
 

 

 

 

Using the PIM Matrix to identify and understand  

challenges in a Protection Monitoring System 
 

 

 

Rachelle Cloutier is a Data Policy Officer in UNHCR’s Global Data Service. Prior to her current 

role, she was Information Management Officer (Protection) in UNHCR HQ’s Field Information 

and Coordination Support Section (FICSS), a role in which she provided technical field support 

and training on information management.  

 

Diagnosing challenges with the existing protection monitoring system 

One of Rachelle’s first field support missions was to respond to a request from a country 

operation whose protection monitoring system was not sufficiently generating useful and 

useable information. The country team was collecting a wide range of information, but this was 

not producing the analytical trends reports that were needed to inform programming decisions 

and advocacy.  According to Rachelle,  

Although I was on mission to support on protection monitoring, it became apparent that many 

different types of information were being collected as part of ‘protection monitoring’. There was 

a mixing of systems where [different information was] being put together under the rubric of 

protection monitoring, and therefore could not be teased apart. 

Rachelle explains that this can sometimes result from different understandings of protection 

monitoring: 

This is something we often come across. The assumption is often made that everyone knows 

what protection monitoring is and therefore, that we don’t need to define it. Well, I find that this 

is often not the case. In my experience, if you get ten people in a room, you might get seven 

definitions of protection monitoring. So there is a need to be clear on what protection 

monitoring is and how it connects to, but is different from, other types of systems. 

This situation was further complicated by the practical considerations associated with the 

context, which had significant access constraints: 

There was a practical operational issue to explain why this was happening. Because access 

was limited, staff were rarely able to visit an area and they had to do everything at once, as 

part of the same field visit. So they would do protection monitoring, monitor programmes, 

conduct GBV awareness-raising, disseminate pamphlets, engage with communities, check on 

population figures, etc. Through that ‘protection monitoring visit’, they would do all these 

things. This made sense given the access restrictions, but the risk was that everything would  
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get muddled and it would no longer be possible to connect the data and information back to 

its system.  If you’re going to do everything at once, you need to keep the different activities 

straight in your mind and straight in the data structure so you know, [for example that], ‘this is 

what I’m doing for population data management’ and ‘that is what I’m doing for protection 

monitoring’.   

Otherwise all the data comes together and it is just not possible to start sifting through it to 

identify the data points that belong to protection monitoring, i.e., those that need to [be] 

analysed on a regular basis to generate trends information that is to be reported in a product.  

I really did understand why and how they ended up doing all these activities during their visits, 

but as a result, protection monitoring was not really generating any tangible, actionable 

outputs. The protection monitoring data was being lost in the barrage of all the other 

information and activities that were being done during ‘protection monitoring’ visits. 

 

Use of the PIM Matrix 

With her country-level Information Management colleague, Rachelle organised day-long 

workshops with colleagues from the organisation’s national and field offices. Discussions 

aimed to unpack and understand the challenges with the protection monitoring system and to 

identify the way forward to redesign it so it could generate the information they needed, based 

on a shared understanding of protection monitoring and its purpose. Rachelle used the PIM 

Matrix as the foundation for these discussions.  
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The PIM Matrix was a useful way to understand protection monitoring, but also to situate it 

within the context of other systems, which perhaps in other contexts would have been really 

distinct. I did a presentation on the PIM Matrix to explain the different analytical outputs of 

each PIM category and used that as a way to build a shared understanding of protection 

monitoring. With that hook, I was able to explain the root causes of some of the challenges 

that colleagues had raised regarding their protection monitoring system. 

With the PIM Matrix, we could see that one problem was that many different systems had 

been subsumed under the rubric of ‘protection monitoring’. As a result, the “protection 

monitoring” system was actually a mix of protection monitoring, CwC [Communicating with 

Communities], response monitoring, and population data management. There was a lot of 

data, but no one could sort, organise and analyse it because there was no clarity about which 

data belonged where (to which system), who was meant to use it, and for which purpose. It 

was therefore unsurprising that the small sub-set of protection data that was being collected 

could not be analysed on a regular basis to generate trends information about the protection 

environment. 

I think that one of the great things with the PIM Matrix is that it provides clarity about which 

system does what and the outputs it generates. For example, if you don’t need trends 

information, you don’t need to do protection monitoring. If you want to monitor your 

programmes, protection monitoring can be one of the information sources, but this is not its 

main purpose.   

 

Defining the purpose of the protection monitoring system 

The work with the PIM Conceptual Framework helped the operation define the purpose of the 

protection monitoring system. Rachelle explains: 

The work with the PIM Matrix helped colleagues understand that each system has a defined 

purpose and generates specific information outputs. We were then able to start untangling the 

systems and defining the purposes and information needs for each. On this basis, the 

redesigned protection monitoring system was more likely to be fit-for-purpose and generate 

useful information to support evidence-informed decisions about programmes and advocacy.   

One of the things that really comes clear in my mind with this [experience] is how PIM helps 

colleagues to think through why they are collecting data, thanks to that first step [in the PIM 

Process] of defining the purpose and information needs.  

A few months after my mission, the operation shared the new SOPs for the redesigned 

protection monitoring system.  They had done a great job in systematically documenting all 

the design elements. The document became an example of good practice that I was [then 

able to share] with others. 

 

PIM Highlights  

• Used the PIM Matrix to diagnose the root causes of challenges in an existing PMS 

(PIM Matrix)  
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