to realize the proposed changes. Gaps in capacity, whether due to a lack of information, resources, 
knowledge, skills, authority or motivation, or due to intrinsic risks, are often the underlying causes 
of development problems. It is by addressing these underlying, structural or systemic issues that it is 
possible to resolve the most obvious symptoms of poverty.

Participatory processes 

Insofar as it is possible, it is important to ensure that programs and projects are developed in a 
participatory manner with key stakeholders, as well as to ensure that the participatory dimensions are 
reflected in the results statements and indicators. 

When developing a Logic Model, ensure that the right people are at the table. These include relevant 
partners, intermediaries, executing agencies and participants (men, women, girls and boys). Once 
the Logic Model is drafted, it is also important to validate it with the key stakeholders and partners to 
ensure that the anticipated outcomes reflect their needs and objectives and that the investment will 
work in the way that has been agreed beforehand. This participatory practice is also consistent with 
results-based management. Projects create structures and processes that should apply the principles of 
good governance: participation, inclusion, equity, transparency and accountability.

However, participation does not just refer to the process of planning, implementing and evaluating programs 
and projects. It also means including participatory dimensions in the Logic Model, i.e. expected results that 
address the participation of key stakeholders, in the decision-making processes that affect their lives.

Defining expected outcomes

1.  Identify the ultimate outcome (long term: change in conditions or state of the ultimate 
beneficiaries) based on the definition of the problem that the program is designed to address.   
 
The ultimate outcome is the highest level of change that is desired to solve the core problem. Start 
by defining the core problem that the investment intends to address, using the situation analysis 
and causal analysis.  
 
Ask yourself what substantial change you want to see. What change in the lives of people 
will occur as a result of the anticipated change being realized (e.g. improved access to 
education for particularly marginalized groups of girls and boys)? Be sure to analyze the 
context (social, economic, political, cultural and environmental) surrounding the problem.

2.  Identify the intermediate outcomes (medium term: change in behaviour, practice or performance). 
 
Given that this level of outcome is focused on the desired changes in behaviour, start by analyzing 
the key stakeholders and their performance in fulfilling their various obligations, roles and 
responsibilities, or in claiming their rights. 
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Ask yourself what changes in behaviour are needed to achieve the intermediate outcome, such as a 
change in the performance of parents, school administrators or community groups, or the Ministry 
of Education in terms of the reallocation of resources towards education.  
 
Try to ensure that the stakeholders are disaggregated as much as possible (e.g. persons with 
disabilities, women living in rural areas), and that their various levels of interest and influence to 
effect change have been taken into account.

3.  Identify the immediate outcomes (short term: changes in capacity). 
 
This level of outcome focuses on the changes in capacity (access, authority, awareness, 
understanding or resources) needed to achieve the desired change in the performance of 
intermediairies and stakeholders. Examples include awareness of human rights and of the negative 
effects of discrimination, or knowledge of best practices in education.

Example of a Results Chain          
Here is an example of how an analysis based on the dimensions of change can inform the definition 
of program or project results.

Results statement (illustrative)

Ultimate outcome Increased access to quality, relevant education for girls and boys in 
municipalities of Department X 

Intermediate outcome
(Improved performance 
by key stakeholders)

Increased implementation of relevant quality and gender-sensitive 
pedagogical practices by the teachers in municipalities of Department X.

Immediate outcome
(Improved capacities  
of stakeholders)

Strengthened capacity among w/m teachers in municipalities of Department 
X to improve the quality and relevance of their classroom teaching.

Outputs
(Direct goods or 
services stemming from 
the activities of an 
organization, policy, 
program or initiative)

Teacher Resource Centres established in accessible locations.

Teacher upgrading programs emphasizing new child-centred and gender-
sensitive pedagogical approaches, developed and operational. 

Activities
(Actions undertaken or 
work carried out that 
have mobilized inputs to 
generate outputs)

Build and furnish the Teacher Resource Centres in accessible locations. 

Develop teacher upgrading programs emphasizing new child-centred and 
gender sensitive pedagogical approaches.
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Developing Indicators

A Quick Review of Indicators         
An indicator is a pointer, measurement, number, fact, opinion or perception that helps to measure the 
progress towards achieving outcomes and outputs. Both quantitative and qualitative indicators are 
valuable tools for measuring progress. These two types of indicators are complementary and they can 
cross-validate and point out problems with each other.

Qualitative indicators are people’s judgments and perceptions about a subject or situation.  
They are usually obtained from sources such as public hearings, attitude surveys, and participant 
observation. Properly defined, qualitative indicators can play an important role in identifying 
constraints and obstacles to success, which would not otherwise be apparent.

Quantitative indicators are measures of quantity such as the percentages of girls relative to boys 
attending school or the change in infant mortality rates. Quantitative indicators are generally drawn 
from more formal surveys and data collection.

N.B. Indicators should be neutral: they should not specify direction of change.

Selecting indicators          
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Ultimate outcome: 

What measurements can verify changes in the lives of the beneficiairies (women and men)?

Intermediate outcome:

How can we measure a positive change in behavior, practices and performance of  
the intermediaries?

Immediate outcome:

How can we know whether the capacity of participants has improved?

O
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pu
t 

In
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rs

Outputs:

How can we measure progress toward the achievement of outputs?
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Indicators should:

1. Measure the expected results

2. Show trends over time

3. Present appropriately disaggregated information

4. Use available information to the extent possible

5. Be cost effective and be feasible to collect and analyse

6.  Measure positive as well as potential negative directions  
(all indicators must be neutral)

7. Be developed in a participatory and inclusive fashion

8.  Number two to three per result: at least one qualitative and one quantitative

Tips for Indicator Selection: 
1.  A maximum of two or three indicators for each result will help keep frameworks manageable: one 

qualitative, one quantitative, and one that makes the most sense for the respective result statement. 
It is fine if less will do or more are needed. It is important to ensure that there are sufficient indicators 
to tell the performance story and that there are not too many indicators, making measurement too 
difficult or too expensive.

2.  Development Programs require sex-disaggregated data for all indicators, targets and baseline data (i.e.: 
farmers, people, households, trainees, etc. do not capture gender gaps between girls and boys or 
women and men). 
 
Gender-sensitive indicators* (qualitative and quantitative) may be required for each gender- 
equality outcome. 
 
*  A gender sensitive indicator measures progress in addressing the gaps and inequalities between women and men, girls and boys. It 

also measures changes in attitudes, roles, division of labour, responsibilities and decision-making authority.

3.  Development programs require that an environmental indicator be included at the intermediate 
and immediate levels to measure progress identified in the project’s environmental analysis for 
enhancing environmental sustainability or mitigating potential environmental harm.

Checklist: Indicator Selection

21



www.intercultures.gc.ca
Toll-free |Sans frais (Canada) 1-800-852-9211

Centre d’apprentissage interculturel
Institut canadien du service extérieur

Centre for Intercultural Learning
Canadian Foreign Service Institute

Risk Management 

Risk refers to the effect of uncertainty on achieving expected results. Risk can mean both threats to 
and unexpected opportunities for achieving results.

Risk management is a systematic approach to setting the best course of action under uncertainty by 
identifying, assessing, understanding, making decisions on and communicating risk issues. Ultimately 
it means responding proactively to change by mitigating the threats—and capitalizing on the 
opportunities—that uncertainty presents to expected results. 

Risk Management Process         
The picture below outlines key steps in managing risks in a systematic way. It was developed to 
address Development needs and can be adapted as appropriate.

• Communications strategy
• Gender considerations
• Governance considerations
• Environmental considerations
• Stakeholder consultation
• Risk owners accountable

Understanding
Context

1.  Identifying Risk 
• Local context scanning 
• Possible collaboration 
• Selecting key risk areas

2.  Assessing Risk 
• Current responses 
• Impact and likelihood 
• Risk ranking 
• Risk tolerance

3.  Implementing
• Additional risk responses
•  Communications  

with partners
• Determining options

4.  Monitoring 
• Decision-making 
• Adjusting 
•  Risk response 

effectiveness

5.  Evaluating 
• Performance reporting 
• Improving the process 
• Organizational learning

Feedback
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1. Risk identification: Inventory of Key Risks      
The first step in the risk management process is identifying potential risks. Stakeholders should be 
involved in the process of brainstorming risks.  

Two big questions to consider are:
a) What risks or events could cause the project/program to not meet its expected results?
b)  If we could eliminate any risks we wanted to, what opportunities could we take that would make us 

even more successful?

Tip: Review the project narrative for bottlenecks/barriers identified during your analysis.

2. Risk Assessment: Impact-Probability Matrix and Risk Level Scale  
Once you have identified potential risks, the next step is to prioritize the risks for which you want to 
develop strategies. Aim to develop a minimum of seven risks and a maximum of twelve. A very simple 
way to do that would be to give the list of risks to your group of stakeholders and ask them to choose 
the ones they believe to be the most important.

The risk matrix below can help stakeholders to do that ranking. To use it, stakeholders can estimate, 
based on analysis and intuition, the likelihood (1, 2, 3 or 4 from very low to very high) of that risk 
occurring, as well as the level of impact that risk would have on the achievement of the expected 
result(s) (1, 2, 3 or 4 from very low to very high).

Likelihood is the perceived probability of occurrence of an event or circumstance.

Impact is the effect of that event on the achievement of results.

Risk level is impact squared multiplied by likelihood (I2 x L).
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Risk Matrix

Im
pa

ct

4

3

2

1 2 3 4

Likelihood

Once you have determined the level of that risk and the corresponding colour, the risk level table 
below can help you determine the level of response required. The level of risk management should be 
proportional to the degree of impact and likelihood of the risks identified.

Four-point rating Scale

Risk Level

Very Low Low High Very High

Routine procedures 
sufficient to deal  
with consequences

Could threaten 
results, and thus may 
require monitoring 

Would threaten 
results, and thus  
may require review 

Would prevent 
achievement of results, 
and would require 
close management 
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3. Risk Response: Decision Tree, Residual Risk and List of Examples  
Responding to risk is about finding ways to minimize the threats and maximize the opportunities 
presented by uncertainty.

Basic approaches to risk response include:

•  Acceptance: Assume awareness of the risk and accept the consequences and exposure. 

•  Avoidance: Refuse to accept the risk in order to avoid potentially unfavourable results. This could 
involve changing program expected results, activities, strategies, partners, target population or 
geographic location.

•  Monitoring: Obtain better, timelier information through research, or continue to watch the situation 
closely to determine whether other responses are needed. 

•  Mitigation, including:
- Reduction of impact: Decrease impact by limiting the extent of possible damage. 
-  Reduction of likelihood: Decrease the likelihood through risk responses, prevention or anticipation. 

This is by far the most common strategy. 
- Reserves: Use contingency funds and flexible schedules. 

• Sharing: Treat risks by sharing exposure or strategy with other organizations.

The level of tolerance for a given risk will play an important role in determining the level and type of 
response to it. For example, a lower risk tolerance could lead you to avoid the risk altogether, or to go 
to greater lengths to mitigate the risk.

Risk tolerance (or appetite) is a measure of how much risk an individual or organization is willing 
to take in the pursuit of expected results.

It is also important to consider what will get you the best outcome at the most cost-effective price. 
Other key considerations are ethics, public and international expectations, and best practices in the 
field. Add additional risk response strategies only if the strategies currently in place are judged as 
insufficient, i.e. the risk level is higher than the tolerance.  
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The decision tree below is a graphic representation of when different response strategies might come 
into play.

Risk Planning Decision Tree

Risk Event

Accept

Monitor
Can 

you act?

Acceptable?

Tolerance

NO

NO

YES

YES

Avoid ShareMitigate

Specific actions with owner and date

Residual risk           

Once you have developed risk response strategies, you can assess the level of residual risk, using the 
Risk Matrix and four-point scale.

Residual risk is the remaining level of risk after taking into consideration the risk response 
measures and controls in place.
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4. Risk Monitoring and Evaluation: Risk Register     
A risk register lists the most important risks, the results of their analysis and a summary of risk response 
strategies. Information on the status of the risk is included over a regular reporting schedule. The risk 
register should be continuously updated and reviewed throughout the course of a project. 

Steps to complete a risk register

Step 1 – Risk Definition: Write down the key risks to the project. 

Step 2 – Risk Response: Give a brief summary of the current or additional risk response strategies 
that you will use to manage the risk or to prevent a risk event.  Following these actions, the risk level 
can be expected to decrease.

Step 3 – Risk Level: For each risk selected, establish the current risk level. Note that this is the residual 
risk after the risk responses you just put in from Step 2. You can use the Risk Matrix and four-point scale 
above for determining the risk level. Then transfer the colour from the four-point scale under “Date 1.”

Step 4 – Logic Model: A risk is the effect of uncertainty on a result. Referring back to the Logic Model, 
the result statement affected by the risk is indicated in the last column (or, at least, its level). If the 
entire project is affected by the risk, the box may be filled in with “whole project.”

Step 5 – Risk Owner: The person who owns the process of coordinating, responding to and 
gathering information about the risk. In other words, the person who would deal with the risk incident. 

Step 6 – Overall Risk Level: To estimate the project’s overall risk, the following guide may be used: 

Very high risk project (red) The three highest risks are in the Red area

High risk project (amber)
The three highest risks are in the Amber area or two risks 
are in the Red area

Low risk project (yellow)
The three highest risks are in the Yellow area or two risks 
are in the Amber area

Very low risk project (green)
Two risks are in the Yellow area or all the risks are in the 
Green area

This is meant to support, not replace, qualitative good judgement.

Step 7 – Monitoring: In the real world, risks will change constantly during the life of the project. As risks 
arise or disappear, change the corresponding risk definitions and risk level. Also track the use and the 
effectiveness of the risk response strategies, and change the “Risk Response” column as necessary.

Over a regular monitoring schedule, re-rate the risk and add the colour under “Date 2” and so on.  
Add columns as needed. Note that this should be done as the project goes along, and not all at once 
in the project approval document. Monitoring periods will vary according to the project, but a typical 
period is six months.
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Establishing a Performance  
Measurement Framework (PMF)

Measuring performance is a vital component of the RBM approach. It is important to establish a 
structured plan for the collection and analysis of performance information. Across the government of 
Canada, the performance measurement framework (PMF) is the RBM tool used for this purpose. Use 
of the PMF is not limited to the government of Canada; other organizations and donors use similar 
tools to plan the collection and analysis of performance information for their programming as well.

Why Performance Measurement?
Performance measurement is undertaken on a continuous basis during the implementation of investments 
so as to empower managers and stakeholder with ongoing information (use of resources, extent of 
reach, and progress towards the achievement of outputs and outcomes). This helps identify strengths, 
weaknesses and problems as they occur and enables project managers to take timely corrective action 
during the investment’s life cycle. This in turn increases the chance of achieving the expected outcomes.

The PMF: Terms and Definitions        

What is a PMF?
A performance measurement framework is a plan to systematically collect relevant data over the 
lifetime of an investment to assess and demonstrate progress made in achieving expected results. It 
documents the major elements of the monitoring system and ensures that performance information is 
collected on a regular basis. It also contains information on baseline, targets, and the responsibility 
for data collection. As with the LM, the PMF should be developed and/or assessed in a participatory 
fashion with the inclusion of local partners, participants, stakeholders.

The PMF is divided into eight columns: expected results, indicators, baseline data, targets, data 
sources, data collection methods, frequency and responsibility (see example on page 33). 

What are Expected Results?
The expected results column is divided into four rows, one for each of outputs, immediate outcomes, 
intermediate outcomes and ultimate outcome that come from the Logic Model.

What are Indicators?
Indicators are selected and developed according to the results level (see the Developing Indicators 
tool in the previous pages).

What is Baseline Data?
Baseline data is the set of conditions existing at the outset of a program/investment; quantitative and 
qualitative data collected to establish a profile. Baseline data is collected at one point in time and is used 
as a point of reference against which results will be measured or assessed. A baseline is needed for each 
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performance indicator that will be used to measure results during the investment. It is important to ensure that 
baseline data is disaggregated by relevant groups (e.g. age, sex, ethnicity, language, geographic location, 
socio-economic status, working children etc.) and collected for the most marginalized girls and boys.

What are Targets?
A target specifies a particular value for a performance indicator to be accomplished by a specific date 
in the future; it is what the investment would like to achieve within a certain period of time, in relation 
to one of its expected results. Targets provide tangible and meaningful points of discussion with all 
affected parties. 

Targets however, belong only in the PMF and should not appear in results statements themselves, 
for a number of reasons. First, when targets are included in a result statement they limit the ability to 
report against the achievement of that result by restricting success to an overly narrow window; i.e., 
the target itself. Reporting in this context becomes an exercise of justifying why the target was not met 
or was exceeded (both could be seen as poor planning) instead of comparing expected outcomes 
to actual outcomes and discussing variance. In addition, results need to be measurable statements 
that capture, with simplicity and specificity, an expected change. The inclusion of targets makes this 
impossible; a statement that includes its own measurement cannot then be assessed or measured.

Hint: Developing Strong Targets

• Targets must be realistic and reviewed regularly.
• Participants and stakeholders should be involved in establishing targets. 
• Timelines for targets can vary from short to long-term (i.e. in a month, midway, project-end).
•  A strong target consists of a clear statement of desired performance against an expected 

outcome, and it is developed using an established baseline.

Example: 

Indicator: School attendance rate among primary school-age girls
Baseline: At the moment, 70% of primary school-age girls in district X attend school.  
Target:  The target for the end of the initiative in 2013 is to have 80% of primary school-age girls 

attend school. 

What is a Data Source?
Data sources are the women and men, girls and boys, organizations or documents from whom/
which data about your indicators will be obtained. Performance data on some indicators can be 
found in existent sources, such as land registry, appointment logs, tracking sheets, or the reports and 
studies carried out annually by actors in the international development community. Other data can 
be obtained through indicators tracked by governments and partner organizations and reported in 
annual reports to donors.

Data sources are who or what provide data, not the method of collecting data. 
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Examples of Data Sources for Indicators

Data Sources may include the following, however it is not an exhaustive list: 

1)  Women and men, girls and boys 
• Government representatives 
• Individual participants 
• Groups of participants  
• Representatives of organizational stakeholders, partners, participants 
• External stakeholders 
• Donors 
• Media representatives

2)  Documents 
• Media articles 
• Project documents 
• Donor documents (evaluations, monitoring missions) 
• Records  
• Testing records 
• Organisational documents  
• Statistical indicators 
• Weather data  
• Demand data 
• Habitat data  
• Census data

While developing the Performance Monitoring Framework (PMF), data sources must be specified to 
provide data to measure the result achievement with the given indicator. The source of performance 
data is very important to the credibility of reported results; try to incorporate data from a variety of 
sources to validate findings.

What is a Data Collection Method?
Data collection methods represent HOW data about indicators is collected. Choosing a data 
collection method depends on the type of indicator and the purpose of the information being 
gathered. It also depends on how often this information will be gathered.

Hint: Selecting appropriate Data Collection Methods

• Determine which data collection methods best suit the indicators in question
• Use multiple lines of evidence
• Consider the practicality and costs of each method
• Weigh the pros and cons of each data collection method (accuracy, difficulty, reliability, time)

Data-collection methods allow us to systematically collect information about the results. Data 
collection methods do not have to be complicated; they can be very simple. Different data collection 
techniques can complement each other.32
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Some Methods for Collecting Information

Survey: collecting standardized information through structured questionnaires to generate quantitative 
data. Surveys may be mailed (surface and electronic), completed on site or through interviews, either 
face-to-face or telephone. Sample surveys use probability or purposive sampling.

Case Study: in-depth examination of a particular case (program, group of participants, single 
individual, site/location). Case studies use multiple sources of information and methods to provide as 
complete a picture as possible.

Interviews: information collected by talking with and listening to people, either face-to-face or over 
the telephone. Interviews range on a continuum from those which are tightly structured (as in a survey) 
to free flowing, conversational interviews.

Observation: collecting information through “seeing” and “listening.” Observations may be 
structured or unstructured.

Group assessment: use of group processes to collect evaluation information such as nominal group 
technique, focus group, Delphi, brainstorming and community forums.

Expert or peer review: examination by a review committee, panel of experts or peers.

Portfolio reviews: collection of materials, including samples of work that encompass the breadth and 
scope of the program activity being evaluated.

Testimonials: individual statements by people indicating personal responses and reactions.

Tests: use of established standards to assess knowledge, skill, performance such as in pen-and-pencil 
tests or skills tests.

Photographs, slides, videos: use of photography to capture visual images.

Diaries, journals: recording of events over time revealing the personal perspective of the writer/recorder.

Logs: recording of chronological entries which are usually brief and factual.

Document analysis: use of content analysis and other techniques to analyze and summarize printed 
material and existing information.

Other methods

Action cards: use of index cards on which participants record what they did–the “action”–and when 
they reach their goal; primarily used in self-assessment.

Simulations: use of models or mock-ups to solicit perceptions and reactions.
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Problem stories: narrative accounts of past, present or future situations as a means of identifying 
perceptions using fictional characters to externalize the problem situation.

Creative expression: use of art forms to represent people’s ideas and feeling through stories, drama, 
dance, music, art.

Unobtrusive measures: the gathering of information without the knowledge of the people in the 
setting such as the wear and tear on a “planted” mat in front of a display.

Conversation 
with 

concerned 
individuals

Community 
interviews

Field  
visits

Review of 
official records 
(management 
information 
system and 

administrative 
data)

Key informant 
interviews

Participant 
observation

Focus group 
interviews

Direct 
observation

Questionnaires

One-time 
survey

Panel  
surveys

Census

Field 
experiments

Informal and less-structured methods    Formal and more-structured methods

Taken from: Ten Steps to a Results-Based Monitoring and Evaluation System: A Handbook for Development Practitioners, Jody Zall 

Kusek, Ray C. Rist, World Bank Publications, 2004

What is Frequency?
Frequency looks at the timing of data collection; how often will information about each indicator be 
collected and/or validated? Will information about a performance indicator be collected regularly 
(quarterly or annually) as part of ongoing performance management and reporting, or periodically, for 
baseline, midterm or final evaluations? It is important to note that data on some indicators will need 
to be collected early in the investment to establish the baseline.

What is Responsibility?
Responsibility looks at who is responsible for collecting and/or validating the data. 
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Some examples of actors responsible for data collection/validation: 

• Participants
• Local professionals
• Partner organizations
• Consultants
• External monitoring and evaluation specialists

Steps to complete a PMF         
The development of the PMF starts at the planning and design phase. Some elements of the PMF may 
be established after or during project implementation (ex. collection of baseline data and setting of 
some targets). 

1.  Review the project narrative to ensure coherence between statements made in the narrative and the PMF.

2.  Ensure that the information for your PMF is developed in a participatory fashion, including key local 
stakeholders, partners and participants. Discuss possible indicators.

3.  Cut and paste the ultimate outcome, intermediate outcomes, immediate outcomes and outputs 
from your LM into the appropriate boxes in the PMF template.

4.  Establish performance indicators for your expected outcomes and outputs and enter the performance 
indicators for the ultimate, intermediate and immediate outcomes and the outputs. Validate and 
check the quality of your performance indicators, using the indicator selection checklist (page 18).

 
5.  Establish “Data Source” and “Data Collection Method” for chosen performance indicators. Multiple 

lines of evidence are included wherever possible to increase the reliability of performance data.

6.  Fill in the “Frequency” and “Responsibility” columns for each performance indicator. Decide 
whether information on each performance indicator needs to be collected on an ongoing basis as 
part of performance monitoring or periodically through evaluations.

7.  Fill in baseline data where possible. If reliable historical data on your performance indicators exists 
(in the form of government data, information from a previous phase of the project or information 
gathered during a needs analysis), then it should be used; otherwise a set of baseline data should 
be collected at the first opportunity. 

8.  Establish realistic targets for each indicator in relation to the baseline data you have identified. This 
sets the expectations for performance over a fixed period of time. Key targets, based on gaps and 
priorities identified during initial analysis, are necessary to establish budgets and allocate resources.  
They therefore play an important role in project planning and design. Others may be established 
later, once a baseline study had been conducted.
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Checklist: Data Analysis & Reporting on Change

1. Set results in context
• What was the status before?
• What are the changes in the current situation?
• What are the implications for results achievement? 

2.  Measure and report on progress, adjustments and achievements (actual results) 
versus expected results stated in the project/program results framework

3.  Use performance information you have collected related to indicators to support 
reporting on achievements

4.  Explain variance between expected and actual results (e.g. discuss challenges  
and issues)

5. Suggest lessons learned and improvements
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Further Reference

Results-Based Management and How it Compares 
to the Operational Planning Process
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Baseline The baseline is the set of conditions existing at the outset of a program or 
investment. Baseline data is collected at one point in time and used as a 
point of reference against which to measure change over time (results).

Disaggregated 
Data

Data from different groups. “Disaggregate” means to separate a whole into 
its parts. The information is broken down by groups such as sex, age, ethnic 
origin, income level, rural/urban, etc. 

Horizontal Logic The relationship between an expected result and indicators. Is it clear which 
indicators will measure which results? Will the chosen indicators allow 
measurement of that expected result?

Indicator A quantitative or qualitative pointer, measurement, number, fact, opinion 
or perception that allows the verification of changes produced by a 
development intervention relative to what was planned.

Likelihood  
(of a risk)

The perceived probability of occurrence of an event or circumstance.

Logic Model A table or chart that sets out how an intervention (such as a project, a program, 
or a policy) is understood or intended to produce particular results.

Performance 
Measurement 
Framework

A Performance Measurement Framework (PMF) is a plan to systematically 
collect relevant data over the lifetime of an investment to assess and 
demonstrate progress made in achieving expected results.

Residual Risk Those risks which are not avoided, eliminated or transferred in the risk 
response strategy, i.e. residual risk is the risk remaining after risk response

Results Chain The causal sequence for a development intervention that stipulates the 
necessary sequence to achieve desired objectives—beginning with inputs, 
moving through activities and outputs, and culminating in immediate, 
intermediate and ultimate outcomes.  

Risk The effect of uncertainty on achieving expected results.  

Risk Level Impact multiplied by likelihood.

Risk Management A systematic approach to setting the best course of action under uncertainty.

Glossary: 
RBM Terms for the DFATD Context
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Risk Owner The person who owns the process of coordinating, responding to and 
gathering information about the risk. In other words, the person who would 
deal with the risk incident. 

Risk Tolerance How much risk an individual or organization is willing to take in the pursuit 
of expected results. 

Stakeholder An individual, group, institution, or government with an interest or concern, 
either economic, societal, or environmental, in a particular measure, proposal, 
project, or event. Significantly, stakeholders are also entities who can have 
an influence on or will be influenced by the project or its outcomes.
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Source: Treasury Board of Canada Secretariat 
http://www.tbs-sct.gc.ca/cee/pubs/lex-eng.asp

Accountability The obligation to demonstrate that responsibility is being taken both for the means 
used and the results achieved in light of agreed expectations.

Activity An operation or work process an organization performs, which uses inputs to produce 
outputs. E.g., Training, research, construction, negotiation and investigation.

Attribution the extent to which a reasonable causal connection can be made between a specific 
outcome and the activities and outputs of a government policy, program or initiative.

Canada’s 
Performance

A government-wide performance report tabled in the fall of each year by the President 
of Treasury Board. Canada’s Performance provides parliamentarians and Canadians 
with a whole-of-government perspective from which to view the plans, results and 
resources reported by individual federal departments and agencies in their spring 
planning and fall performance reports. Example: Canada’s Performance 2003

Departmental 
Performance 
Reports (DPR)

Departmental Performance Reports (DPRs), tabled in the fall of each year by the 
President of Treasury Board on behalf of all federal departments and agencies 
named in Schedules I, I.1 and II of the Financial Administration Act, are part of the 
Estimates and Supply process. Their fundamental purpose is to present a report 
on results and accomplishments as established in the corresponding Reports on 
Plans and Priorities (RPP) in order to provide Parliamentarians with knowledge and 
understanding of the government’s stewardship of public resources.

Effectiveness The extent to which an organization, policy, program or initiative is meeting its expected 
results. Related term: Cost Effectiveness - The extent to which an organization, program, 
policy or initiative is using the most appropriate and efficient means in achieving its 
expected results relative to alternative design and delivery approaches.

Efficiency The relationship between the outputs and results of an organization, policy, 
program or initiative and the resources used to produce them.

Evaluation A systematic collection and analysis of evidence on the outcomes of programs to 
make judgments about their relevance, performance and alternative ways to deliver 
them or to achieve the same results.

Expected Result An outcome that a program, policy or initiative is designed to produce.

Governance The processes and structures through which decision-making authority is exercised. 
E.g., An effective governance structure ensures individuals or groups of individuals 
are responsible for setting policy directions, priorities, taking investment decisions, 
re-allocating resources, and designing programs.

Government of 
Canada Outcome

The long-term and enduring benefits to Canadians that more than one federal 
department or agency is working to achieve. Example: An Innovative and 
Knowledge-based Economy

Treasury Board of Canada Secretariat
Results-Based Management Lexicon
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Horizontal Initiative An initiative in which partners from two or more organizations have established a 
formal funding agreement (e.g. Memorandum to Cabinet, Treasury Board submission, 
federal-provincial agreement) to work toward the achievement of shared outcomes. 
E.g., Canada’s Drug Strategy, Measures to Combat Organized Crime Initiative.

Horizontal Results- 
Based Management 
and Accountability 
Framework (HRMAF)

A framework that ensures horizontal initiatives and policy-program domains have 
adequate governance and accountability structures, are logically designed and 
have in place the processes and structures necessary to measure and report on 
performance. E.g., Measures to Combat Organized Crime Initiative RMAF.

Initiative A priority outcome articulated by the government of Canada and the means to 
achieve it. It may involve one or more departments, and one or more programs.

Performance criteria A variable used to characterize or determine success of an organization, program, 
policy or initiative in producing outputs or achieving expected outcomes. E.g., 
client satisfaction.

Examples of relationships between outcome/outputs, performance criteria and 
performance measures:

Output/
Outcome

Performance 
criteria

Performance measures/indicators

Training sessions  
for clients

Quantity # of training sessions held

Reduced 
production 
of GHG in a 
certain industry

Stakeholder 
support

Number of stakeholders that have indicated 
they are interested in participating in GHG 
reduction programs

GHG reduction

Input The financial and non-financial resources used by organizations to implement 
policies, programs and initiatives to produce outputs and accomplish outcomes. 
E.g., Funds, personnel, equipment and supplies.

Logic Model A depiction of the causal or logical relationships between activities inputs, outputs 
and the outcomes of a given policy, program or initiative. E.g., Results Chain

Figure 1: Logic Model
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Management 
Resources and 
Results Structure 
(MRRS)

A comprehensive framework that consists of an organization’s inventory of activities, 
resources, results, performance measurement and governance information. 
Activities and results are depicted in their logical relationship to each other and to 
the Strategic Outcome(s) to which they contribute. The MRRS is developed from a 
Program Activity Architecture (PAA).

Outcome An external consequence attributed, in part, to an organization, policy, program 
or initiative. Outcomes are not within the control of a single organization, policy, 
program or initiative; instead they are within the area of the organization’s influence. 
Outcomes are usually further qualified as immediate, intermediate, or ultimate (final), 
expected, direct, etc.

Three types of outcomes related to the logic model are defined as :

Immediate Outcome - (Résultat immédiat)
an outcome that is directly attributable to a policy, program or initiative’s outputs. 
In terms of time frame and level, these are short-term outcomes and are often at 
the level of an increase in awareness of a target population.

Intermediate Outcome - (Résultat intermédiaire)
an outcome that is expected to logically occur once one or more immediate outcomes 
have been achieved. In terms of time frame and level, these are medium-term 
outcomes and are often at the change of behaviour level among a target population.

Final Outcome - (Résultat final)
the highest-level outcome that can be reasonably attributed to a policy, program 
or initiative in causal manner, and is the consequence of one or more intermediate 
outcomes having been achieved. These outcomes usually represent the raison d’être 
of a policy, program or initiative. They are long-term outcomes that represent a 
change of state of a target population. Ultimate outcomes of individual programs, 
policies or initiatives contribute to the higher-level departmental Strategic Outcomes.

Output Direct products or services stemming from the activities of an organization, policy, 
program or initiative, and usually within the control of the organization itself. E.g., 
pamphlet, research study, water treatment plant and training session

Performance What a government did with its resources to achieve its results, how well those 
results compare to what the government intended to achieve and how well lessons 
learned have been identified.

Performance 
Indicator

see Performance measure

Performance 
measure

A qualitative or quantitative means of measuring an output or outcome, with the 
intention of gauging the performance of an organization, program, policy or initiative 
respecting expected results. Quantitative performance measures are composed of 
a number and a unit. The number provides the magnitude (how much) and the unit 
gives the number its meaning (what). E.g., number of written complaints received.

Performance 
Measurement

The process and systems of selection, development and on-going use of 
performance measures to guide decision-making.
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Performance 
Monitoring

The ongoing, systematic process of collecting, analyzing and using performance 
information to assess and report on an organization’s progress in meeting expected 
results and, if necessary, make adjustments to ensure these results are achieved.

Performance 
Reporting

The process of communicating evidence-based performance information. 
Performance reporting supports decision-making, accountability and transparency.

Policy Government legislation, regulation, official guidelines or operating principles that 
influence behaviour towards a stated outcome. Example: Canada Health Act.

Plans The articulation of strategic choices, which provides information on how an 
organization intends to achieve its priorities and associated results. Generally 
a plan will explain the logic behind the strategies chosen and tend to focus on 
actions that lead up to the expected result.

Priorities (for RPP) Plans or projects that an organization has chosen to focus and report on during the 
planning period. They represent the things that are most important or what must be 
done first to support the achievement of the desired Strategic Outcome(s).

Program A group of related activities that are designed and managed to meet a specific 
public need and often treated as a budgetary unit.

Program Alignment 
Architecture (PAA)

An inventory of all the programs undertaken by a department or agency. The 
programs are depicted in their logical relationship to each other and to the 
Strategic Outcome(s) to which they contribute. The PAA is the initial document for 
the establishment of a Management Resource and Results Structure (MRRS).

Program Alignment 
Architecture, 
Horizontal

An inventory of all programs and initiatives in a horizontal policy-program domain 
and their relationship to outcomes.

Reach The target that a given program or organization is intended to influence, including 
individuals and organizations, clients, partners, and other stakeholders (see  
Target Group).

Reports on Plans 
and Priorities 
(RPP)

As part of the Main Estimates, the RPPs provide information on departmental 
plans and expected performance over a three-year period. These reports are 
tabled in Parliament each spring, after resource allocation deliberations. They 
include information on the department or agency’s mission or mandate, strategic 
outcomes, strategies, plans and performance targets.

Result Results are the same as outcomes. See outcome definition.

Result Chain See Logic model

Results for 
Canadians

Describes the management framework for the federal government of Canada. Published 
in early 2000, this key document outlines the four management commitments for the 
federal government: citizen focus, public service values, results and responsible spending.
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Results-based 
Management

A comprehensive, lifecycle approach to management that integrates strategy, 
people, resources, processes and measurements to improve decision-making and 
drive change. The approach focuses on getting the right design early in a process, 
foussing on outcomes, implementing performance measurement, learning and 
changing, and reporting performance.

Results-based 
Management and 
Accountability 
Framework (RMAF)

A document which outlines the rationale, theory, resources and governance and 
accountability structures of a program policy or initiative and sets out a plan to 
measure, monitor and report on results throughout the lifecycle of the policy, 
program or initiative. RMAFs are intended to assist departments in achieving the 
expected results of their policy, program or initiative.

Strategic Outcome A long-term and enduring benefit to Canadians that stems from a department or 
agency’s mandate, vision and efforts. It represents what a department or agency 
wants to do for Canadians and should be a clear measurable outcome that is 
within the department or agency’s sphere of influence.

Target A measurable performance or success level that an organization, program or 
initiative plans to achieve within a specified time period. Targets can be either 
quantitative or qualitative and are appropriate for both outputs and outcomes. 
E.g., 70% of Canadian households will own their own home in 2006.

Target Group The set of individuals that an activity is intended to influence.
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Some Useful Links

RBM and Outcome Management in the GoC      

Canadian Government Executive: www.canadiangovernmentexecutive.ca/management/ 
performance-management.html 

Marc Schacter Consulting publications site: www.schacterconsulting.com/publications.html 

Office of the Auditor General of Canada, Implementing Results-Based Management: Lessons from  
the Literature: www.oag-bvg.gc.ca/internet/English/meth_gde_e_10225.html

Performance and Planning Exchange: http://www.ppx.ca/ 

Treasury Board Secretariat

•  Policy on Management, Resources and Results Structures  
www.tbs-sct.gc.ca/pol/doc-eng.aspx?id=18218&section=text  

•  Centre for Excellence for Evaluation (CEE)  
www.tbs-sct.gc.ca/cee/index-eng.asp  

RBM at DFATD           

Results-Based Management: www.acdi-cida.gc.ca/acdi-cida/acdi-cida.nsf/eng/NAT-92213444-N2H 

• Tools at CIDA: A How-to Guide

• Internal Audit of Results-Based Management

RBM and International Development       

Managing for Development Results: www.mfdr.org/ 

OECD/DAC, Glossary of Key Terms in Evaluation and Results-Based Management: www.oecd.org/
development/peer-reviews/2754804.pdf  

OECD, Managing for Development Results: www.oecd.org/dac/effectiveness/mfdr.htm 

UN Development Group: Results-Based Management Handbook: www.un.cv/files/UNDG%20
RBM%20Handbook.pdf

World Bank: www.worldbank.org/results/ 

Other Results-Based Management Websites: http://results-based-management.blogspot.ca/2010/02/
cidas-practical-guide-to-planning-large.html


