
PRACTICAL M&E CAROUSEL

Working With AI Agents
in Monitoring and
Evaluation
Five practical lessons for safer, clearer and
evidence-based workflows.

The agent can produce.
Humans still direct, verify, protect and decide.

EvalCommunity
Monitoring, Evaluation, AI & Learning
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THE SHIFT

When AI becomes more than a tool

An AI agent may complete several connected tasks rather than answer
one prompt.

1

Review a
theory of
change

2

Check
indicator data

3

Classify
interview
evidence

4

Draft a donor
update

Once AI performs connected steps, you are managing a
workflow.
Your role is to set direction, review outputs, protect data and approve
decisions.

Risk: AI can move quickly in the wrong direction. Clear controls must come
before speed.
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LESSON 1

Define decision boundaries first
Do not only tell the agent what to do. Define what it may decide.

AI MAY DO

Flag missing data

Organise evidence

Draft for review

HUMAN APPROVAL

Change indicators

Exclude records

Assign ratings

NEVER WITHOUT APPROVAL

Invent evidence

Expose sensitive data

Submit final outputs

A good instruction tells the agent where to work and where to
stop.
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LESSON 2

Review the output cold
A polished report can still contain weak logic, missing evidence or invented
detail.

LOOKS POLISHED

does not mean

RELIABLE

1 Does it answer the original question?

2 Can each claim be traced to evidence?

3 Did the agent change anything?

4 Were alternatives considered?

5 Is uncertainty visible?

Relevance: answers the task Accuracy: facts and
calculations

Traceability: claims linked to
sources

Completeness: gaps and
contradictions

Proportionality: claim strength
matches evidence

Safety: privacy and consent

Rule: review the evidence, not the confidence of the writing.
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LESSON 3

Plan capabilities, not only tools
Decide which tasks are AI-led, human-led, approval-gated or human-only.

AI-led, human-checked

Detect missing indicator values

Human-led, AI-supported

Develop evaluation questions

Human approval required

Assign performance ratings

Human-only

Obtain informed consent

Ask: under what conditions, with what evidence and under whose
supervision?
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LESSON 4

Set tripwires before problems spread
A tripwire pauses the agent when a predefined risk or uncertainty appears.

!

TRIPWIRE

STOP + FLAG + HUMAN
REVIEW

Conflicting indicator
definitions

Missing data above
threshold

Personal data
detected

Finding has no
source

Material
contradiction

Sample too small

Unverified quotation External submission
requested

Configure thresholds to context.
The right trigger depends on methodology, risk, donor rules and data

protection.

EvalCommunity | Monitoring, Evaluation, AI & Learning 6/10



LESSON 5

Own the system, not only the output
Responsibility stays with the professional or organisation using the agent.

SYSTEM

Sources

Prompts

Rules

Review

Approval

Data protection

"The AI generated it" is not a quality-assurance process.
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PRACTICAL WORKFLOW

Nine steps for managing an M&E; agent
Use this sequence before relying on an AI-generated result.

1 Define the
purpose

2 Approve sources 3 Specify outputs

4 Set boundaries 5 Add tripwires 6 Require
traceability

7 Validate a sample 8 Record decisions 9 Approve external
use

Drafting and submission are different actions.
External use requires explicit human approval.
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SELF-ASSESSMENT

How well are you managing AI agents?
Rate each practice from 1 to 5.

1 I define decision boundaries.
1 2 3 4 5

2 I require source traceability.
1 2 3 4 5

3 I validate a representative sample.
1 2 3 4 5

4 I use tripwires for high-risk tasks.
1 2 3 4 5

5 I protect personal and sensitive data.
1 2 3 4 5

6 I document human review and approval.
1 2 3 4 5

Next action: improve the two lowest-scoring practices before adding
another AI tool.
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FINAL TAKEAWAY

AI can accelerate the work.
It cannot replace accountability.

The most valuable AI skill in M&E; is judgment:
what to delegate, what to verify, what to protect and when to

stop.

CONTINUE LEARNING

AI Agents for Evaluators Certificate

Design, test and validate AI agents for evaluation design, qualitative analysis,
data quality, indicator tracking, reporting and learning.

academy.evalcommunity.com/courses/
ai-agents-for-evaluators-certificate/

EvalCommunity
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