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55 The Education Cluster uses the title ECMT for the simple reason to not be confused with OCHA’s 
3/4/5 W. While similar in nature, the ECMT is typically much more detailed and comprehensive than an 
inter-sectoral 3/4/5 W.
56 This can often be combined with a ‘monitoring training’ in which Cluster partners are trained on the 
monitoring tools and plan (including reporting schedule)

5.  DEVELOP MONITORING TOOLS 
AND PLAN

As the Strategy and activities outlined are implemented, the Cluster will need to 

the various activities’ indicators and targets outlined in the Strategy’s Response 
Framework.  Analysis based on monitoring data is essential for ensuring effective 
response at the local level, and also by extension, to generating evidence of trends 
critical for advocacy at country, regional and global levels. 

While it is important to monitor the collective EiE response, it is also imperative 
that the reporting burden on partners be kept to the necessary minimum, so as 
not to impede or stall the implementation of the very activities you are trying 
to monitor. This is equally true for communities, who are often asked by multiple 
clusters and partners to engage in assessment and monitoring activities, placing 

is essential that every step of developing the monitoring tools and plan be done 
in consultation sectorally (with your Cluster partners, MoE, development actors, 

5.1. Develop monitoring tools

While monitoring can be challenging, it is much less challenging to monitor a response 
Response Framework 

with a set list or ‘menu’ of activities with determined standards and indicators. With 
the framework in place, the Education Cluster Team (typically led by the IMO) can 
draft an Education Cluster Monitoring Tool (ECMT), also known as the 3/4/5 W 
(Who’s doing What, Where, When and for Whom).55As the ECMT should be the 
primary tool used for monitoring the response outlined in the Strategy and Response 
Framework, it should be drafted with participation from the Strategy Task Team 

56 Ideally, the 
Strategy Response Framework and ECMT will be developed also with input from 
key EiE donors. Consultations with partners and donors will help to limit partners 
having to double or triple report using multiple tools and formats. In the past, for 
example, it was common to have a UNICEF partners reporting their EiE activities to 
the Education Cluster and

Whenever possible, these redundancies should be avoided. 

• Education Cluster Monitoring Tool (ECMT) in the GEC Toolkit
•  Monitoring Plan Table and Information Flowchart in the Education 

Cluster Strategy Template_Graphics

STRATEGY PACKAGE TOOLS AND RESOURCES:
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57 ActivityInfo (e.g.Iraq) and Online Reporting System (e.g. Sahel); UNICEF’s eTools is also highly anticipated
58 Check the GEC Toolkit for guidance and templates on reporting and monitoring attacks on 
education. Contact the GEC Helpdesk for help on contextualizing these tools: help.edcluster@
humanitarianresponse.info.

can be easily contextualized can be found in the GEC Toolkit. An example of this 
tool is depicted below:

Some contexts, however, are using online software to monitor the Cluster 
response  and it is expected that this will become more common as software 
improvements are made.

In addition to a tool for monitoring the response, you will need to contextually 
determine what other areas need to be monitored and then develop the relevant 

attacks on education.58

5.2. Develop a monitoring plan

It is essential that the Strategy very clearly outlines the Cluster’s monitoring 
protocols by answering such questions as:

• Who should be submitting reports? 
• When and at what frequency should reports be submitted?
• How should reports be submitted (what format and to whom)?
•  How are reports consolidated and shared (timeframe, what format and 

to whom)?

5.2.1. Determine who should report

Consider the several levels of actors involved in a typical project implementation. 
For example, in the situation where USAID funds a UNICEF EiE project. UNICEF 
then signs a partnership agreement with Save the Children. Save the Children, in 
turn, contracts a local NGO to do the direct implementation.
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‘traditional actors’ such as the MoE, military, police force, political parties, community-based organizations, 

directly into your ECMT themselves. One method is to collect this information from the local MoE 

is doing what where amongst the traditional actors.

Who should report in such a common scenario?!  Since there is danger of 
confusion as well as double or even triple reporting and counting, it is highly 
advisable to standardize and make it clear to partners who should be reporting. 
Depending on your context, you will need to decide which organization/level 
should report to the Cluster to help ease the burden of reporting while ensuring 
there is no duplication in reporting. Regardless of the designated reporting 
agency, the data collected (and subsequently analyzed and presented in reports 

project owner, reporting agency, implementing partner, etc.) with particular 
59

5.2.2.

clearly outlined in the Strategy. Depending on your context, you may choose to 

within their organization and then have a single 
focal point per organization submit a single report to the national Education Cluster. 
Again, there is not one right way to monitor, however, you will need to decide and 

in the Education Cluster Strategy Template_Graphics Strategy Package.

data from partners may eventually feed into and be used to update various 
elements of a country’s EMIS. 

with technical experts within Cluster partner agencies to provide monitoring 
and reporting capacity development support to the wider Cluster partner group, 
with particular emphasis on local and national partners. This is not only a key 

monitoring the response, and therefore something Cluster Lead Agencies should 
actively support.  Capacity support may involve a combination of workshops/

excuse for a lack of monitoring data; Cluster Teams (with the backing of CLAs) 
should work closely with partners to ensure that the reporting tools and processes 
are understood and that individual staff are supported so that they have the capacity 
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5.2.3. Create a monitoring schedule

It is also a good idea to include a clear schedule for the entire monitoring process. 
This includes not only reporting frequency, but when the Cluster will be sharing 

schedule table, such as the example below, can be found in the Education Cluster 
Strategy Template_Graphics Strategy Package.

Remember to consult regularly with Cluster partners and key stakeholders 
when determining the most appropriate frequency for reporting (which will 
change over time). This is often the moment when a mere ‘desire to know’ 
inappropriately replaces the ‘need to know’ and results in overloading partners 
with reporting burden. Ideally, the Cluster monitoring schedule should sync with 

frequent that there is not enough time to do another full round of data collection 
from partners. In these instances, it might be necessary to occasionally provide 
repeat data in order to keep the reporting manageable and avoid mistakes and 
partial updates that come when the reporting cycle is too condensed. This should 
be avoided, so if it happens regularly, it might be necessary to adjust the Cluster’s 

the Cluster’s capacity to monitor through additional IMOs and providing training 
for partners so that the process becomes more streamlined and less burdensome.

5.2.4. Consider inter-sector monitoring issues

You may also want to ensure your monitoring plan considers and addresses any 

in nature and may overlap with other sectors. In such cases, it is important to 
clarify (within the Education Cluster and also with the other relevant Cluster) 
who will be responsible for reporting on and monitoring these activities. 
Common activities may include: 

• WASH in schools (WASH)
• Temporary classrooms vs. Child Friendly Spaces (Child Protection)
• School feeding (Food Security)

If it is decided that another Cluster will be responsible for reporting on an issue 
that intersects with the Education Cluster response, care should be taken to 
ensure that the information they collect will be relevant and usable for Education 
partners. For example, if the Food Security Cluster is responsible for collecting 
detailed school feeding response reporting, ensuring that they include the EMIS 
code in their reporting formats can be vital so that the MoE and other education 
partners can track progress within their own databases. 
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60 A CCPM Guide can be found at: 

5.2.5.  Plan for and develop affected population 
feedback mechanisms

It is essential that your plan also consider how and when it will collect, analyze 
and implement feedback from the affected population to help monitor the 
response. This type of monitoring is different than that discussed above. Rather 
than collecting reports on number of children reached through various activities 
(did Cluster partners do what they said they would do), affected populations can 
help inform you 1) if the activities being implemented are in fact what is needed, 
2) that the standards for the activities are appropriate and 3) that the quality 
implementation are meeting those standards.

Obtaining this feedback from affected populations is primarily done in two ways. 
First, is through evaluative assessments. These assessments can be designed and 
conducted very much like the joint education needs assessments discussed above 
and in the GEC’s Needs Assessment Package, except the emphasis is less on 
need and more on obtaining feedback on the response. If you are in a protracted 
crisis, these assessments could potentially be integrated with your cyclical needs 
assessments as they are particularly useful prior to updating your Strategy or 
revision of the HNO and HRP.

a formal assessment. Often, Cluster partners have their own organizational 
feedback mechanisms they activate at the sites where they have implemented 

reporting platform. The Cluster, with the MoE, is well situated to both encourage 
partners and to harmonize the collection tools and processes as well as shared 
analysis of feedback from the affected population to inform adjustments to the 

decisions will be communicated back to affected communities – a key element of 
our accountability to them.

5.2.6. Plan for the Cluster Coordination Performance 
Monitoring (CCPM) process

In addition to monitoring the response, you should also plan for monitoring the 
functional performance of the Cluster via the Cluster Coordination Performance 
Monitoring Process (CCPM)
performance against the six core cluster functions as well as the added area of 
accountability to affected populations. The purpose of CCPM is to assist clusters 

The CCPM process could be tied to an Education Cluster Strategy Review 

Strategy development; see the suggested calendar cycle in the Introduction), as 
way of capturing both the functional performance of the cluster as well review 
of the humanitarian response, measuring the results achieved in terms of the 
objectives set out in the Education Cluster Strategy.  Furthermore, the CCPM 
could be used as an evidence base from which to launch a Strategy development 
process (or Strategy update process).


