	
	
	



INL Change Map Template for Partner-Implemented Projects
Version : December 15, 2025


[Project Name]:
Project Summary

Date of draft approval:
INL Approver Name:
Implementing Partner Approver Name:

Project information:
Project Name: 
Project Award Number: 
INL Point of Contact (Name/Email): 
Implementing Organization Name: 
Implementer Organization Point of Contact (Name/Email): 
Start Date: 
End Date: 

Strategic Policy Alignment:
INL Functional Bureau Strategy Objective(s): 

Embassy Integrated Country Strategy Objective(s):

Program Framework Goal or Program Area (if different from project goal): 

Other strategic alignment (e.g., regional or cross-cutting strategy):


List of Standard Indicators (received by email after completing the INL Standard Indicator Form; REQUIRED) and Milestones (optional):
Note to partners:  include the outcome, sub-outcome, or activity in your change map each Standard Indicator or Milestone will monitor.  

Standard Indicators:

Milestones:

Change Map:

	Project Goal 1:  

	Project Objective 1.1:  

	Outcome 1:  


	Indicator 1

(Standard Indicator X, Y, Z)

	Activity 1.1:  XX (Standard indicator W or Milestone A) 
Activity 1.2: XX

	Outcome 2:  

	Indicator 2

	Sub-Outcome 2.1:  
	Indicator 2.1

	Activity 2.1.1:  XX (Milestone B)


Note:  continue adding goals, objectives, outcomes, sub-outcomes, and/or activities as appropriate to the project.


Instructions for INL Staff and Partners:

Purpose:  The change map documents the relationship between project activities, outcomes, and goals, and shows how indicators map on to the various project elements.  While award documents outline top-level goals, objectives, and planned activities, the change map adds specificity by identifying expected changes during the project’s period of performance, detailed activity plans, and indicators for monitoring progress. These are aligned with the goals and objectives in the award documents.  An example change map may be found on INL’s DevResults Help Site.

Use:  INL and our partners use the change map to establish a common understanding of the project and how it will be monitored.  It is a living document that can and should be updated as circumstances or strategies change, provided changes stay within the scope of the award.  Updates can be made by mutual agreement between INL and the partner, without formal modification, but should be documented in the award file.  Note:  Award documents should state the project goal and objective and describe project plans, but outcomes, sub-outcomes, and indicators belong only in the change map, with indicator details in the Performance Indicator Reference Sheet (PIRS).  

Prioritizing Limited Monitoring Resources:  INL recognizes the tension between time and resources devoted to implementing a project and monitoring it, so it is important to be intentional about what to monitor.  To that end, INL recommends most implementation monitoring be completed by providing status updates for activity monitoring, supplemented by binary[footnoteRef:2] milestones to track key activity completion as needed.  The INL Standard Indicator form will apply INL standard metrics where appropriate, covering training and common outcomes.  Key outcomes should be tracked using project-specific outcome indicators where INL standard metrics do not apply.   [2:   A Binary Milestone is a single Yes/No question or True/False statement. The Milestone has been reached when the answer is "Yes" or the statement is true.] 


Roles and Responsibilities:  For externally implemented projects, INL staff are responsible for filling in the project information and strategic alignment portions of the change map.  Implementing partners generally create the initial draft of the main change map table, often using INL-provided goals and objectives.  INL staff provide feedback and eventually approve a final version of the change map.  INL staff and dedicated design, monitoring, and evaluation (DME) staff at post or in Washington can work with implementing partners in a consultative capacity to ensure outcomes and indicators meet INL design and monitoring standards.

Change Map Requirements: 
1. Outcomes must meet the change and clarity standards and have at least one valid indicator each.  (See INL Design and Monitoring Requirements)
2. Projects must include assigned standard indicators in change maps as the indicators for relevant outcomes and activities. 



A note for Monitoring and Evaluation professionals:  Different organizations use monitoring and evaluation terms in different ways.  Please note the terms INL uses to refer to common concepts:

	Design & Monitoring Concept
	INL Term
	Where Concept Is Documented
	Monitoring 

	The ultimate end state to which a project contributes but does not achieve on its own.  Many partner organizations call this a vision or impact.  
	Goal 


	Formal award document

Note:  INL goals are the policy changes to which a project contributes.  
	INL does not require monitoring at this level.[footnoteRef:3] [3:  For multi-year, multi-iteration projects, INL retains the right to request implementing partners include indicators to measure higher-level changes across individual project iterations.] 


	The piece of the ultimate end state the project will tackle.  This scopes the issue/sector the project will address.  Some partner agencies call this a goal, others do not use this concept in how they lay out project design. 
	Objective
	Formal award document 

Note:  Not all projects will have objectives; some will just have goals. 
	INL does not require monitoring at this level.[footnoteRef:4] [4:  For multi-year, multi-iteration projects, INL retains the right to request implementing partners include indicators to measure higher-level changes across individual project iterations.] 



	Specific, clear changes the project aims to achieve within the period of performance, or within one to three years for projects with an indefinite lifespan.  Partner organizations have many terms for this concept, including outcomes, goals, objectives, and results.  
	Outcome
	Change map
	Each outcome must have at least one valid indicator.  



	Changes that are component parts of larger changes (outcomes) the project seeks to achieve.  What partner organizations call these depends on their term for the above concept.
	Sub-outcome
	Change map
	Where there are applicable standard indicators, those are required.  

If there are particularly important steps beneficiaries need to take, note those as milestones.  A milestone tracks (yes/no) that a particular point of progress has been achieved.  Once achieved, there is no further reporting on the milestone.

If there is no standard indicator or milestone that apply, project teams can develop custom indicators if desired and if they already have a concrete plan for collecting data at the outcome level – i.e., the team is able to fully complete all fields in the Performance Indicator Reference Sheet for the outcome-level indicators.    

	What the partner will do to bring about the project’s desired changes.  Many partner organizations call these activities and outputs.  
	Activities 
	Formal award documents outline the general types of activities a project will undertake.

The change map provides details on planned activities.
	Where there are applicable standard indicators, those are required.  

Where the project team wants to report completion of its own activities, develop a milestone.

Project teams may develop custom indicators to count the outputs of activities, though INL does not encourage these, as they do not measure changes.

Where standard indicators do not apply, activity monitoring is optional and any undertaken should not be at the expense of outcome monitoring.

	The resources required to conduct activities.  Many partner organizations call these inputs.
	[INL does not have a single term for this.]
	Project proposal or work plan and budget.
	Quarterly financial reporting.

	A quantitative measure used to assess progress on project implementation and achievement of expected outcomes.
	Indicator
	Change map and PIRS
	Each outcome must have at least one valid indicator.

Indicator names are included in the change map.

Standard indicators are automatically assigned where relevant.  Standard indicators should not be included in the PIRS.  

Custom indicators (usually focused on project-specific outcomes) are further defined in the PIRS.





	
	
	



