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Introduction
About MEAL for PACS:

Poorest Areas Civil Society Programme (PACS) is a development intervention aiming at improving the effectiveness of Civil Society Organisations (CSOs)
 in helping the poor realise their entitlements.  The programme has coverage of 108 districts over six states.  The thematic priorities of PACS are: Improved local self-governance, Women’s empowerment, Social cohesion, Policy advocacy, and Self-help to meet poor people’s basic needs.

PACS program has completed about two and half years of implementation.  More than 75 CSO projects have been sanctioned.  This number is expected to go up to 200 CSO projects involving more than 1000 Civil Society Organisations working in the poorest 108 districts in UP, Bihar, Jharkhand, and Centre West (MP, Chhatisgarh, Maharashtra). Management Consultant (MC) team of Development Alternatives and Price Waterhouse Coopers (PwC) is managing PACS program. 

As can be seen, the approach of PACS involves large numbers of interventions, with multiple activities under each intervention, and multiple stakeholders at various levels.  Individual CSO project approaches and processes change from place to place, as the issues are widely varying.  It is important that individual CSO project and program level progress and achievements are captured well and used in ensuring improved project and program delivery. It is also important that PACS program as a whole and individual CSO projects learn from their and others’ “knowledge and experiences” and use these learning in improving the quality of the project/program. It is precisely for the purpose that PACS has taken the initiative of developing a Monitoring, Evaluation and Learning (MEAL) System for the program. 

Objectives of MEAL:

The objectives of MEAL are:

· Enable self-monitoring at all levels esp. at CSO level, helping in maintaining strategic direction and timely corrective action, 

· Measuring/describing progress toward achievement of project outputs and purpose at regular intervals – for individual projects and programme as a whole 

· Inform and stimulate project staff and communities to improve quality and timeliness of their individual and collective inputs.

· Catalysing the “Learning & Sharing Process” for improved project & program management at all levels

· Generate a body of knowledge and experiences for sharing among programme partners and other stakeholders

Catalyst Management Services (CMS), Bangalore was given the task of facilitating the development of MEAL System for PACS program. The MEAL prototype was developed after an extensive situation analysis of the program (understanding information and learning needs of different stakeholders at all levels and how far existing system meet these needs). 

The prototype was finalised after testing it in 3 CSO projects (MSSM, Action-Aid and PANI) in 2 states (Maharashtra and UP). Before up-scaling MEAL in all projects in all states, a mini-pilot strategy was adopted wherein MEAL was implemented at 3 CSOs projects each (selected based on multiple criteria of size, thematic area, network vs. individual, geographical area etc.) in Maharashtra and Jharkhand. The signs emerging from this mini-pilot exercise enthused Resource Organisations, CSOs and MC alike to frame a fast scale up strategy in all the states after 3rd Peer Learning Workshops (held in Sept.04). Hence the MEAL system is now ready for implementation at full scale. Based on piloting experiences, this Facilitators’ Manual has been developed to aid the facilitators’ teams in promoting thinking and learning processes at every CSO project using a semi-structured approach. 

Process of MEAL Development:

The main underlying principle that CMS has followed for facilitating the development of MEAL is that the system should be designed and owned by the project stakeholders. Hence the process of MEAL development included extensive and intensive consultations at various levels and at various forums. A MEAL Core Group (MCG) was constituted to oversee the evolution of system. MCG have representatives from various categories of stakeholders. The MCG meetings have been immensely useful in guiding the process of MEAL development. 

MEAL Framework:

The MEAL System will establish mechanisms for strengthening the learning processes at all levels in the PACS program. The ‘Monitoring’ and ‘Evaluation’ in MEAL provides crucial inputs to the learning processes for project/program improvement. Research and Innovation about PACS and non-PACS programs also provide inputs to the learning processes. Hence MEAL intends to mount a Learning System in PACS program, wherein information and knowledge inputs will come from four quarters viz.

1. Monitoring: Information about CSO projects progress (inputs, activities and processes), projects achievement of their stated outputs (based on refined project designs) and purpose

2. Evaluation: Information about CSOs’ Organisational capacities, Capacity Building requirements for Organisational Development, Impact of CSO projects on target community as perceived by the community, PACS program performance at state/national levels (coverage, CSO capacities, impact on target group etc.)

3. Research: Information about socio-political situations in PACS areas, PACS thematic issues and their contribution in addressing poverty, Non-PACS approaches and ideas for better addressing thematic areas, Non-PACS successful development models, studies and reviews at state /national level for understanding development trend in PACS areas (attributable to PACS or non-PACS) etc.

4. Innovation: Information about new approaches/strategies used in PACS program for addressing challenging issues (PACS thematic areas) in difficult circumstances (social context of PACS areas), Innovative development models successfully implemented by PACS partners, Demonstration pilots installed by PACS partners on specific issues, Non-PACS innovation      
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MEAL focuses on learning through:

· Enhancing the quality of internal reflections for tracking project /organisational inputs, processes and outputs

· Capturing information for better understanding the program progress and achievements

· Capturing Community perceptions of the changes in their lives, institutions and participation in the development process 

· Capturing and ensuring project and organisational learning

· Establishing improved systemic base within the organisations at different levels for better project management

· Enhancing stakeholders interactions and information exchange through communication, sharing and feedback mechanisms 

MEAL is about capturing information from all the above four areas and usage of this information by PACS stakeholders in improved decision making for ensuring better quality of their programs. MEAL will achieve its above stated objectives through primarily working with following five strategies:

· Improving quality of information generated through ‘Monitoring’, ‘Evaluation’, ‘Research’ and ‘Innovation’

· Strengthening Analysis, Consolidation, Synthesis and processing of this information for making available relevant quality information to various PACS stakeholders at different levels, appropriate for their decision making requirements 

· Strengthening communication (form & channel), feedback and sharing of appropriate information among all PACS stakeholders at various levels, including among target communities and CSOs

· Systematising learning processes at all levels through Learning Forums and Knowledge Management (effective storage, analysis and utilisation of knowledge and experiences) at project / program level

· Strengthening “Learning and Action” sequence (i.e. ensuring translation of learning into action) through effective institutional support to CSOs and at state and national level PACS program  

MEAL, in nutshell, provides opportunities for capturing, analysing, reflecting and acting upon all the factors or processes (related to project, organisation and environment) that affect development outcomes. This is under the presumption that if this four steps process (capturing, analysis, reflection and action) happens with the desired quality, then development outcomes can be better achieved. 

Herein below, the constitution of the MEAL system at three important levels (CSO, State, National) of PACS program is explained in brief followed by what the MEAL system will provide to these levels of the program for ensuring improved program delivery:  

MEAL at CSO level:

"Learning without thinking is labour lost;
thinking without learning is dangerous." ... Chinese proverb
MEAL promotes learning and thinking processes. This is most crucial at CSO level as most of the information and learning originates from here. MEAL at CSO level is a framework to strengthen existing systems for ensuring delivery of better results and organisational growth. It has number of ideas, tools and techniques, which are customised, working closely with the CSO or network partners (for a network project), stretched over a period of time for improving the systems of the organisations.

The Monitoring System at CSO level involves three inter-connected elements.  These are: 

· Input and Activity Monitoring: Input Monitoring involve staff, money, material resources and capacity building inputs. CSOs will be supported in developing their systems for input and activity monitoring. The revised quarterly reporting format for CSOs captures progress on inputs and activities. 

· Process Monitoring: A structured method of understanding project processes is being introduced through MEAL. The method envisage CSOs conducting quarterly Process Reviews of their project, which will help them in better steering and shaping the project processes

· Output Monitoring: Output Monitoring is about tracking the progress of the project toward its’ stated “Outputs”. This is done through Annual Output Workshops by CSOs with staff and community. Output Monitoring is based on refined project designs.
The Evaluation System at CSO level has 2 elements:

· Community based Impact Assessment: CBIA is an annual exercise wherein the CSO conducts impact assessment workshops with the community in their environment i.e. in the field. The attempt here is to capture and analyse community perception regarding any significant changes in the quality of life, institutions and participation in the development process. 
· OD Self-Assessment: Civil Society Organisations operate in the environment created by the state, market, donors, other institutions and communities /stakeholders. This external environment is dynamic and CSOs have very little control over it. A strategic civil society organization will try its best to controls its present situation /environment as well as future prospects for organizational sustainability and growth. This requires greater understanding and application of organizational development processes by the CSOs. OD Self-Assessment provides that opportunity.
One of the PACS purpose is to enhance the capacities of CSOs, hence PACS motivates and provide support to initiate and sustain the OD process, which is triggered through a self-assessment tool developed for the purpose.

The Learning System at CSO level: Learning is an integral process, cutting across project, organisation and environment related processes. Different elements of MEAL, stated above capture project, organisational and environmental processes and hence provide learning. So the basic learning system at a CSO is established with all other elements /principles of MEAL. Additional mechanisms for the learning system at CSO level are:

· Learning Forums: These are information exchange and sharing opportunities among all key identified stakeholders. Based on the learning objective that the organisation /project set for itself, it identifies set of stakeholders with which communication and sharing need to happen. Then the mechanisms for the purpose are derived. These can be at various levels and are best described as learning loops where information flow is cyclic and continuous among these stakeholders at various levels. Some of the examples of Learning Forums at CSO /community level are Neighbourhood Learning Visits, Exposure visits, Meetings /workshops with stakeholders etc. Some of the examples of learning forums at state/national level are Peer Learning workshop, Regional/issue based workshop, website, newsletter, Resource Library etc.  

· Research and Innovation: Research is a need and Innovation is a strategy. Both are essential for organisational growth. There are always some issues where information gaps exist in an organisation for taking effective decisions. These issues are analysed internally and research requirements are formulated. These issues require more information to support decision making for planning and implementation. The commonality of the issue with other CSOs in the same region/ state or other states, would determine the level of research intervention required i.e. at the CSO /regional / state /national level. CSO can plan appropriate research intervention and seek specific support (for research design, methodology etc.) from PACS. Research here does not necessarily mean primary research, it can also mean sourcing information from research already conducted. It can also mean reading literature available on the subject. All depends on the issues of information gaps. The individual CSO level thinking and work on research will provide useful insights for the state PACS program.

The new approach for dealing with an existing problem / issue is called as innovation. Innovation is essential and CSOs generally do it without realising it as such. Conscious efforts at innovation in terms of strategy, institutions etc. will add to the organisation learning. 

For thinking about innovation ideas, CSO /network level discussion happen on how differently an issue, a problem can be tackled. The approach of taking up the short listed ideas could be decided in detail through open discussions with staff. Detailed action plan for operationalisation of the innovation pilot is prepared. These ideas are adopted on small-scale say 1-2 villages on a trial basis. The innovation pilot provides valuable insights into the approaches attempted and the results obtained. The findings become part of the organisational learning system and are CSO contribution to the development sector.

· Analysis/Synthesis and Communication from State/National level: State /national program have to privilege of knowing about all CSO projects information, their best practices, stories of change etc. Additionally through state /national level research, it knows a lot about social, political, economic and natural context of the state and regions within it. Lots of this relevant information will be shared with CSOs /communities in appropriate form. This sharing and communication will further contribute to knowledge and learning for CSOs and communities.

· Information Management: With information from multiple sources/ forums flowing in to the CSO, it is all the more important to manage the entire process of information flow. Information Management means that the process of information flow to the organisation and from the organisation is streamlined. Generally the organisations have all the information deposited in individual heads. It hardly becomes institutional memory. At the CSO level, improved information management would require study of its internal MIS and ensuring improvement so that institutional memory of documentation and experiences is available with the CSOs as and when they need. While developing our learning system, we need to think collectively as to how we can do this. The support for facilitating this thinking process is provided by PACS for the purpose.    
· Institutional Support: Various institutions like SS RO, PD RO, Communication and Advocacy agencies, CMS, and MC are involved with the CSOs in this learning process. They will naturally share their experiences with the CSOs and communities and hence further catalyse the learning processes.
MEAL at State Level 

PACS program involves state based resource organizations for supportive supervision and project development. Each state has at least one SS and PD ROs. Besides these organizations, CMS is involved as RO for MEAL facilitation. Larger function of these resource organizations is in supporting and handholding CSOs on areas of need. So MEAL at state level can be better understood as:

· MEAL at Resource Organisations level

· MEAL at state program level

MEAL at Resource Organisation level comprises of three standard elements, which are: 

1. MEAL Implementation Support:

a. Guidelines, capacity building for supporting CSOs in MEAL implementation 

b. Guidelines for managing state /national level program

2. Institutional Evaluation: Resource Organisations Performance Assessment (focusing on inputs, process, outcomes and impact of the support provided)  

3. Learning System (comprising of Learning mechanisms /forums, Research, Innovation pilot and Information management etc.)

MEAL at program level (state /national) comprises of four standard elements, which are: 

1. Knowledge Management, meaning:

a. Analysis, Aggregation and Consolidation of information at state /national levels  

b. Communication and sharing of best practices, innovations, thematic approaches, non-PACS approaches, stories of change, local/district level policy issues, govt. regulations, schemes and programmes, project management tools at CSOs including communities, district / regional/ state level stakeholders, govt. machinery and other external institutions etc. 

c. Feedback and sharing of experiences and perceptions of varied stakeholders

2. Facilitating national/ state /regional level researches and innovation efforts

3. Monitoring efforts and initiatives at national /state level   

4. Program Evaluation at national /state level (Programme achievement, organisational appraisals, achievements of networks, partnerships and advocacy efforts and coverage, thematic, geographical coverage of the program, program impact disaggregated by gender, socially disadvantaged and poor)
MEAL at National Level

The MEAL System at National PACS level has following elements:

· Continuous handholding support and strategic guidance to the MEAL team (MEAL units, SA, SS ROs, PD ROs) in the States

· Institutional Evaluations of MEAL units, CMS, SS RO, PD RO, NCAS, CHARKA and other institutions involved in the programme

· Institutional Co-ordination 

· Monitoring efforts and initiatives at National level partnerships, networking and policy advocacy

· Pro-active support to Information and Knowledge Management nodes of the MEAL units in states for catalysing learning process among key stakeholders and national level analysis and synthesis of information

· National level analysis, synthesis and consolidation of information 

· National level Information and Knowledge Management 

The MEAL System is designed around meeting information needs of various stakeholders so that they can execute their roles and functions effectively. A seamlessly functioning MEAL system will provide following information to various levels of stakeholders:

Table1: The MEAL System by levels: What MEAL provides for improving decision making & program delivery

	Monitoring
	Evaluation
	Learning

	CSO Level

	· Project progress - both qualitative and quantitative
· Understanding the project processes, quality of processes, pre-conditions
· Progress towards achievement of outputs

· Linkages with other programmes (Govt., CSO, private)

· Understanding of the social, political, economic and natural context within which project and organisation is working e.g. changes in socio-political situations, social dynamics at various levels
	· Baseline status: project community situation and organisational development situation

· Clear and concrete project design

· Progress towards purpose of CSO projects (project achievements)

· Community perception of impacts /signs of change: Changes at community level (livelihoods, institutions, participation, power relations, conflicts etc) 

· Disaggregated information on gender, poor, and socially disadvantaged

· Attributability of the impacts

· Issues and ideas for improved organisational development
	· Best practices, innovations, thematic approaches, non-PACS approaches, stories of change, local/district level policy issues, govt. regulations, schemes and programmes, project management tools 

· Experiences, perceptions and feedback of varied stakeholders

· Synthesised Information on issues of key concern

· Mechanism for improving information flow to and from project /organisation

· Experiences of other CSOs and Other PACS and non-PACS stakeholders 

	State Level

	· Analysis and aggregation of progress – input, activities and outputs of CSO projects 

· Progress on partnerships, networking and advocacy efforts

· Feedback and dissemination
	· PACS performance in the state-CSO achieving purpose and CSO capacity improvement and coverage (themes, geographical, poor)

· Achievements of network, partnership and dissemination

· Development trend 
	· Quality synthesized information that aids the process of supporting CSOs - best practices, thematic approaches, approaches used by other ROs, non-PACS approaches, stories of change, district/state level policy issues, govt. regulations, schemes and programmes, project management tools 

· Research for socio-political situations and other issues that can help in project planning, implementation

· Experiences of other PACS partners

· Best practices in SS and PD function across the state

· Best practices in MEAL across the state

	National Level 

	· Development trend at state and national PACS level

· Progress on partnerships, networking and advocacy efforts at national level

· Analysis and aggregation of progress at national level
	· CSO performance

· Institutional performance (SS RO, PD RO, CMS etc.)

· PACS performance
	· Quality synthesized information that aid the process of supporting CSOs - best practices, thematic approaches, non-PACS approaches, stories of change, state/national level policy issues, govt. regulations, schemes and programmes, project management tools 

· Synthesized information for dissemination

· Experiences and feedback within PACS

· Non-PACS learning

	DFID Level 

	· Overall development trend
	· Evidences of PACS improving CSO capacities

· Evidences of successful CSO programmes delivery
	· Evidences of learning system in place

· Dissemination to and from PACS


Institutional Mechanism for MEAL Implementation

The following is the agreed institutional mechanism for implementing MEAL:

· A MEAL Implementation Team (MIT) is responsible for facilitating and implementing MEAL.  This team is available at the state level and consist of one CMS State MEAL Co-ordinator, Two representatives from each SSRO (MIS, Research skills) and one representative from PDRO (OD skills).  Primary responsibility of the delivery of MEAL outputs is with MIT, with a key role being played by CMS State MEAL Co-ordinator. The detailed TOR for MIT is attached in Annex-8.

· For initial round of MEAL implementation at all CSO projects, 2-3 set up teams having one SS RO and one PD RO in each team are formed to facilitate faster first time implementation of MEAL at CSO level. The role of the set up teams is limited to first time facilitation of the MEAL system at all CSO projects in the state. The SS RO and PD RO will then evolve mechanisms for continuous support to CSOs for regularly conducting MEAL exercises. This is envisaged to become part of their normal visits to the CSO projects.  

· A State Core Group (SCG) consisting of a representative from each of the following organisations would be set up for each state which will be responsible for PACS program implementation at the state level:

· One representative from PD-RO

· One representative from SS-RO

· Three representatives from CSOs (on rotation basis) 

· MC -State Anchor, Program Manager-MC, PwC representative, MEAL National Co-ordinator

· CMS representative

· Communication person

· Advocacy person

· External invitee

Leadership and steering shall be provided by this group on MEAL at state level. The detailed TOR for the SCG is attached in Annex-9.

· National level MEAL implementation would be the responsibility of PACS-MC, who has appointed a National MEAL Co-ordinator at their Delhi Office.  The national MEAL Steering and Leadership will continue to come from the MEAL Core Group (MCG).

· Draft Terms of Reference (TOR) for these resource organisations agreed upon (included in Annex 1), which incorporates MEAL implementation

· The concept of ‘cluster hubs’ would be incorporated during implementation of MEAL.  

· MEAL will be mini-piloted initially in two states –Maharashtra and Jharkhand

· Based on the mini-pilot experience, MEAL is being up scaled in all the states simultaneously. 

· PACS envisage the implementation of the MEAL system in all the six states in one year by April 2005.

During the discussions with PACS-MC on 4 March 2004, it was decided that Maharashtra and Jharkhand would be taken for MEAL implementation during pilot phase, as these two states present the opportunity in testing the MEAL system in different geographical areas, socio-political situations, CSO capacities and thematic areas. It will also be an opportunity for national MEAL unit to develop mechanisms for synthesising information from two very different situations.

Strategy for ‘MEAL Implementation – Mini-Pilots and thereafter’

MEAL Implementation has been designed in four distinct phases: 

a). Set up: involved extensive planning for MEAL implementation
b). Mini-pilots:  involved piloting the system in Maharashtra and Jharkhand with three CSOs each
c). Synthesis: involved synthesis of piloting experience and refining the MEAL for full scale implementation
d). Up scaling: involves implementation process in all PACS states 
Outputs of MEAL for PACS:

· Structured reflection and learning at all levels leading to improved decision making process

· Analysed and synthesised reports (on progress, processes, outputs, OD assessments, community based impact assessment, research and studies conducted during the period, state and national level initiatives, best practices, strategies, approaches and innovations) at different levels (CSO project, state and national) for different stakeholders (viz. communities, CSO, RO, State Anchor, MEAL co-ordinator, Program Manager, Project selection committee, National Advisory Board, DFID, external stakeholders etc.)
· State program evaluation 

· Analysis of effectiveness of MEAL 

· Improving MEAL based on the experience

First three phases have been completed by Sept.04. Phase-4 has started from Oct.04.

Set up phase involved extensive planning and strategising for MEAL implementation. The key tasks accomplished in this phase were formation of MEAL teams at CSO, state and national levels, development of training and implementation modules, formation of State Core Group (SCG), MEAL Core Group and MEAL Implementation Team (MIT), scheduling of implementation, setting up of offices etc. 

Mini-pilot phase: Mini-pilots have been conducted in 3 CSOs each in Maharashtra and Jharkhand. The experiences and learnings of this phase are documented in an experiential learning report.

Key strategy is development of a MEAL Implementation Team (MIT), which is responsible for supporting CSOs in MEAL implementation in a state. TOR for the MIT is attached in Annex-8. For first time implementation of MEAL system, 2-3 special teams of one SS and PD RO each are required. These set up teams and MIT have been thoroughly trained on the system.  These teams are responsible for first time facilitation of MEAL in all the CSO projects. 

State level MEAL initiatives are also taken up by the MIT and SCG, which include knowledge management, monitoring, and evaluation of state level program initiatives (like networking, advocacy, etc.).  

Synthesis phase: Mini-pilots learning were synthesised and documented during this phase. MEAL design was also improved based on this experience. MEAL was introduced to CSO heads during Peer Learning workshop in all the states.

Up scaling Phase: The earlier strategy of full pilots in Maharashtra and Jharkhand was revised during RO Review Meeting on 6-7 Aug.04, wherein ROs of other states expressed their keenness to start the process in their states as well. 

This phase will also involve assessment of the effectiveness of the MEAL system in catalysing learning processes at various stakeholders level and for improving the quality of the program. A sample quick study is proposed for the purpose by a team of internal and external consultants. Pilot Experience sharing workshop will provide the further directions for the system implementation. The outputs of this phase will also be a revised and refined MEAL system with User Manual and Facilitators’ Manual.
MEAL Implementation at CSOs

MEAL at CSOs:

MEAL at CSOs is a reflection and learning framework, which is customised keeping in mind the specific requirements of the project /organizations and the existing systems. A team of SS and PD ROs facilitates this customization process. The MEAL ideas, tool and techniques provide useful start to the structured thinking process for systemic improvement. The brainstorming process on MEAL itself starts demonstrating the utility of the framework, which is further evidenced when synthesis of information from such reflections influence and improve decision-making process. 

The outputs from MEAL customization process will be in three broad areas of improved systems, improved reflection and learning processes, and improved movement towards development outcomes
. 

As explained earlier, MEAL at CSO level comprise of six standard elements which are: 

1. Input/Activity monitoring, 

2. Process Monitoring, 

3. Output Monitoring, 

4. Community Based Impact Assessment

5. OD Self-Assessment, 
6. Learning (comprising of Learning forums, Research, Innovation pilot and knowledge management etc.)
All these elements/principles are explained in the ensuing sections on individual elements. The MEAL System at CSOs involves following key exercises with tentative timeframe (to be customized for each CSO project):
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Inputs to MEAL:
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Quarterly Input /Activity Report

Quarterly Reflection Report

Output Workshop Report

Community based IA

OD Self-Assessment

Research

Innovation pilots

Learning Forums

Analysis /Synthesis


Key guidelines for Facilitators:

Output of MEAL customization at a CSO Project…

Systems:

· Realisation and consensus for systemic improvement among project staff

· Identification of areas of improvement in the existing systems 

· Clear and common understanding of MEAL framework and principles

· Development and customization of guidelines, tools and mechanisms on all 6 principles

· Improved documentation, reporting and information management

Reflection and Learning:

· Promotion of collective thinking and learning process, leading to identification of critical issues for the project /organization for strategic corrections

· Development and application of improved mechanisms for stakeholder interaction and learning

· Project /organization wide capacity building 

Development Outcomes:

· Improved understanding and steering of project, organizational and environmental processes

· Concrete action plans for implementation of ideas for improvement

· The first step of the customization process is to understand the existing systems for capturing different MEAL elements /principles. Based on that understanding and based on further sensitisation of the CSOs to improve the systems, efforts are then made to chart out concrete improvement measures in line with the MEAL tools and techniques. 

· The main methodology for the conduct of these elements is reflection exercises by CSO with staff and community at regular periodic intervals, facilitated wherever required by support team of SS RO/MIT/SA (e.g. Annual Output Workshop where CSO with staff and communities reflect on where they have reached in their progress towards their stated outputs in the project design). 

· The discussions on each MEAL elements shall be paced with the learning speed of average CSO participant.  

· The task on any individual elements shall to be taken to the logical conclusion of arriving at concrete action points for improvement before proceeding to other element. Clearly emphasis is on promoting improved understanding and movement towards development outcomes rather than mere systemic improvement.

· So every CSO will have different improved mechanisms for monitoring, evaluation and learning within the project /organisation.

· The approaches of MEAL System are such that it allows not data but analysis to flow from CSO to MIT (institutional mechanism for MEAL operationalisation) to MC-PACS. This way, most of the problems of data quality and transmissions losses in traditional monitoring systems are taken care of in MEAL. Also analysis is shared and reflected upon jointly (CSO and MIT/SS/PD RO), so feedback and action loop can also operate, which is most crucial for an effective system.

· MEAL also envisages improvement efforts in the existing MIS of the organizations (e.g. field data collection, reporting to project office, project office analysis, monitoring checklists etc.). In fact as MEAL starts getting implemented in some CSOs, best practices followed by them in this area can be shared with other CSOs.

· Finally, the system integrates monitoring, evaluation and learning into the normal processes of CSO project functioning (different mechanisms spaced out at different time period as shown in the chart above) and hence does not intend to put too much extra load of work onto the CSOs but with immense utility of MEAL arrangement, some extra efforts are anyway very much justifiable and with support system well in place, CSOs should be able to successfully make that necessary transition.

Some Do’s for Facilitators:

Facilitation Approach and Sensitivity:

Implementation of MEAL involves a change process (for some organisations it might be a big change from the existing system), smooth handling or facilitation of this change management process will require great deal of sensitivity and flexibility on the part of facilitator. There can’t be one standard approach of facilitation, as this needs to be altered as per the emerging situation, or as per the learning abilities, maturity and willingness of the organisation where MEAL implementation process is on. This, facilitator should understand, is not just the systemic change but also slow changes in organisational climate, openness, acceptability of new things, motivation levels and attitudes, pre-conceived notions etc. It is critical that the facilitators fully imbibe the spirit, ideas, elements, tools, techniques and facilitation approaches of MEAL
. If there are some unclear issues or issues where the facilitator has some conceptual differences, it is wise to raise these issues and get clarity and let these concerns be resolved rather than taking them to the CSOs. 

· Full preparedness of the facilitator esp. the first time such facilitation is being done is of utmost significance, as this will affect the quality of outcomes from the CSO level implementation exercise. Critical areas where facilitator should check whether s/he is sufficiently prepared are:

a) Clear understanding of the MEAL tools and techniques

b) Clear understanding of the facilitation approaches for these tools and techniques

c) Clear understanding of the CSO project design

d) Understanding the processes of the CSO projects thus far

e) Clear grasp of issues which have been highlighted in the CSO progress reports, SS RO monitoring visit reports, feedback etc.

f) Some understanding of the social context of the CSO project

g) Some understanding of the cultural sensitivities of the organisation  

· Since a team of facilitator will guide CSOs in the implementation process, it becomes important that each member of the team understand their roles and responsibilities. Also important for the team to do co-ordination planning during the facilitation process to avoid any confusions resulting from uncoordinated efforts.

· Listening first is the foremost principle of the facilitation of implementation process at CSOs. Greater emphasis needs to be placed on understanding the project, current processes, existing systems, social context, achievements and areas for improvement. So initial part of facilitation process may require facilitators to listen and analyse and guide the further process based on this analysis.

· The facilitators can use any of the following methods during the process, depending upon the requirements (methods to be used can be planned during team meeting before the CSO piloting):

a) Lecture – for explaining and introducing MEAL concepts

b) Group Discussions –small and large groups; brainstorming on specific issues should happen preferably in smaller groups

c) Games –as energizer and monotony breaker and for specific purpose of creating more clarity about a concept e.g. 

d) Case Studies –for collective analysis of a situation leading to certain conclusions and common level of understanding on specific issues

e) Role plays –for mock exercises esp. before CBIA in the field

f) Direct Observations–of meetings and reflection processes to suggest some improved methods

g) Debates –on specific issues of concern to fully address them rather than moving forward without resolving some of the fundamental issues

h) Participant Observation –to provide feedback for improving the discussion process  

Broad process of MEAL Implementation at CSOs:

As mentioned above MEAL involves extensive customization work with every CSO. Since first time full implementation work is quite immense, hence it is envisaged that this will happen in 2-3 workshop sittings of 3-4 days each with each CSO project. Keeping this in mind, MEAL implementation at CSOs have been divided into three modules, tentative breakup of which is given below:

Phasing of MEAL at a CSO Project:

· Module 1: Input /Activity Monitoring, Process Monitoring, Output Monitoring
· Module 2:  Follow up on Module 1 accomplishments, CBIA, OD Self-Assessment, Learning System (Learning Mechanisms, Research and Innovation) 

· Module 3: Follow up on Module 1&2 for learning and action, Information Management 

Input /Activity Monitoring

Inputs to a project are Human, material and money. Activities of the project are those envisaged in the project design for addressing a problem situation in an area. Both these are essentially tracked by every project. MEAL provides opportunities here for:

· Simplifying the format for tracking and documenting these elements

· Understanding and improving internal Management Information System (MIS) to capture most of the relevant information on these heads from the field to the project 

· Ensuring uniformity across all CSO projects for better state /national level analysis

A simple 4 page quarterly reporting format have been developed, tested and refined. The format largely captures quantitative information on following key aspects:
· Progress on inputs (staff composition, strength, expenditure and resources) and activities during the quarter against quarterly work plan (as agreed in Annual Planning Exercise)

· Coverage by area, target group, by gender, by poor and marginalised

· Capacity building input received during the quarter

· Non-PACS complementary activities undertaken

· Action taken by CSO on feedback provided by MIT /RO /MC
· Plan of Action – next quarter including capacity building inputs required
QPR for input/activity tries to capture largely quantitative progress. Some of progress is captured cumulatively while some progress figures are reported only for that quarter. Fro details please see the format.

Facilitator to this format in CSO need to use a two step process of discussions of the format with a smaller group followed by sharing it with all staff. During these discussions, a comprehensive reporting system will be developed for every CSO (both lead CSO and network partners) from field level to project office level. The two steps are described in detail below: 
Stage 1: Facilitator discussing the format with a small group  
Before the discussions with all the staff, it is important for the facilitator to understand the existing reporting system in the CSO from the field level to the project office. This will help in identifying areas where this information flow from field need to be fine tuned responding to the requirements of the new format. This can be achieved through discussions with a small group on this format, before sharing it with all staff.

· Explain in detail the rationale of the formats and what it tries to capture. 

· Discuss who report which part of the information in the format

· Discuss what problems are envisaged in filling it up

· Let them fill up one format based upon their last quarter’s data

· Explain the areas that need improvements / clarification
· Identify problems in the process and devise ways to solve them
Stage 2: Introducing the format to all staff by Project Co-ordinator

· Project Co-ordinator explains the format to all the staff

· Facilitator would be observing the process and preferably communicate some observations of small group discussions on the format

· Discussions ensue on how to fine tune the reporting system to meet this information requirement
· CSO identifies such systemic corrections and plans are firmed up for the purpose
Process Monitoring

MEAL introduces a structured method of process monitoring in the PACS program. Before delving into details of the method and how CSO will implement it and how SS RO and MEAL unit constituents will facilitate CSOs in undertaking it, let us understand the basics of Process Monitoring and why it is so necessary in the PACS program.   

Process Monitoring Concepts:

Definition: Process Monitoring is a management instrument for steering the processes for achieving the desired results. Process Monitoring is a sequence of activities for consciously identifying /selecting the processes, and selectively and systematically observing them, purposefully reflecting on the observations and devising course of corrections for better steering and shaping the processes.

Variables that affect quality of processes…

· Planning – how well a particular activity or sequence of activities is planned

· Delivery –how well a particular activity or sequence of activities is delivered

· Follow up – how well follow up after completion of an activity or sequence of activities is undertaken

· Context – how well the context /environment /stakeholders are understood and managed during this process 

· Observation – how well the above process (planning, delivery, follow up, understanding and managing social context) on a particular activity or sequence of activities is consciously observed 

· Reflection – how well collective reflection on the individual observations happens

· Action – how well the actions for improving further round of processes are envisaged and undertaken

Concept: MEAL system would focus upon two basic dimensions of the process. First, processes related to project activities of CSOs (e.g. awareness campaign and quality of process in implementing this activity) and second, processes related to project milestones of CSOs (e.g. Bringing forth community leadership can be a project milestone, and if it is then need for looking how this milestone is being achieved, whether the processes being followed is right or strategic or operational changes in the way program is being conducted to achieve this milestone)

Factors influencing the process: Social situation in the village (e.g. how ex-sarpanch is influencing the village development, negatively or positively) and social context of the village (e.g. laws and regulation of Panchayati Raj, Local Govt. Administration attitudes etc.) are among the factors influencing the change process in positive or negative way that a CSO project must be able to understand and address. 

Importance: A CSO project need to understand the processes and how they inter-link with each other and how they can impact upon the development outcomes, then only it can prepare its strategies and action plan to deal with them for ensuring the best possible outcomes for the project communities. If CSOs first understand the project processes, then observe and reflect upon these processes and then prepare their revised strategies and action plans for moving forward, then probably the purpose of ensuring “quality of processes” in the PACS program area can be suitably met. In everyday practice, process-monitoring activities are a matter of course for CSOs as they continuously observe the process of their activities, changing village situations and changing social context. What MEAL introduces is a structured way of reflecting on these observations and making strategies and action plans for better steering of the processes.

Process monitoring in MEAL:

Three dimensions of Processes:

–Related to Activities

–Related to Milestones

–Related to Social Context (Village /broader context)

Four step process:

–Process Guidelines: identify process issues and success indicators associated with these issues for activities and milestones  

–Process Observation & preparation for the review: observe processes related to activities, milestones (based on the guidelines) and social context (based on the separate checklist) 

–Process Review: reflect on processes, issues and indicators associated with them on activities, milestones and social context
–Reflection and Actions: devising concrete action plans for better steering of the processes
1. Process Identification /Selection: 

The first task for conscious process monitoring and steering for the CSO is to clearly identify the processes wherein it will focus it energies on. Processes for the CSO projects are happening at different levels, these are:

a) Activities –preparations for the activities, quality of conduct of activities, follow up required 

b) Milestones – breaking the project deliverables into specific milestones (e.g. Village Entry, Baseline completion, Group Formation, Group Strengthening, Community Leadership etc.) 

In addition to the above, the CSO project needs to understand the implications of processes happening at socio-political level in the village (e.g. influence of an individual in the PRIs functioning, partisan behaviour of village elite etc.) and outside the village (insensitivity /attitude of local administration, laws and regulations etc.).   

The tasks for CSO at this step is to identify the processes at activity and milestone level, identify the issues related to each of the processes and then identify the possible indicators for assessing these issues. 

So Process selection process includes formalization of Process Guidelines for the CSO project, based on which the CSO can take periodic review of the progress it has made. 

2. Process observation: 

All the CSO staff can never monitor all the processes at different levels. For example, a Community Organizer will be more concerned about the processes happening in his/her villages rather than at the project level. On the other hand project management will be more attuned to looking at processes at the project level. So at the organizational level understanding is required as to who will observe what processes. 

Simple Process monitoring steps for a CSO…

· First we identify all our key activities/milestones

· Then we proceed on to identify issues and indicators that we need to keep in mind for ensuring quality of the process for each of these activities and milestones

· With the above done, we have prepared our process guidelines

· Now we should consciously observe whether we are working in the way envisaged in the guidelines

· Simultaneously we will observe the context in which these processes are happening e.g. to a leadership training activity to women how are other stakeholders, village elders and opinion leaders are responding

· Then we reflect on these including on the social context issues for questions like how well we have done and how can we improve… 

· And finally we identify areas of achievements and envisage action for improvement  

A definite kind of observation methodology has to be evolved in order to ensure uniformity in the pattern of observation. The process observation methodology should provide scope to measure the progress against certain given indicators and may be presentable as progress information in a comprehensive way.

3. Reflecting upon the processes: 

Then the most important step in process monitoring for CSO is to conduct process review with staff periodically (ideally monthly review meetings should discuss processes, but since all partners and all staff need to be involved in the exercise, quarterly can be a more realistic period). Each Process Review is a stock taking event wherein every project village processes are discussed. Here the process guidelines that project has framed for itself provide a useful pointer for catalysing discussions.

The Process Review is largely “Exchange of Experiences” between project staff who has involved themselves in conscious process observations. Process Reviews need to be facilitated by Project Co-ordinator.

The tasks for facilitators in this exercise need to be performed from the seemingly opposed standpoints of detachment from and involvement in the process. CSO must make a calm and sober attempt of what is objectively going on, whilst at the same time part of the process. Both attitudes are necessary.

There is no one method of producing quality reflection of processes. CSO need to experiment on many methods of reflections e.g. appreciative enquiry, problem tree, case studies, examples etc. for aiding reflections process etc. 

4. Action based on reflection: 

Process Review is not an end in itself. The above three points are just to aid achievement of this fourth one with quality. It is the ultimate objective of the MEAL system to take up all the required and necessary corrective action and develop new strategies for improved program delivery. Each action point shall identify the responsible person for it and the timeframe within which the action need to be completed. The next process review should take stock of the action points before proceeding on to do the review of processes in the preceding quarter.

5. Quarterly Reflection Report on processes and learning:

Each quarter CSO project (including lead CSO and it’s partners) will reflect on processes related to activities and milestones. In addition to that some checklist of issues will guide the CSO in holding the discussions on social context issues. CSO will document their quarterly reflections in a reflection report format. The project can identify some new issues for discussions in the agenda for each quarterly reflection. Some of very general issues have been provided in the quarterly reflection format. Please refer to the format for detailed understanding of it. It is also important to mention here that format does not capture all the specific issues wherein the project will have discussions on during each quarter. These issues need to be separately documented.  

Guidelines for Facilitators: 
· In everyday practice, process monitoring is a matter of course for CSOs as they continuously observe the process of their activities, changing village situations and changing social context. What MEAL introduces is a structured way of reflecting on these observations and making strategies and action plans for better steering of the processes.  

· Both the aspects of processes viz. activities and milestones can be clubbed together, as it has been felt during mini-pilots that developing distinct understanding of both is difficult and time consuming. Moreover, understanding about “process” of CSO staff members means either activities related processes or milestone related processes. Whatever it is, a beginning can be made by starting from that understanding rather than developing artificial intelligence on activities and milestone both. 
· The first time the process monitoring idea is introduced to CSOs, various facilitation techniques like story telling, mind mapping, easy questions and answers etc. can be used to explain the concepts and importance of process monitoring. 

· In some CSO setting, the first task of facilitator may be letting staff members realise the importance of process monitoring and how it can affect and influence the project outcomes. It is important at this point in time not to burden CSOs with too much of theory and conceptual details of process monitoring i.e. no need to explain the entire idea at first go. Go bit by bit and see the responses and based on that develop the strategy of explaining the whole idea.
· Two or four (as per the need) groups may be allotted the responsibility of developing process guidelines Key Activities /Project Milestones. The format for the purpose can be as given below:

	Key Activity/Milestone
	Process Issue /Sequence
	Quality /Success Indicators

	
	
	


· For simplifying the process, facilitator can ask groups to identify only the key activities /milestones and frame very critical success indicators for these activities /milestones. A simple 5x3 matrix (5 milestones, 3 key indicators for each milestone) can be constructed following this approach.

· Once Groups prepare their process guideline table, then facilitator can encourage open house discussions on each of the parameters. Here facilitator need to be involved in guiding the discussions so that the final process guidelines that emerge from the session are comprehensive i.e. capture most of the project processes, their detailed sequence and success criteria /quality indicators associated with every key activities /milestone. This document all processes of the project and provide CSO project a frame for initiating discussions on these processes (what and how much have been achieved and where to improve etc.) 

· Facilitator then needs to introduce the quarterly reflection format and demonstrate how quality discussions can be conducted on various issues raised in the format. A staff member shall be assigned the responsibility of documentation for the purpose. So during the entire discussions on processes, issues related to all types of processes get raised, discussed, debated and process correction steps are planned. 
Output Monitoring

Output Monitoring Concepts:

PACS program provides all possible flexibility to CSOs to develop their project based on the need of the area. CSO designs the project and start implementing it. The outputs achieved by CSO projects leads to outcomes and then to impacts, which results in improving the situation in the area. But is this cycle so simple as it looks in the diagram below?
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PACS program area is one of most challenging and difficult area to produce development outcomes. Many factors like endemic social structure which disallows marginalised to get to the mainstream, unresponsive power structure of the govt., and marginalised themselves who are voice, information and capacity poor, will impede the process of achieving the development outcomes. PACS program have identified these impediments and CSO project designs are actually woven around tackling these issues. But development outcomes in terms of improved situation will only be possible when CSO continuously monitors the inputs, the processes, the outputs and the impacts. MEAL covers this spectrum of monitoring from inputs to impacts (process monitoring is explained in detail in previous section and CSO level impact monitoring is explained in detail in the section ahead). For ensuring achievement of outputs, CSO need to look back periodically (at least every year) and see how far they have reached in achieving their stated outputs (in the project design) and identify in the process course corrections and strategic revisions. This is what Output Monitoring entail. 

Why Output Monitoring…

It has been observed that various factors obstruct the process of achieving the outputs/outcomes. Few of them are not in full control of the organisation /project e.g. unresponsive power structure of the government, restrictive social structure, negative influence of the village leaders etc. Few of them can well be responded with improved strategies and approaches by the organisation /project, if problem areas are known well in time…this is where a reflective process of Output Monitoring helps. 

Output Monitoring is about keeping a continuous eye on the project “deliverables”, defined as outputs in LFA terms. This is best done through collective and quality reflections among staff and representatives of community on outputs and their stated indicators. A well-done reflection will do two things:

· Provides evidences of achievements on outputs
· Suggest timely corrective actions in some areas    

Output Monitoring is tracking the progress of the project towards achieving its outputs. Output Monitoring is also about devising ways and means for increasing the pace of progression towards the outputs during the course of the project.

An effectively running output monitoring exercises in a project will ensure the achievement of project outputs by the time the project duration get over, and if assumptions stated in the project designs does not change drastically then development outcomes and improved situation also have the potential to be achieved. But it is to be remembered though that output monitoring is only a management tool, so it will depend on the management how effectively it uses the tool.

MEAL introduces Output Monitoring in PACS program through a simple mechanism of Output Workshops that CSO need to conduct every year involving their staff and community. Output workshops are once in a year opportunity for CSOs to take a look at their stated outputs and indicators and collectively reflect on how far they have reached in achieving them. A quality reflection process with staff and community on output indicators may be an eye opener each type CSO conducts it.

Pre-requisites for Output Workshop

Good Practices for a Project Design…

There are six good practices for any design process of a development intervention. These are critical during formulation and start up and when any revision of the project is undertaken:

· Involve all relevant stakeholders in the participatory processes of project design

· Undertake a thorough situation analysis, together with primary stakeholders, to learn as much as possible about the project context. Conduct detailed problem analysis based on the information in a collective brainstorming mode.

· Conduct strategy analysis and develop a logical and feasible project strategy that clearly expresses what will project do (activities), what it will deliver (outputs) as a result of that, what will it achieve (purpose), what will it contribute to (goal).

· Agree and focus on cross cutting issues like poverty, gender and participation, long term capacity development (institutions and individuals) and sustainability 

· Conduct risk analysis and develop plan for managing risk  

· Build in opportunities and activities that support learning  

The concept of reflection on Output Indicators is much more useful, if the project designs is clear, comprehensive, in line with PACS thematic focus, captures the key issues /components project want to address or is addressing. During analysis of CSO Project design, it was realised that each design need revisiting and refining so that design become much more concrete. So MEAL has devised a mechanism of “design correction” after about 6-8 months. By this time, CSO will have better understanding of community needs and social context, so design correction at this stage will be a more realistic exercise.

Another pre-requisite for worthwhile output monitoring is the availability of baseline information. This baseline status needs to be collected for all indicators as framed in the project design. This mean that the right time for collecting baseline information of the project area is after revision and refinement of the project design i.e. at about 6-8 months in the inception phase of the project. This will be most appropriate time, as by this time CSO would have developed good rapport with the community and hence more truthful information about baseline situation can be obtained. The baseline tools should be developed by CSO with support from ROs and MIT. It is suggested that baseline tools involve both PRA and Survey based techniques. It is also important that the baseline effort is first piloted in 2-3 villages with involvement of all staff and thereafter the exercise can be upscale for all project villages. After conduct of baseline CSO should bring out the baseline document for the project. In documentation, ROs will support and guide them.   

Guidelines for Facilitators for CSO Project Design Refinement:

The exercise of project design Refinement requires facilitation by ROs. The facilitator’s main task here is to ensure the ownership of every member of the staff to the design that is finally fine-tuned. The six best practices as depicted in the above page are key to a concrete project design. Further more, following guidelines will help the facilitator in assisting CSOs for improving project designs:

· PACS have evolved its thematic guidelines (see annex-1). So the project designing process should consult these guidelines for the thematic areas the CSO is addressing. 

· Project design for CSO is based on LFA principles. The hierarchy of LFA objective need to be explained in simple terminology like what CSO will achieve during Project duration of 4-5 years (Outputs), what can be achieved in 6-8 years (Purpose) and what can be achieved in 10 years (Goal). 

· Once CSO derives their objectives as per achievements at different timeframes, and then it can be facilitated to work on indicators for each of these achievements. 

· As a best practice, the refined design can be validated with community.  

Output Workshop

With the concretisation of Project Design and with collection of baseline information for all the indicators of design (and identification of information gaps) CSO has prepared the base for output monitoring. The first Output Workshop should ideally happen after one year of project duration. By this time the project design should be concretised and baseline information collection on all indicators of revised design should be completed by the CSO (with necessary and sufficient support from MIT). When CSO conducts an Output Workshop, it means that it has committed itself for a larger objective i.e. delivering outputs rather than mere activities. Few key pointers for CSO while conducting such a workshop once a year:

· Prior preparation by every staff member is sine qua non for a useful workshop. Since everybody knows baseline and indicators hence every field staff should be ready with facts about the progress in his/her area on these indicator against the baseline. In fact these information should be submitted to the project office so that summaries can be prepared and presented in the workshop.

· So workshop start off with presentation by Project Co-ordinator /MEAL Co-ordinator, or who has taken this responsibility, of the summary progress that the project has made towards its output indicators

· This should spark off discussions about progress on each indicator in different project villages esp. where the progress is not up to mark

· The staff members should reach consensus in assigning a status of achievement on all output level indicators on five point scale (Fully Achieved /Mostly Achieved / Partly Achieved /Some progress /Not Achieved)

·  This should lead to further analysis why the progress is some areas is good and why in other it is slow

· The analysis should lead to action points for the projects on how best to address some of the indicators in some of the areas with changed strategies and approaches

· All action points should be accompanied with the responsible person for them and the timeframe by which the action points will be acted upon

· For ensuring quality reflection and participation of all staff, CSO project can experiment with various techniques of inciting participation and sharing from all staff. Herein SS RO /PD RO support the project.

· Participation from representatives of community enhances the quality of reflection and leads to validation in some cases

· This will not happen as easily as community members to speak up in project office on issues being discussed will be very difficult. So it means that project should provide space and time for community members to react as per their perceptions

· Output workshop leads to identification of issues and areas where project need much more efforts than currently being given. This will not happen without an attitude of critical self-reflection during output workshops. 

· CSO can also remember that this is not a performance appraisal for the project. It is an internal exercise (wherein external facilitator only coming in for improving the quality of the process) meant for identifying areas of improvement, and also strategies and approaches, which will lead to desired improvements. Ultimately it is for ensuring better outcomes for the community with revised project strategies, if so required 

· One of advantages of output workshop is that it generates project wide clarity about the outputs that project need to deliver. During output workshop, it may also happen that entire project team recognises that outputs themselves need to be reframed as situation might have changed quite drastically in the last one year!

· It may also happen that CSO feel the need for diluting or strengthening some of the indicators as it is felt that with current efforts only that much or much more can be attained. CSO are provided that flexibility (with appropriate reasoning) by the PACS program

Guidelines for Facilitators (Output Workshop):

Output Workshops are an important event in the life of a CSO project; hence facilitators should ensure sufficient preparations by CSO before the conduct of such a workshop. Preparation for CSO means that each field staff submits the progress on indicators in his/her area to person assigned with responsibility of MEAL system co-ordination and implementation. Facilitator should also be fully prepared with full facts of progress made by the CSO (CSO QPRs, monitoring visits reports, SS RO consolidation reports, MIT analysis, CSO other reports etc.) during last year.

Facilitator main task is to ensure quality of reflection process. For that he/she can initiate many techniques like appreciative enquiry, problem tree analysis etc. for improving the quality of discussions.

One of the criteria for judging the quality of discussions for the facilitator may be the emergence of action points. Facilitator should ensure that the exercise is leading to concrete action points for the CSO for improving its strategies and approaches.

One of the dangers that are being perceived for this exercise is that with external facilitator participation, the CSO will try to project good image of progress and hence avoid issues, which actually need to be brought out at such a forum. Facilitator will have the responsibility here to make CSO understand the true purpose of reflections on outputs.

Facilitator should ensure that all grades that CSO provides its progress are backed by sufficient examples and validations.  

OD Self-Assessment

The life of an individual, if it is to be meaningful, successful, satisfying and result oriented needs to regularly and reflectively reviewed and mid course corrections carried out at periodic intervals. An organisation is a living organism hence this is all the more true of the life of an organization, as they also needs to constantly renew themselves…
 

OD Self-Assessment- in a nutshell…

OD deals with organisational processes at both the conscious and sub-conscious levels. OD self-assessment approach is one way of understanding and bringing out essence of these processes at both the levels. OD self-assessment triggers the OD process and for this it requires collective reflection within CSO at all levels and functions, irrespective of the projects the different staff is associated with. Hence about a day workshop will be useful for conducting the OD self-assessment exercise. In this four-stage triggering process, initially all staff, as many as possible, provide their perceptions of organisational standing on different issues, followed by analysis of individual survey. This analysis is presented to the all involved in the survey and thereafter interaction happens within diverse small groups analysing whys of current situation and hows to improve. Small group then present their observations in plenary involving all leading to formulation of some concrete plans for organisational development and change. 

Civil Society Organisations operate in the environment created by the state, market, donors, other institutions and communities /stakeholders. This external environment is dynamic and CSOs have very little control over it. A strategic civil society organization will try its best to controls its present situation /environment as well as future prospects for organizational sustainability and growth. This requires greater understanding and application of organizational development processes by the CSOs. OD Self-Assessment provides that opportunity.

An organisation involve groups of individuals, hence the OD process is defined as an intervention strategy that uses group processes to focus on the whole culture of organization in order to bring about changes in a systematic and planned manner for better achieving organizational goals. OD self-assessment is one of the approaches of triggering this OD process. 

David Korten in “Learning Organisation Theory” says that the learning organizations go through three phases:

· Learning to be effective: for better addressing the needs and priorities of the target group

· Learning to be efficient: Streamlining operations through Standard Operating Procedures (SOP) and then focusing more on strategic and higher value tasks 

· Learning to expand: Strategy formulation and application for transforming inherent strengths into competitive advantage for replication, dissemination and organisational growth.

OD begins with the acceptance of the above facts leading a learning organization to reflect collectively on where they are and how to improve further. 

Overall OD is a change process. It is all about bringing desirable changes in planned manner.  Associated to this change process are many issues, primary being that it is a difficult process to initiate and even more difficult to sustain. For even initiating this process, motivation to change need to be available in the organization. If this first hurdle is crossed, then organizational change management requires work in following critical areas:

· Monitoring the change and growth process, ensuring participation of all

· Developing strategy for collaboration, networking and alliance building

· Conducting innovative external and internal scanning

· Developing structures that facilitate strategic planning and change

· Developing systems for monitoring, evaluation and learning

· Culture building for leadership development and team building

· Ensuring competence and professional growth of individuals

· Finally conflict resolution arising out of this change process

OD Self Assessment approach helps the organization in:

· Better understanding of social relevance and impact of the existing vision-mission-strategies in a constantly moving environment
 

· Providing an opportunity for self and collective reflection on organisation’s –

· Process of functioning

· Values and styles

· Decision making process

· Inter-personal relationships and team building

· Systems and practices

· Specific issues critical for organizational growth

· Ensuring realization of achievement of individual and collective potentialities

First time application of the OD Self-Assessment approach happen in four stages. But even before this process starts, an organisation wide understanding and consensus on the OD process and self-assessment approach for the purpose is very desirable.   

Stage 1 is “diagnosis stage” that   leads to identification of the issues related to OD, with the help of an individual questionnaire. There are 52 questions in the questionnaire related to organizational issues. In stage 2, analysis and presentation of the survey findings are done. In stage 3, small groups are formed for the discussions on key identified issues. In stage 4, small groups make presentations on their discussions to the Plenary for further discussions and action plan. All four steps are explained in detail below:

Steps in first time application of OD self assessment
Stage 1: Individual Survey 

This is the first stage of initiating the structured OD process in the Organisation. This stage can be called the “diagnosis stage”, as this leads to identification of the issues, where OD efforts of the organisation should be focused.

There are 52 key questions in this diagnostic tool. All the questions are supposed to be answered by all staff and management members of the organization, anonymously. About 30 minutes are given for individuals for filling up their perception of the organizational standing on OD issues.

Scaling of 1-5 is used in the survey tool. Any rating/ score that a staff /board member of the organisation give relate to her satisfaction level with the organisational performance on each of the 52 questions. It is important to cite here that all questions are arranged in 13 different blocks. In a particular block, there are about 3-5 questions. A person can rate organisational performance using 1-5 score only once in a particular block i.e. if a person assign a score of 5 to a particular question, the same score can not be assigned to any other question in that block. This is priority-scoring technique wherein effort is to let the individuals of the organisation think hard before assigning a particular status to any question. 
The broad parameters to which questions are related are:

Governance:

Governing Body and Mission /Goals 

Stakeholders Participation and Leadership 

Management Systems:

Organizational Structure and Procedures 

Planning, Monitoring and Evaluation Systems 

Organizational Learning 

Human Resources:

Human Resource Development 

Human Resource Management 

Financial Resources:

Accounting and Budgeting 

Auditing and Reporting 

Quality of Program Delivery:

Quality of Service Delivery by the CSO 

External Relations:

Stakeholders Collaborations 

Local and other Resources 

Sustainability:

Program and Institutional Sustainability 

The above areas are not specified in the survey tool to avoid ranking based on the broad parameter rather than the specific issues within it. 

Stage 2: Analysis & presentation of the Survey findings

An analysis core group with representation from all levels of the organisation is formed before stage 1.

All the individual priority scores are fed into an excel analysis sheet available for the purpose. The analysis generates the percentage frequency of responses for different scores (1-5) for each question i.e. How many persons have responded a score of 4 for a particular question and so on…

For the management decision-making purpose, these frequencies are analysed by clubbing higher score of 4-5 in one category (called C), 3 in one category (called B) and scores of 1 and 2 in one category (called A). Meaning of these A, B, and C categories are:

· Category A (Scores 1&2): Immediate Action Required

· Category B (Score 3): Currently satisfactory, Needs Improvement

· Category C (Score 4&5): Maintain current status

Actual percentages of persons who have responded in particular category on each question are immediately available from the software created for the purpose. The tool covers the seven broad parameters, with 1-3 sub-parameters and 3-5 questions under each sub-parameter. So the similar analysis is possible at sub-parameter and broad parameter level e.g. the organisation will be able to decipher what percentage of people have shown highest satisfaction level (Category C) with “stakeholder participation and leadership” sub-parameter under broad parameter of “Governance”. Similar answer will also be available at overall governance level.

Besides the above, the software provides another interpretation opportunity. Frequencies in A, B, C categories are colour coded by following the following formula:

	Colour
	General Formula used for frequencies by Category

	
	A (Score 1-2)
	B (Score 3)
	C (Score 4-5)

	Red
	>50%
	>75%
	<25%

	Yellow
	25-50%
	25-75%
	25-75%

	Green
	<25%
	<25%
	>75%


As the above table shows, colour coding helps the organisation in immediately visualising the trends in responses e.g. if greater than 75% staff members feels highest satisfaction level (score of 4-5) on a question /sub-parameter/broad parameter, then it is automatically shown in green, which means that the organisation just need to maintain status as most of its staff are happy with it. That will not be case when less than 25% staff members respond to a question with a score of 4 or 5, in which case this will be shown in red, meaning that some immediate action is required. 

Software provides flexibility for the management to change above percentages for the formula for showing different colours e.g. if the management feels that if >40% (instead of 50% as set in the general formula above) persons provides a score of 1-2 to a particular question /sub-parameter /broad parameter, then it is cause for concern and hence Red colour need to flash there automatically.  

Analysis Core Group at this stage, understand and discuss these results, make interpretations and then decide on the critical findings to be presented to all. The groups then present these findings to all staff and board members who have participated in the survey. 

Stage 3: Small Group discussions on findings

Random small groups will be formed for further discussions and exploration on critical issues presented by the analysis core group. Each small group will deliberate on the given issue in the following sequence:

· “Why is it so” for identifying some root causes of the problem related to the issue
· “How it can be improved” for identification of ways of addressing the root causes
· “What can be the facilitating and constraining factors” for the change being deliberated and finding feasibility for the same

· If there will be many constraining factors what can be the alternate strategy for starting a process of weakening the constraining factors
Stage 4: Small groups presentations to the Plenary & Action plans

Small groups then present their findings to all. By this time, the OD process would have been triggered. It will now depend on organizational commitment to change and facilitator sensitivity and skill for taking this process forward. Action planning will be the natural corollary. 

However, if an action plan does not emerge initially as the organization want to further explore, probe and generate internal consensus that is also the start of the change process. Each organisation will have own timeframe for actual change for improvement.

Action planning will relate to two major areas:

· Self-Action for growth: where organization is in a position to initiate some actions for improvement e.g. improving management practices, organizational culture of team building and leadership building

· External Support: where organization will require support from PACS and other external agencies for initiating actions e.g. capacity building areas

So the first round of OD self-assessment would have provided sufficient trigger point for the organisation to start work for organisational effectiveness, efficiency and growth. The organisation then will be in position to demand support of Resource Organisations in the specific areas for going ahead. 
Facilitators Guidelines:

For even initiating the OD process, acceptance of the organization of using this OD process as a change agent is a MUST. So even before deciding to initiate the OD process with an organisation, it is advisable to get their concurrence and full hearted acceptance after making them fully understand what this process entails and what are the advantages and pitfalls of going for such a process. OD Self-assessment is just a one step towards initiating the OD process in an organisation. This needs to be followed with many actions and support provisions by PACS to the organisations and willingness of the organisation to continue on this path, if obstacles to it surfaces.

OD needs to follow a normative change strategy
. While facilitating the learning process, the facilitator needs to accept ‘psychological resistance to change of fundamental attitudes and belief systems’ and guide the process for ownership of change rather than prescribe the change. 

The other critical issue here is the maturity and the sensitivity with which the facilitator handles this process. Facilitator sensitivity at every stage and step of this process is highly required. As far as possible, the facilitator need to:

· Make no judgments or takes position in favour of or against the organisation

· Be sensitive to not harm anybody’s reputation in the organisation

Sources of potential resistances to the OD process…

The facilitator may encounter three types of resistances:

Logical resistance – based on rational reasoning 

· Time required to adjust; extra effort to relearn


· Possibility of less desirable conditions 

· Economic costs of change 

· Questioned feasibility of change 

Psychological – based on attitudes and emotions 

· Fear of the unknown; low tolerance for change

· Dislike of management or change agent 

· Lack of trust in others; need for security

· Desire for status quo 

Sociological – based on group interests and values

· Political coalitions; opposing group values

· Parochial; narrow outlook; vested interests

· Desire to retain existing social relationships

· Be sensitive to not branding the organisation as of a particular type

· Be careful to not to go to the entire length of the issue in one go (breathing and digesting time) 

· Be respectful all the time 

· Be suggestive in a polite language only when these are absolutely important for guiding the discussions

· Be responsive to the emerging situation to alter the process as per it 

We need to clearly remember that not all answers of organisational shortcomings and ways to overcome them will emerge in one round of this exercise. Some indications will emerge and we need to capitalise on them sensitively to get things moving within the organisation (which is also not in facilitator’s control). Even if organisation wish to act only on 2-3 non-controversial issues, let be it. Sometimes priorities can be better addressed later. ROs in their continuous interactions with the organisation have the opportunities to take this OD process further. 

For this round of self-assessment, facilitator needs to start from explaining the rationale for the OD exercise and 4-stage process to be followed for it. It is better first to brief senior manager of the CSO about the process and then s/he briefs all others about the OD process. Realisation of the importance and appreciation of the utility of the exercise by the CSO are key first steps before proceeding further.

Community Based Impact Assessment

Development programmes are essentially designed to meet the needs of the poor and marginalized community. It, therefore, becomes imperative to go back to the community on regular intervals and understand their perceptions regarding any significant changes in the quality of their lives, institutions and their participation in the development process. Some of these intended /untended changes may not be directly attributable to our interventions but nonetheless helps us in better understanding the factors leading /impeding changes from the community point of view.

CBIA in a nutshell…

CBIA is about understanding community perceptions about significant changes in the quality of their lives, institutions and overall participation in the development process. It captures signs of such impacts from their “eyes”. It envisages holding in-depth discussions with the community (target groups and other stakeholders) at the village level, every year. For the purpose a sample of 10% of villages is selected based on certain criteria (explained later). The primary facilitators of the exercise are community volunteers trained for the purpose. They are supported by a team of CSO staff, who also take the responsibility of documentation of the process and the findings. After the exercise is conducted in all sample villages, a project level impact assessment workshop is organised, wherein all emerging impacts and associated findings are discussed and project strategies and approaches are fine-tuned based on the assessment.     

“Community” in this case is defined as not only those who are the target groups for the project but also those who are directly or indirectly linked to the development process for the target group. So we hold intensive discussion with all section of this “Community” with a completely open mind. This provides differing perceptions on the change process, which helps us in developing holistic understanding of the development situation in the village/project. These can become crucial for designing future interventions that are more relevant to local reality. In sum, CBIA provides an opportunity for:

· Understanding impacts from “community’ eyes” rather than “others’ lenses”

· Early identification of community issues

· Documenting project achievements in terms of stories of change

· Strengthening process of “delivering impacts” by feeding information and analysis so generated into the decision making process of the project /organisation, throughout the project cycle  

· Strengthening community based decision making

It takes time for impacts to emerge hence all types of impact assessment are done only after the project is over. But since here we want to capture community issues and emerging signs of impacts to better guide the project implementation, we are doing it every year. So the exercise will only be able to capture signs of change, signs of progress and signs of learning on following four aspects:

1. Signs of significant changes in target group lives (meaning livelihood)

2. Signs of significant changes in target group institutions (meaning PRIs, Gram Sabha and community based Organisations)

3. Signs of significant changes in target group participation (in development process)
4. Signs of significant change on specific issues addressed by the project and or issues where unintended impact may emerge (e.g. Education, Health and Hygiene, social issues etc.)  
Through discussions on such impact issues in an environment of open discussions with the community, the attempt here is to bring out stories of change which are individual and group case studies, as a result of project interventions in the area. These may not be big changes, but even small changes as impact of the project do matter a lot in guiding the program towards achieving bigger changes. 
CBIA exercise follows the following steps:  

Step 1- Understanding the need, relevance and techniques of CBIA by staff and community volunteers

Since CBIA process is internally driven, facilitated by an internal team of trained community volunteers and organisational staff. So these facilitator need to develop (i) correct perspective on the CBIA and (ii) facilitation skills to conduct it effectively at the village level. 

Step 2- Sampling of Villages and detailed planning

A sample of 10% of CSO projects villages would be covered under the exercise. The sample selected would be based on (a) accessibility of the villages – roadside /interior, (b) project perception of its’ performance- high/Medium/Low, (c) all CSO partners representation for Network projects and (d) availability /access to basic services – village distance to school, PHC etc. 

Detailed planning needs to follow then for (i) identifying the “community” stakeholders for interaction (ii) Understanding minimum inventory of issues to be raised with different stakeholders (iii) Planning Focussed Group Discussions and Individual Interviews with different stakeholders, including the target groups (iv) Planning facilitation techniques (PRA) to be used during the discussions (v) Logistical planning (vi) Team allocation of work for the purpose

Step 3 - Village based workshops 

CBIA is a reflective analysis with the community, capturing their perceptions. A full day community interactions (or two half days, depending upon community timings) will be required for the purpose. A specific set of questions checklist serves as a guide to provide direction to the discussions. As said above, interactions are not limited only to the target group but involve other stakeholders like Panchayat leaders, opinion leaders also. 

There cannot be ‘a’ single method to approach CBIA, which can be used at all times and places. The methods and approach needs to be selected based on the people and places and must be applied as means and not an end in itself. Few PRA/PLA methods like social mapping, timeline, flow diagram, and evaluation wheel help the discussions process with the community. The stress shall be placed on the ‘unpacking’ of the community’s perceptions about change, problems and their coping mechanisms rather than just facilitating the PRA/ PLA methods.
During piloting of CBIA in Jharkhand, small cards and pebbles were used to capture the gist of discussions and in order to provide a direction to the discussion those cards were displayed in front of the community. This method was also helpful in summarising the discussion in between the process and at the end as well. Later the same cards were used during analysis and sharing of experiences with the larger group and also in the analysis process.

Step 4 - Project level impact assessment workshop

Subsequent to these interactions with the community at all sample villages, the project staff will reflect and analyse community’s perceptions during a project level impact assessment workshop. The workshop needs to analyse:

a) Signs of changes as being related to “Awareness” and “Actions” as a result of awareness. If first time CBIA generates most of changes in the awareness area then second time CBIA naturally shall show some signs in action area (using cards for analysing the pattern)

b) Signs of changes by target groups, whether these signs are emerging for all target groups being addressed by the project; whether these are emerging in sufficient quantum for all target groups esp. those who are more marginalized; what is the pattern of these changes from village to village; what is the rationale for such a pattern; and can project do something about it for improving and sustaining these signs further esp. for more marginalized target groups and esp. for those villages where these are emerging in less quantity 

c) Signs of changes on stakeholders other than the target groups, are these positive or negative and what strategies project need to adopt to deal with these emerging changes

d) Attributability (role of the project) for these emerging signs of changes by Criticality (without the project it would not have happened), Catalytic (induced the sign, fastened the process of change) and Peripheral (some other factors lead to the change with small role played by the project) 

e) How the village development scenario is changing; who are the stakeholder playing a positive role in this change process and who are the stakeholders who are like obstacle to the development process (further reflecting on how these stakeholders can be managed)

f) Degree of alignment between these signs of changes from community’s eyes and that of project’s lenses; where are the deviations and how these can be corrected /addressed

g) Degree of alignment between community’s expectations and project strategies; where are the deviations and how these can be corrected /addressed 

h) Degree of alignment in the social, political, economic context changes and project strategies; where are the deviations and how these can be addressed /corrected 
i) Finally extrapolating these signs of changes for the project based on the sample of villages and inferring community perception of the development program and signs of change in the project area  
RO Facilitators’ Guidelines

ROs’ main task here is to build sufficient capacity at CSO and community volunteers level so that they can conduct CBIA without deviating from its purpose. So ROs’ involvement is critical in initial training and piloting in the first couple of villages. Once the requisite capacity is built, CSO staff and community volunteers will be able to take in further in rest of the sampled villages. Few guiding points for ROs:

· Support and observe CSO and volunteer for the first time the exercise is being conducted
· Ensure proper documentation being done during the exercise
· Ensure that CSO facilitator guidelines and checklist are followed in spirit and do’s are practiced and don’t are avoided 
· Ensure that Individual discussions are carried out with local volunteers, service providers, opinion leaders, political leaders and others depending on who can be key informant on these issues in and around the village.
· An important thing that RO needs to ensure is: Usually impact relate to immediate needs, facilitators need to further probe and explore these impacts for their causes (access to information, capacity building, knowledge of options etc.) and effects (i.e. how these impacts will continue in the future). This only will lead to appropriate analysis.   

· Ensure that detailed and thorough reflection and analysis happens during project level impact assessment workshop (based on suggested guidelines above)

· See that CSO analyses CBIA information by gender, equity and socially disadvantaged groups. Also important it is let CSO discuss the sustainability of emerging impacts and whether these impacts have any implication on environment.

CSO Facilitators’ Guidelines 

Few Frequently Asked Questions:

1. What is CBIA?

Community based impact assessment is a process to understand emerging impact of an action, i.e. our project on communities with respect to their quality of life, institution and participation in the development process. CBIA primarily captures community perception of the same.

2. What CBIA is not?
CBIA focuses on understanding impact issues from the community point of view so it different then any other externally driven impact assessment exercises. It generates qualitative stories of change, if the exercise is conducted properly.  

CBIA is not:

· Quantitative

· Extractive rather than empowering

· Oriented to information needs of “others” rather than the community

· For making judgements about the program

· Externally oriented

3. Are impacts visible during project duration?

It takes time for impacts to emerge hence all types of impact assessment are done only after the project is over. But since here we want to capture community issues and emerging signs of impacts to better guide the project implementation, we are doing it every year. So the exercise will only be able to capture signs of change, the progression to which can be of three types viz.

· Signs of progress

· Signs of Learning

· Signs of Change

4. Why to do CBIA?

· Understanding impacts from “community’ eyes” rather than “others’ lenses”

· Early identification of community issues

· This feeds into decision making process throughout the project cycle

· Generates evidences for signs of change

· Strengthen process of “delivering impacts” 

· May strengthen community based decision making

5. How to do CBIA?
CBIA is conducted in the village with communities in following way:

· Village based workshops with community capturing:

– Significant changes in life, institutions and participation of the community, with or without project interventions

– Other impact issues related to the project /thematic area (identified with CSO)

– Community perceptions and analysis of the above

· Focus group discussions with different socio-economic groups in the above cited workshop 
· Individual discussions with Panchayat leaders, opinion leaders etc. 
More specifically following are the inputs-process and outputs of a CBIA exercise with one village:

Inputs: About one day of staff and community resource persons for 1 village per year, a sample of 10% of villages, to be selected based on two criteria of access and project performance. 

Process: Field discussions (one to one and group) using a checklist of questions and PRA techniques for facilitating the discussions

Outputs: Stories of change (showing either signs of progress /learning /change) on four heads from different socio-economic groups.
A specific set of questions checklist help the facilitator in guiding the discussions with groups and individuals. The checklist only serves as a guide to ignite the discussions, which needs to be followed by continuously probed to arrive at the findings. The facilitator needs to remember that this is an attempt to understand true emerging impacts as felt by the community, hence the setting should be appropriate for such discussions and the exercise should be conducted with an open frame of mind. Following issues needs to be remembered to effectively guide the discussions:

· Set of questions are provided for four dimensions of impacts, facilitators can start with one dimension say changes in the quality of life and start probing on issues related to that. 

· During such discussions, answers will start emerging on other dimensions as well, so discussions on other aspects need to be initiated only for those issues for which answers have not emerged. 

· Since it’s largely an open discussion, which generates learning for the program as well as for the community, this need to be conducted without an evaluation mindset.

· Asking leading questions like “tell us how you have benefited from the program” may not be a good facilitation technique for understanding real impressions of the community about the impact.

· Facilitator should use improved facilitation techniques like

a) “Road Journey” mapping for some individuals: understanding and analysing the story of change for few individual

b) “Trees” starting from the root and understanding whether tree is coming to form: cause and effect theory

c) Achievements –individual, group and collective: discussions on achievements leading to identification of signs of change

d) Starting from Problem matrix: analysing problems being faced and understanding the response to these to see whether any signs of change are emerging

e) Tree of dreams: as a first step towards understanding the destination and working backwards to understand whether process in well on the way towards it 

f) Discussing specific issues based on the impact questions: explaining the question through pictorial techniques or examples, and then dissecting the issues for further probing
· Usually impact relate to immediate needs, facilitators need to further probe and explore these impacts for their causes (access to information, capacity building, knowledge of options etc.) and effects (i.e. how these impacts will continue in the future). This only will lead to appropriate analysis.
· Individual discussions are carried out with local volunteers, service providers, opinion leaders, political leaders and others depending on who can be key informant on these issues in and around the village.

· All analysis on any impact issue will be based on situation earlier and now

· And on all the issues discussed, ensure the attributability, i.e. discuss who might be the agent of change, as in some cases, some other project or individual would have influenced the change. Some changes might be self-driven as well.   

Checklist of Impact Issues for CSO Facilitators:

Four dimensions of impact, we are trying to capture. Issues to be discussed related to them are:

1. Changes or signs of change in people’s quality of life, which means-

a) Enhanced level of awareness about the entitlements from the govt. schemes and programs

b) Enhanced level of awareness regarding different avenues of income

c) Increased economic well being due to easy access to information on advanced practices / diversification opportunities

d) Better implementation of existing govt. policies that have benefited the target group

e) Women gaining more control over their lives related to economic, political and reproductive and other decisions   

f) Enhanced level of income of target community 

g) Reduction of migration for wage labour

h) Increased women participation in income generating activities

i) Instances of Community Based Organisations fighting for rights of marginalised

j) Local govt. changing their policy, rules and regulations based on collective action of the people

k) Increased household assets

l) Increased involvement of peoples in social events and other forums, in visiting cities, in contributing for village development activities etc.

m) Village becoming a socially cohesive society with no clashes and conflicts reported and with instances of reported harmony

2. Changes or signs of change in people’s institutions, which means-

a) Enhanced regularity in holding statutory meetings of gram Panchayat and gram sabha

b) Increasing sensitisation of Panchayat representatives towards village problems and marginalised people

c) Enhanced awareness levels of people about Panchayat laws and regulations

d) Marginalised as PRI representatives or in different committees

e) Marginalised demanding their entitlements from PRIs, other local govt. bodies

f) Women holding village level committee posts, at least one third

g) Community based organisations advocating village interests in different forums at block /district level

h) Social audits of institutional performance (of PRIs, local bodies, CBOs etc.) being done 

i) Gram Panchayat allocation of funds for the marginalised increased

j) Responsiveness of govt. functionaries improving esp. those with closer contact of villagers and are in influencing position of directing the benefits of the govt. programs (e.g. gram sevak, BDO etc.)

k) Institutional capacity increases for PRIs, local bodies and CBOs

l) Institutional linkages /partnerships/ networking established between PRIs and CBOs and others at village, block and district level

m) Role of women enhanced in political sphere and in voice participation in different institutional functioning

n) Changes in state rules and orders positively affecting local self governance institutions

o)  Political parties recognizing village problems and responding to them

p)  Joint advocacy for a cause by village and block level institutions

q) Institution playing the role of a bridge for bringing different caste, class, people together      

3. Changes or signs of change in people’s participation in the development process, which means-

a) Greater degree of participation from marginalised, not just attendance but actual contribution to the decision making process 

b) Culture of collective action, emerging instances of that

c)  Dalits, SC/ST and other marginalised and vulnerable people, including women actively playing the role of development agent

d)   Instances of individual achievements

4. Changes or signs of change on specific issues addressed by the project or issues where unintended impacts may emerge –to be identified during discussions with CSOs

a) Education – Child enrolment and retention, Adult literacy, quality of education,…

b) Health and Hygiene – better/improved practices by the target group,…

c) Water and Sanitation – active self-management of resources…. 

d) Improved Agriculture practices -

e) Other issues related to social problems like Alcoholism, Child Marriage, Dowry,…..

CSO Learning System

Learning Concepts:

Since primary base for learning is information and knowledge, let us first understand what they are:   

Information: A collection of data organised within a context and put into a structure that conveys meaning.
Knowledge: The combination of data and information which is analysed through expert opinion, skills and experience to result in a valuable asset which can be used to make key decisions. The essential factor in adding meaning to information.
Learning Definition: The capability of acquiring knowledge and applying it to decision making, resulting in new or different approaches for dealing with diverse situations. 
So it is clear that learning is a capability, which individuals and organisations have, in different measure. The next logical sequence for an individual or organisation that has this capability of acquiring knowledge is application of this knowledge for decision making and dealing with diverse situations. So as far as this concept of learning goes, knowledge acquisition without action follow up is not learning.

Another perception about Learning:

"Learning involves the selective retention of information. Information is a difference that makes a difference - either in understanding and/or behaviour. From the huge volume of their day-to-day experiences organisations selectively retain some information and not others. Evidence of this process of selective retention can be seen in the form of changes to their understanding and/or behaviour
."

Implication of the above statement is that all learn selectively and quantum and quality of this learning determines whether we are learning sufficiently and appropriately or not.

It is clear from above that learning happens through information /knowledge. In an organisational context, learning essentially happens through groups of individual. Organisational learning is both collective as well as individual learning though collective learning is not the sum total of individual learning. In a Learning Organisation, ideas and experiences of each individual are regularly shared at appropriate forums and adequately acted upon. This collectively contributes to the institutional learning. The continuous process of learning-action-learning enables the organization to be efficient and effective in its work.

The source of learning does not stop within the organization. Since the environment affect both the projects as well as the organisation, it is equally important to learn from the environment. Environment at a very basic level can be defined as sum total of stakeholders, other concerned /non-concerned individuals, groups / institutions (e.g. Govt.) and social, political, economic, natural context. So for expanding the learning process, an organisation needs to learn from all these constituents of the environment. It can happen through specially created interactions and information exchange forums with the identified set of stakeholders at various levels (community, Panchayat, taluka, District, state, regional, national). It can also happen through research on sets of issues where information for learning is required. It can also happen through innovations /experiments that the organisation /project undertake for testing some strategies. Similarly, organisations can also learn from each other experiences.
What affects Learning:

Then comes the crucial question of why at all individuals and organisation need to learn, or why systems need to promote the learning processes. The answer may not be as obvious as the question is, primarily because though most of us realize the importance of learning, still learning usually takes place amongst few. That learning leads to better outcomes at both individual and organisational levels need not be stated here. What is important is to realize the enabling or retarding factors to learning processes, some of which are: 

· Abilities to learn

· Willingness /attitude to learn

· Organisational climate (hierarchy, leadership style, embracing errors, rewards and punishment, work culture, openness to new ideas)
· Systems /mechanisms addressing learning objectives of every stakeholder 

· Quality of Reflections for learning

· Research and Innovation

· Independent feedback

· Reflection whether learning is happening or not

· Dynamic learning objectives
About Learning System:

The efficient functioning of the learning system requires:

1. Strengthened process of Knowledge generation through internal (M&E, Research, Innovation pilots, Best Practices) and external (Research, other experiences, Govt. policies etc.) sources  

2. Strengthened process of communication of this knowledge at each stakeholder level within and beyond the system. It is imperative that each stakeholder gets timely and relevant information/knowledge, in a relevant form, through relevant media so that they can apply this to decision making

3. Strengthened process of sharing and feedback among key stakeholders though special learning mechanisms

4. Strengthened information management and institutional memory at various levels

5. Strengthened sequence of learning and action

MEAL, being a learning system, tries to achieve the above. Learning processes are not one-way mechanisms but are learning loops at different levels where stakeholders at various levels learn from each other. 
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About Learning System at CSO level:
Learning is an integral process, cutting across project, organisation and environment related processes. Different elements of MEAL, stated above capture project, organisational and environmental processes and hence provide learning. So the basic learning system at a CSO is established with all other elements /principles of MEAL. 

Additional mechanisms for the learning system at CSO level are:

· Learning Forums: These are information exchange and sharing opportunities among all key identified stakeholders. Based on the learning objective that the organisation /project set for itself, it identifies set of stakeholders with which communication and sharing need to happen. Then the mechanisms for the purpose are derived. These can be at various levels and are best described as learning loops where information flow is cyclic and continuous among these stakeholders at various levels. Some of the examples of Learning Forums at CSO /community level are Neighbourhood Learning Visits, Exposure visits, Meetings /workshops with stakeholders etc. Some of the examples of learning forums at state/national level are Peer Learning workshop, Regional/issue based workshop, website, newsletter, Resource Library etc.  

· Research and Innovation: Research is a need and Innovation is a strategy. Both are essential for organisational growth. There are always some issues where information gaps exist in an organisation for taking effective decisions. These issues are analysed internally and research requirements are formulated. These issues require more information to support decision making for planning and implementation. The commonality of the issue with other CSOs in the same region/ state or other states, would determine the level of research intervention required i.e. at the CSO /regional / state /national level. CSO can plan appropriate research intervention and seek specific support (for research design, methodology etc.) from PACS. Research here does not necessarily mean primary research, it can also mean sourcing information from research already conducted. It can also mean reading literature available on the subject. All depends on the issues of information gaps. The individual CSO level thinking and work on research will provide useful insights for the state PACS program.

The new approach for dealing with an existing problem / issue is called as innovation. Innovation is essential and we generally do it without realising it as such. Conscious efforts at innovation in terms of strategy, institutions etc. will add to our organisation learning. 

For thinking about innovation ideas, CSO /network level discussion happen on how differently an issue, a problem can be tackled. The approach of taking up the short listed ideas could be decided in detail through open discussions with staff. Detailed action plan for operationalisation of the innovation pilot is prepared. These ideas are adopted on small-scale say 1-2 villages on a trial basis. The innovation pilot provides valuable insights into the approaches attempted and the results obtained. The findings become part of the organisational learning system and are CSO contribution to the development sector.

· Analysis/Synthesis and Communication from State/National level: State /national program have to privilege of knowing about all CSO projects information, their best practices, stories of change etc. Additionally through state /national level research, it knows a lot about social, political, economic and natural context of the state and regions within it. Lots of this relevant information will be shared with CSOs /communities in appropriate form. This sharing and communication will further contribute to knowledge and learning for CSOs and communities.

· Information Management: With information from multiple sources/ forums flowing in to the CSO, it is all the more important to manage the entire process of information flow. Information Management means that the process of information flow to the organisation and from the organisation is streamlined. Generally the organisations have all the information deposited in individual heads. It hardly becomes institutional memory. At the CSO level, improved information management would require study of its internal MIS and ensuring improvement so that institutional memory of documentation and experiences is available with the CSOs as and when they need. While developing our learning system, we need to think collectively as to how we can do this. The support for facilitating this thinking process is provided by PACS for the purpose.    

· Institutional Support: Various institutions like SS RO, PD RO, Communication and Advocacy agencies, CMS, and MC are involved with the CSOs in this learning process. They will naturally share their experiences with the CSOs and communities and hence further catalyse the learning processes.

How will the above help CSOs?

CSOs can look back at the repository of its experiences / learning gained through the above initiatives. The finding obviously will be that the learning system has helped them in managing development outcomes more effectively and efficiently. Also, if the learning to action sequence happens, then organisational growth is ensured.

Facilitator’s Guidelines:
The facilitator, as is the general philosophy of the MEAL process implementation at CSO project level, need to first understand how does the organisations understand the concept of learning. Also important to understand is the existing mechanisms which promote learning processes.

Some tentative steps for facilitator to steer this process of establishing improved learning system at CSOs are:

Step-1: Initiate discussions on how do learning happen within individuals and within the organisation as a whole, summarising the concept of learning from the discussions

Step-2: Moving on to crucial issue of why to learn at all at this stage, as by this time everyone has common understanding of how does learning happen and what is learning

Step-3:  Facilitate discussions on how does we promote learning. What mechanisms are required to be established /strengthened to better catalysis of learning processes at various stakeholders’ levels. This will lead to identification of specific methods and mechanisms for learning promotion, action plan on which can be formalized later. This process may sometimes become mechanics, as identification of appropriate forums (in a stakeholder X stakeholder matrix) for all stakeholders may take long time. It will be wise for the facilitator to go to certain length on this issue and further brainstorming on this can well be undertaken by the CSO project in their internal meeting. 

Step-4:  Now comes another issue of knowledge management and learning promotion i.e. Research. Facilitator first needs to ensure that required sensitisation is available within the team for research. Then discussions can take place for identifying issues where the CSO project feels the need for some research (primary/secondary) for filling in some specific information gaps, which will aid in better decision making for planning and implementation. When a inventory of such research issues is collectively prepared, it will become clear some issues will need research intervention at regional /state level (to be produced to SCG for sanction by MIT) and some issues might be CSO or group of CSO centric. The action plan so framed on this issue can talk about the support provision that CSO require for implementing such research activities (e.g. technical support in preparing research design etc.) 

Step-5:  Then comes the issue of Innovation pilot, which CSO project would like to establish during the next year. This can be a small innovation experimented in only one village where the project is working or this can be an innovation in few non-project villages. Through open discussions, CSO project can identify 1-2 such innovation pilot and frame plans of action for operationalising them.

Step-6:  The next item for open discussions at CSO level learning system is information management (part of module 2 of MEAL at CSO level). Information Management basically means that entire process of information movement to the project and from the project is streamlined. That will necessarily entail studying the current internal MIS and ensuring its improvement so that institutional memory of documentation and experiences is available with the CSOs to avail in time of need.

Step-7:  Facilitator should spend some time on state and national level knowledge management efforts as well in explaining to the CSO as to how does analysis and synthesis at state /national level will help them with best practices, strategies, research, sharing of other experiences including innovations etc. Herein CSOs can also raise some expectations and demands from state and national level in terms of their information needs for taking better programmatic and organisational decisions.     

Annex-1: Draft Thematic Guidelines

The need for developing thematic guidelines in the PACS program was felt during Situation Analysis while analysing the CSO project designs. The few points that emerged from Situation Analysis, discussions in MEAL core group and from discussions in the thematic workshops were:

· There is a strong need for revising and refining the CSO project designs, as based on the present designs, CSO and PACS can not effectively measure the progress and achievements of the program

· PACS program itself need thematic clarity across the board

· CSO designs need to be aligned with PACS thematic focus

· So PACS should develop their thematic guidelines for generating clarity about the PACS thematic focus and for revising and refining CSO project designs, so that progress and achievement of PACS program can be effectively measured 

During thematic workshops, participants considered three options for assessing PACS program achievement based on CSO project designs which were 1) CSO given free hand in developing their project designs 2) CSOs completely base their designs on PACS thematic strictures 3) CSOs develop their designs based on the need of the area and then refine their design based on PACS thematic guidelines. The third option was selected to be the most reasonable option by workshop participants as it provides flexibility to CSOs to designs their projects as well as ensure that these designs address PACS thematic focus. Now the only hindrance was PACS thematic guidelines. So participants of thematic workshops (15-16 Sept.03) then discussed and evolved these guidelines for the program. These guidelines have been developed for all five thematic areas of PACS. These draft guidelines (to be further revised and refined based on experience) only serves to guide the CSOs in refining their project designs and is not meant for them to develop their projects completely based on them. So CSOs continues to have free hand in developing their projects, which is one of the basic principles of PACS program.

The pages below present theme-wise guidelines for the PACS program:    

	DRAFT THEMATIC GUIDELINES FOR LOCAL SELF GOVERNANCE PROJECTS


	Particulars
	LSG Indicators

	LONG TERM ACHIEVEMENTS

	Poor and marginalised people have democratic control over decision making process that affect their life
	Number of poor, women, dalits and marginalised people as PRI representatives

	
	 Examples of changes in govt. policies for promoting local self governance

	
	 better implementation of existing policies that support local self governance

	
	reduction in number of proxies as PRI members

	
	successful models of local self governance through participation and involvement of poor, women, dalit and marginalised

	
	Increase in instances of gram sabha members esp. women, poor, dalit and marginalised demanding their entitlements from their representatives 

	
	Women hold one third of village level committee posts

	
	Participation of Community based organisations in district level planning forums

	MEDIUM TERM ACHIEVEMENTS

	PRIs become accountable and responsive to the needs of the poor, women and marginalised
	Instances and number of social audits performed

	
	Number of gram Panchayat where village development plan and budget are discussed and approved in the gram sabha

	
	% increase in allocation of funds towards women issues in Panchayat micro-plans

	
	Instances where emergency gram sabha or gram Panchayat meeting has been called to discuss issues raised by the women and marginalised

	
	Number of gram sabhas where expenditure statement is placed and discussed 

	
	Perceived responsiveness of gram sevak for solving village development issues

	
	Number of gram Panchayat at least 50% of the budget is spent on issues women and marginalized

	
	Number and type of issues on which PRIs provided complete information to the gram sabha

	
	Number and type of activities in the Panchayat micro-plan that addresses the most basic needs of poor, women and marginalised

	Strengthened decentralised planning, implementation and monitoring processes involving poor, women and marginalised
	% increase in devolution of funds towards PRIs

	
	State rules and orders creating enabling environment for the functioning of PRIs

	
	% of Panchayat in intervened blocks reflect autonomy in decision making and financial management

	
	Increased capacity of PRIs in developing, implementing and monitoring their micro-plans

	
	Increased involvement of poor, women, dalits and marginalised in planning, implementation and monitoring process

	
	Increased development grant of bilaterals and multi-laterals going to supporting PRIs in development interventions

	
	Internal resource generation in PRIs

	SHORT TERM ACHIEVEMENTS

	Sensitized and capacitated PRI members
	Increased % of Panchayat representatives understanding their roles and responsibilities

	
	Increased % of Panchayat representatives demonstrate skills in governance and management

	
	Increased % of Panchayat representatives demonstrate commitment in fulfilling their roles in favour of women, poor and marginalised

	
	Number of gram Panchayat where village development plan and budget are discussed and approved in the gram sabha

	
	Number and type of training and sensitisation programs conducted

	
	Extent of retention and usage of knowledge imparted through the sensitization and training programs

	
	% of Panchayat recording at least 75% of their meetings and interactions accurately

	Sensitized and capacitated gram sabha
	Increased % of gram sabhas meeting regularly

	
	Increased % of gram sabhas organising social audits regularly

	
	Number and % of gram sabhas in which quorum is met 

	
	% of villages in which quorum is met (100 people)

	
	Issues concerning women, poor and marginalised voiced in gram sabha meetings

	
	Number and type of training and sensitisation programs conducted

	
	% of women, poorest and marginalised in the training and sensitisation programs

	
	Increased awareness and knowledge levels of community about their entitlements and about PRI functions

	
	Extent of retention and usage of knowledge imparted through the sensitization and training programs

	
	% of Gram sabhas meetings recorded accurately

	Responsive, sustainable and inclusive community based support systems
	Number of groups of women and men formed to voice the concerns of most marginalised  and act as pressure groups for strengthening gram sabha 

	
	Group leaders and members esp. women, dalit and marginalised participate in Panchayat election

	
	Evidences, demonstrated experiences in community based organisations taking cudgels for women, poor and marginalised

	
	% of self-managed Panchayat resource centers

	
	Women, poor and marginalised get the information in relevant form from Panchayat resource centers

	
	Number of women, poor, dalits and marginalised people specially supported for leadership development

	
	Number of women, poor, dalits and marginalised people demonstrate their leadership in specific instances

	
	% of gram sabha having teams of youths (men and women) who play active role in mobilisation

	Interfaces for information exchange and learning between Communities, CSOs, Panchayat, and local/district/state govt. functionaries
	Number of meetings and interactions between Panchayat and govt. functionaries at various levels

	
	% of Panchayat having strong and active networks of their representatives

	
	Number of Sammelans/exposure visits organised for learning and sharing between Panchayat

	
	Number of networks and number of CSOs involved in  working on the common issues in local governance in the area

	
	Number of instances of villagers visiting govt. offices for common village problems

	
	Number of instances the desired actions were taken on the common village problems by the govt. functionaries

	
	Number of instances in which govt. functionaries above the level of gram sevek visiting the village

	
	Number of meetings and interactions between CSOs and govt. functionaries at various levels

	
	CSOs of the area have clearer understanding of issues, laws, rules and regulation and project implementation in local self governance

	
	Number of CSOs trained to work on the issue of local self governance

	Convergence with development programmes and schemes of the local govt. 
	Instances and number of poor, women and marginalised realising their entitlements in development schemes meant for them

	
	Number of awareness camps organised on development programs and schemes of the govt. with involvement of local govt. functionaries

	
	Number and instances where villagers have applied for benefit under the govt. schemes

	
	Number and instances where villagers have received the benefit for which they have applied

	
	Level of awareness about govt. schemes that can address their problems

	
	Type of schemes accessed

	
	Specific linkages with govt. programs for the community of the area

	Demonstration and dissemination of good examples of local self governance for advocacy and policy influencing
	Examples of replication of PACS approaches

	
	Number of experience sharing workshops/interactions organised with govt. functionaries, bureaucracy, media, politicians, donors, voluntary organisations, academic, training and other institutions, block/zila Panchayat etc.

	
	Number and type of documents published and circulated


	DRAFT THEMATIC GUIDELINES FOR WOMEN EMPOWERMENT PROJECTS


	Particulars
	Women Empowerment Indicators

	LONG TERM ACHIEVEMENTS

	Improvement in Social, Economic and Political status of women for helping them in realising their practical needs and strategic interests
	Number of women as PRI representatives

	
	Number of dalit women as PRI representatives

	
	Improvement in Gender Development Index

	
	Reduction in all form of atrocities on women

	
	Reduction in proxies as PRI members

	
	Increase in instances of women esp. dalit and marginalised women demanding their entitlements from their representatives and govt. 

	
	Women hold one third of village level committee posts

	
	Access and control of women over resources

	
	Increase in women’s incomes through individual and collective income generation activities

	MEDIUM TERM ACHIEVEMENTS

	Increased capacity and confidence of women to play active role in their development process
	Number of women contesting local elections

	
	Number and type of issues raised by women in common forums

	
	Increased involvement of women in planning, implementation and monitoring process 

	
	Participation of women groups in district level planning forums

	Supportive policies, processes and structures at CSO and at larger society level for creating an enabling environment for effectively implementing women empowerment projects
	% increase in allocation of funds towards women issues in Panchayat micro-plans

	
	State rules and orders creating enabling environment for the functioning of PRIs and working on women issues esp. women in governance

	
	CSOs have gender policies reflecting gender sensitivity which are implemented sincerely

	
	Increased role of PRIs in including women in developing, implementing and monitoring their micro-plans

	
	formation of networks and alliances between CSOs to support women's issues and concerns

	
	% resolution in PRIs devoted to supporting women's issues and concerns

	SHORT TERM ACHIEVEMENTS

	Formation and strengthening of women’s' institutions
	Number and type of women's institutions formed

	
	Women from 90% of the household are involved in SHG or other institutions

	
	A cumulative fund of x amount available for savings and credit group for investment and consumption loans

	
	Women Federation formed and registered under SRA 1860

	
	% of groups conducting at least 75% of their meetings

	
	Type of issues discussed and action taken based on discussions

	Improvement in basic condition and status of women, including those of girl child and adolescent girls
	Number of awareness camps organised on health and hygiene, nutrition and other such issues

	
	Increased awareness of women and girls on basic issues

	
	Number of adolescent girls groups formed 

	
	Increased retention rate of girl child in school

	
	Functional literacy campaign for women

	
	Instances of most urgent needs of women addressed

	Increased awareness, knowledge and skill set of women for improving their lot
	Number and type of training and sensitisation programs conducted

	
	Extent of retention and usage of knowledge imparted through the sensitisation and training programs

	
	Number and instances of women who got benefited on using the information provided through trainings

	
	Women get the information in relevant form from Panchayat resource centers

	
	Number of women specially supported for leadership development, specific skill training

	Increased participation of women in local self governance
	Number of women esp. dalit women trained in PRI functions

	
	Instances of women demanding their entitlements from the local govt

	
	Instances of women raising their issues in gram sabha meetings

	
	% of Panchayat involved at least 20% of women during development of micro-plan

	
	Increased participation rate of women in gram sabha meetings

	Forward and backward linkages of women institutions for successful Income Generating Activities by women
	Number of groups linked to financial institutions for credit for income generating activities

	
	Instances of successful income generating activities

	
	Number of groups linked to other institutions for marketing and other support

	Effective structures, policies and programs at CSO level and networking among CSOs for effective advocacy on women's issues
	Number of Sammelans/exposure visits organised for learning and sharing between CSOs

	
	Number of networks and number of CSOs involved in  working on the common issues in women empowerment

	
	Gender sensitization trainings and gender policy

	Convergence with development programmes and schemes of the local govt. 
	Instances and number of realising their entitlements in development schemes meant for them

	
	Number of awareness camps organised on development programs and schemes of the govt. with involvement of local govt. functionaries

	
	Specific linkages with govt. programs for the community of the area

	Demonstration and dissemination of good examples of women empowerment for advocacy and policy influencing
	Examples of replication of PACS approaches

	
	Number of experience sharing workshops/interactions organised with govt. functionaries, bureaucracy, media, politicians, donors, voluntary organisations, academic, training and other institutions, block/zila Panchayat etc.

	
	Number and type of documents published and circulated


	DRAFT THEMATIC GUIDELINES FOR POLICY ADVOCACY PROJECTS


	Policy Advocacy

	Particulars
	Indicators

	LONG TERM ACHIEVEMENTS

	Inclusion of people's voice and concerns, especially the voice and concerns of women and marginalised in policy formulation and implementation process
	Instances of policy formulation on the basis of issues raised by people (especially women and marginalised)

	
	Instances of policy change on the basis of struggle waged by people collectives (especially collectives of women and marginalised)

	
	Instances of better implementation of policies through peoples' (esp. women and marginalised) active participation

	
	Political manifestos reflecting marginalised peoples'  issues and concerns

	
	successful models of policy advocacy for issues of women and marginalised through their collective power and networking across communities and CSOs

	
	Instances of realisation of entitlements by women and marginalised through the process of multi-pronged advocacy

	
	Number of nominations filed for local elections by women and marginalised

	
	Instances of change in govt. expenditure pattern in favour of addressing concerns of women and marginalised

	
	Number of social activists with development orientation joining politics

	
	Number of issues raised at state and national levels

	MEDIUM TERM ACHIEVEMENTS

	Women and marginalised demand their entitlements and rights through collective action and networking 
	Number of instances of women and marginalised demanding their entitlements 

	
	Number and type of issues raised with the govt. by people's collectives

	
	Instances of local initiatives to secure immediate common needs

	
	Attitudinal changes in target group, village communities, PRI members, govt. and other stakeholders

	Increased networks and alliance building by CSOs, PRIs, govt. and other institutions for supporting communities in the realisation process
	active networks and alliances in operation

	
	number of networks of PRIs

	
	Increased responsiveness of local govt. administration

	
	Community movement for an issue 

	
	 Instances of successes of these networks in advocating for an issue

	
	% resolution in PRIs devoted to supporting women's and marginalised issues and concerns

	SHORT TERM ACHIEVEMENTS

	Formation and strengthening of community based organisations for advocacy on their issues and concerns
	Number and type of CBO formed

	
	Women and marginalised from 90% of the household are involved in these institutions

	
	Women and marginalised from 75% of households are aware about their entitlements

	
	Number of target group leaders/change agents trained in advocacy, networking and motivation skills

	
	Number and type of Federation and apex bodies formed 

	
	Number of registered federations and apex bodies

	
	Regular village level campaigns for common needs

	
	Emergence of social animators/village volunteers

	
	% of CBOs conducting at least 12 meetings in a year

	Formation and strengthening of alliances and networks of CSOs for advocacy on issues and concerns of women and marginalised in the area
	Increased skill set of CSO in networking and other approaches for effective advocacy

	
	Number of networks and number of CSOs involved in  working on the common issues in women empowerment

	
	Number of Sammelans/exposure visits organised for learning and sharing between CSOs

	
	 

	Multi-pronged advocacy on issues and concerns of the target group (CBO and CSO networks and collectives; conscenitisation across the board; media campaign; lobbying; and other quiet and noisy means)
	Women and marginalised from at least 60% of households are actively involved in the advocacy for their issues through their collectives

	
	Constituency of people identifying with the issue

	
	Number of advocacy events at local, district, regional, state and national levels

	
	At least 20% target group realise their rights and entitlements through individual and collective actions

	
	Number of govt. orders issued on specific issues

	
	Number of Public Interest Litigation launched

	
	Number of articles published in local, regional, state and national level

	Consceintisation of govt. functionaries, PRI members, media and village level communities other than the target groups for effective advocacy
	Active consultative mechanism between people, CSO, PRIs, govt. and media

	
	Instances of pro-active advocacy of issues by media

	
	Attitudinal changes in PRI members, media, govt. and other village community

	
	Reduction in instances of oppression by other village communities, PRIs, govt.etc.

	
	Increased % of PRI members participating in advocacy forums for women and marginalised

	
	% of Panchayat micro-plans having advocacy as one of their key activities

	
	Instances of participation of village community other than target groups in celebration events /festivals of target group

	
	Level of participation of village community other than target groups in advocacy for issues of target group

	Research and Policy analysis for identifying issues and information for effective advocacy
	Policy paper on policies requiring revisions brought out and shared with appropriate authorities

	
	Need based research completed for getting crucial information about specific issues

	
	Number of resource centers for the target group

	
	Number of research papers published

	
	New experiments on sharing the findings of research and policy analysis (local media, website etc.)

	Demonstration and dissemination of good examples of policy advocacy for replication in other areas
	Examples of replication of PACS approaches

	
	Number of experience sharing workshops/interactions organised with govt. functionaries, bureaucracy, media, politicians, donors, voluntary organisations, academic, training and other institutions, block/zila Panchayat etc.

	
	Number and type of documents published and circulated


	DRAFT THEMATIC GUIDELINES FOR SELF HELP INITIATIVES PROJECTS


	Self-Help Initiatives

	Particulars
	Indicators

	LONG TERM ACHIEVEMENTS

	Effective implementation of policies and programs of the govt. targeted at poverty, promoting self help initiatives 
	Incomes of all households in the project areas increased by at least 50%

	
	Overall 75% households report increased access to Govt. programs and schemes

	
	Instances of better implementation of policies through peoples' (esp. women and marginalised) active participation

	
	50% increased fund utilization of govt. schemes and programs targeted at poverty reduction

	MEDIUM TERM ACHIEVEMENTS

	Enhanced collective bargaining power of marginalised people to secure their entitlements 
	Number of instances of marginalised people demanding their entitlements collectively

	
	Number and type of schemes of govt. accessed by collectives of marginalised people

	
	Increased govt. spending on issues addressing the marginalised

	
	Attitudinal changes in target group, village communities, PRI members, govt. and other stakeholders

	Enhanced livelihood options for poor and marginalised and necessary support structures to realise these options
	Reduction in distress migration

	
	Reduction in indebtedness

	
	Increased responsiveness of local govt. administration

	
	Community movement for an issue 

	
	% resolution in PRIs devoted to supporting women's and marginalised issues and concerns

	SHORT TERM ACHIEVEMENTS

	Formation and strengthening of self help groups  
	Number and type of CBO formed

	
	Women and marginalised from 90% of the household are involved in these institutions

	
	Women and marginalised from 75% of households are aware about their entitlements

	
	Number of target group leaders/change agents trained in advocacy, networking  and motivation skills

	
	Number and type of Federation and apex bodies formed 

	
	Number of registered federations and apex bodies

	
	Equitably functioning group saving and credit system established 

	
	% of CBOs conducting at least 12 meetings in a year

	Increased Awareness, knowledge and skill set of poor and marginalised for improving their lot
	Number and instances where villagers have applied for benefit under the govt. schemes

	
	Number and instances where villagers have received the benefit for which they have applied

	
	Level of awareness about govt. schemes that can address their problems

	
	Type of schemes accessed

	Diversified individual and group based income generation programs appropriate for different sections of marginalised people
	Increased incomes and reduced vulnerability of 50% of households in the project area

	
	Access to technology and skill improved

	
	No. of individual income generation activities

	
	No. of group based income generation activities

	
	Participation of poorest and women in income generation activities

	
	Strong support system for marketing, credit and training established

	Consceintisation of govt. functionaries and PRI members about poverty needs of the marginalised
	Active consultative mechanism between people, CSO, PRIs, govt. and media

	
	Increased instances of marginalised allowed to access their due from govt. programs and schemes

	Demonstration and dissemination of good examples of self help initiatives for replication in other areas
	Examples of replication of PACS approaches

	
	Number of experience sharing workshops/interactions organised with govt. functionaries, bureaucracy, media, politicians, donors, voluntary organisations, academic, training and other institutions, block/zila Panchayat etc.

	
	Number and type of documents published and circulated


	DRAFT THEMATIC POINTS ON SOCIAL COHESION 

	1
	Social Cohesion is all about respecting identities and diversities, accepting the differences, dissimilarities

	2
	Social Cohesion is also lack of social exclusion

	3
	Long term goal of social cohesion is "treating people as human beings" irrespective of caste, class, sex, region etc.

	4
	In socially cohesive societies, relationships are not defined on the basis of ascribed status

	5
	Social Cohesion medium term goal may be having society with more skill based opportunities of interactions rather on any other criteria

	6
	Attitudinal changes are what will be required esp. among those who hold authority in the society

	7
	So influencing these small pockets of authority, whether it is social, economic and administrative becomes the immediate outputs of a social cohesion project

	8
	This need to be done through demonstration of successful cases of social cohesion achieving overall development for the area

	9
	Or the process of setting self examples need to be followed, thinking that other people will take inspiration and follow suit

	10
	Hence self-corrections becomes part of any social cohesion efforts, this means the CSO should itself absolve itself of any element of discrimination based on any issue and communities who are involved are motivated to do the same

	11
	Enhanced tolerance and development orientation are indicators probably

	12
	We all have multiple identities but unfortunately some have no identity at all

	13
	Social cohesion also means improving the social capital of those with presumably no identity

	14
	Reduction of extreme form of oppression is also the goal of social cohesion

	15
	Keeping all the above points in mind, social cohesion becomes a cross-cutting issue and is a value and a principles

	16
	So in the context of PACS program, all projects should have an element of social cohesion esp. in the areas where this issue marginalise certain section of population

	17
	In all PACS project whether it address the theme of Local self governance or women empowerment or policy advocacy or self help, social cohesion should become the principles or the value to be adhered to

	18
	So all PACS project should address the issue of social cohesion irrespective of the thematic approach

	19
	Also the danger in the PACS program is that it addresses certain identified and marginalised section of population as beneficiaries of the program, this may lead to social non-cohesiveness. 

	20
	This should clearly be remembered by each CSO for avoiding such situations, as PACS is not for restoring the balance of power in favour of another section of population but rather is for ensuring equal opportunities for all sections of population, as should happen in a socially cohesive societies

	21
	This means that there will be lesser denials, lesser refusals and lesser conflicts due to PACS efforts

	22
	This also means that dalits and marginalised will get representation and voice

	23
	and there will be space and support to women, ST, SC , dalits and other marginalised from all sections of society/community at the village, block, district, state and national level


Annex-2: OD Self-Assessment Tool

ORGANISATIONAL DEVELOPMENT SELF-ASSESSMENT
By CSO
Rating Scale:
(:
Needs urgent attention and major improvement 

(:
Needs attention and improvement on a wide scale

(:
Satisfactory, needs improvement in limited aspects

(:
Good, still needs improvement in some areas

(:
Excellent, needs maintaining  

Scoring Guidelines:

Use the above rating scale for scoring on any questions below. Any score that you give should relate to Organisational Performance /your satisfaction levels with the performance on any OD parameter. It is important to remember that there are different blocks of questions asked below. In a particular block, you can use any score (1-5) only once i.e. in every block there are 3-4 questions, you can rate organisational performance using 1-5 score only once, if you assign a score of 5 to a particular parameter, the same score can not be assigned to any other parameters in that block. So please evaluate your satisfaction levels with all the parameters in a particular block before assigning relative scores. 

Note: Since the purpose here is to identify areas of improvement for organisational growth, we need to be sincere and truthful in responding to each specific issue of OD.  

Block 1:

	1. Our Organisation is governed by a selected body that sets overall policy direction and operating standards 
	(    (   (    (   ( 

	2. This body also provides guidance, accountability and credibility
	(    (   (    (   ( 

	3. For the above, this body takes appropriate inputs from Stakeholders and advocate community interest through the policies and strategies
	(    (   (    (   ( 

	4. We have clearly articulated Mission and Vision 
	(    (   (    (   ( 

	5. Majority of staff and stakeholders understands this Mission /Vision and express clearly
	(    (   (    (   ( 


Block 2:

	6. All Key Stakeholders are involved in the review of our Mission, strategies and approaches
	(    (   (    (   ( 

	7. Leadership is approachable and have sincere concern for the staff and organisation growth and development
	(    (   (    (   ( 

	8. Emphasis of the leaders is always on encouragement, education and empowerment 
	(    (   (    (   ( 


Block 3:
	9. Our Organisation chart clearly defines roles, functions and responsibilities of all individuals
	(    (   (    (   ( 

	10. Our management policies and administrative procedures on different aspects (HR/FM/OD) exist. 
	(    (   (    (   ( 

	11. These are periodically reviewed as well i.e. we conduct regular audit of organisational development 
	(    (   (    (   ( 

	12. Mechanisms are in place to seek appropriate involvement of all levels of staff in decision making 
	(    (   (    (   ( 


Block 4:
	13. We do planning every year to reframe our policies, strategies and prepare implementation plans with participation of senior management, staff and other appropriate stakeholders 
	(    (   (    (   ( 

	14. We have an effective approach for gathering information on organisational /program outcomes, achievements, and progress towards our short/long term goals
	(    (   (    (   ( 

	15. This information is used and shared throughout the organisation and beyond it to analyse, review and improve our performance 
	(    (   (    (   ( 

	16. We regularly prepare and disseminates reports on program progress and other issues
	(    (   (    (   ( 


Block 5:
	17. Regular information exchange and experience sharing at various levels within the organisation happens periodically 
	(    (   (    (   ( 

	18. We obtain information and feedback from peers and leading organisations to assess our current effectiveness of progress
	(    (   (    (   ( 

	19. The learning so obtained through experience, training are usefully utilised in planning, capacity building and for improving program delivery
	(    (   (    (   ( 

	20. We have a database of organisational experiences 
	(    (   (    (   ( 

	21. We utilise the above databank /knowledge for problem solving and decision making on the new programs
	(    (   (    (   ( 


Block 6:
	22. We do Human Resource Development planning periodically
	(    (   (    (   ( 

	23. Our staff training /capacity building is based on skills, needs of the staff and strategic objectives
	(    (   (    (   ( 

	24. Job appraisals and promotions /other incentives are performance based and a systems exist for the purpose
	(    (   (    (   ( 


Block 7:
	25. We have written job description for every role /position which are followed and updated 
	(    (   (    (   ( 

	26. We have clearly structured salary and other benefits system. These are comparable or better to the practices of similar organisations 
	(    (   (    (   ( 

	27. Grievance and conflict resolution procedures are available and used in need
	(    (   (    (   ( 

	28. We conduct external audit of our management practices and then implement the findings 
	(    (   (    (   ( 

	29. We have policies to take care of health and safety of the employees
	(    (   (    (   ( 


Block 8:
	30. Financial procedures for accounting and reporting exist and documented
	(    (   (    (   ( 

	31. Budgeting is integrated in the annual planning process and regular review and control mechanisms are in place
	(    (   (    (   ( 

	32. Financial management unit responsible for the above exists
	(    (   (    (   ( 

	33. Stock control and procurement system exist and followed
	(    (   (    (   ( 


Block 9:
	34. We have regular internal and external audit system in place
	(    (   (    (   ( 

	35. Our Annual financial report is prepared by a registered firm of auditors
	(    (   (    (   ( 

	36. Report is published, reviewed by our governing body and is used for further planning process
	(    (   (    (   ( 


Block 10:
	37. We have recognised expertise and experience on delivering the results in the program areas, we are working 
	(    (   (    (   ( 

	38. We adapt our programs and services based on changing needs of the stakeholders
	(    (   (    (   ( 

	39. All types of stakeholders in our programs are engaged in assessing needs, designing projects, implementing projects, monitoring projects and finally in assessing the impacts
	(    (   (    (   ( 

	40. Systematic approach is followed to learn about the satisfaction levels of groups for whom we provide our programs and services
	(    (   (    (   ( 


Block 11:
	41. We have institutional partnerships and linkages with other CSOs, education institutions, government entities, research institutes, civic institutions and the private sector
	(    (   (    (   ( 

	42. We play a crucial role in promoting networks and coalitions
	(    (   (    (   ( 

	43. We participate in advocacy meetings
	(    (   (    (   ( 

	44. We are in constant touch with decision makers at local /district /state level 
	(    (   (    (   ( 

	45. We continuously engage in dialogue with decision makers at state /district /local levels for better development approach and policies
	(    (   (    (   (


Block 12:
	46. We have diversified contacts with funding community
	(    (   (    (   ( 

	47. We participates in community partnerships
	(    (   (    (   ( 

	48. We provide technical expertise and human resources to private sector and other development endeavours
	(    (   (    (   ( 


Block 13:
	49. Systems are developed for benefits to continue to accrue to communities after we withdraw 
	(    (   (    (   ( 

	50.  We regularly review structures to evolve in response to organisational development needs
	(    (   (    (   ( 

	51. We have ability to access diversified resources from different sources for organisational sustainability 
	(    (   (    (   ( 

	52. Our long term resource diversification plan is in action
	(    (   (    (   ( 


Annex-3: Detailed TOR for MIT
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Annex-4: Detailed TOR for SCG


Annex-5: Role of State Co-ordinator for MEAL


Annex-6: MEAL for Improved Program Governance 

MEAL implementation mechanisms at state level envisage decentralization of decision making in the PACS program. For the purpose, a program governance group called State Core Group (SCG) has been formed in each PACS state. Improved information and analysis from MEAL will aid this group in decision-making process. Following table shows the role of this group and how MEAL contribute towards helping the group in better performance of its’ role:

	Role
	How?
	Potential of MEAL in performing the role

	Strategic direction for state program
	· Annual program review and evaluation

· Future policies and plans 
	· State synthesis report 

· State program evaluation

· Experiences from other states and non-PACS

	Program monitoring
	· Quarterly monitoring of program 
	· Consolidation of QPR at state level

· Synthesis of process monitoring report

	Capacity building 
	· Identifying state level common areas of capacity building

· Capacity building initiatives

· Impact of CB initiatives
	· Analysis of OD SA reports of CSO

· Output monitoring

· CBIA

	Environmental scan at state level 
	· Identification of information gaps for better understanding social context

· Synthesizing and drawing learning for the program 
	· Research

· Innovation

· CBIA

	State level initiatives 
	· State level projects like land rights
	· Analysis of CSO reports

	Facilitating state level learning
	· Peer review

· New platforms (within and beyond PACS)

· Making existing platforms effective 
	· Learning from various CSO reports and program level

	State level liaison
	· Identification of common issues/ SH for liaison
	· Analysis of CSO reports

	Advocacy and networking
	· Identification of common issues/ SH for advocacy 
	· Analysis of CSO reports
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2. Expected Outputs from MIT: 


Analysed and synthesized reports on progress, processes, outputs, OD assessments, community based impact assessment, and other MEAL exercises (Quarterly and Annual)


Report on state and national level initiatives,


Analytical report on CSO Institutional Capacity based on OD Self-Assessments 


Report on best practices, strategies, approaches and innovations 


Report on Research studies /reviews undertaken 


Report on Capacity Building needs of CSOs


MEAL System Implementation Progress Updates


Ensuring CSO level MEAL implementation at all CSO projects


Providing feedback to CSOs


Producing regular information kits for communication to various stakeholders (through communication /advocacy agency)





Role of MIT: MIT will be directly responsible for co-coordinating and executing MEAL implementation at CSO and state level. MIT will have the following key roles:


Planning and Co-ordination with SS/PD RO for CSO level MEAL implementation


Analysis, aggregation and synthesis of information flowing in from various stakeholders (ROs, CSOs, MC, other)


Feedback and Communication to all relevant stakeholders


Tracking state level initiatives


Catalysing Research and Innovation pilots in the state





Tasks Required:


Continuous co-ordination with all ROs involved for ensuring smooth MEAL implementation and improved quality of program as a result of that


Analysing and synthesising vast bits of information available from implementation of the MEAL system at various levels.


Preparing relevant and useful information kit by stakeholder, for every stakeholder, on a monthly /quarterly basis for communication and feedback


Facilitating the information communication process to different stakeholders through communication /advocacy ROs


Identifying common issues for state level advocacy and networking


Preparing state level information kit of PACS successful approaches, best practices etc. for dissemination within PACS and outside PACS


Identifying issues for research and innovation or demonstration pilots in the state programme


Facilitating uptake of small or large research studies by relevant agencies on the identified issues (putting up such issues for discussion in SCG)


Analysing the information for identifying potential risks and conflicts that may emerge in the State programme


Facilitating development of project databases for easy storage and retrieval of information


Providing all needed support to CSOs in documentation








SCG, a state level representative and steering body will provide leadership and strategic direction to the state level program and to MEAL implementation. SCG will have the following key roles:


Periodic assessment of the state PACS program for strategies, approaches and outputs achieved based on experiences of members and analysis produced by  MIT


Providing necessary strategic directions based on discussions on the above key issues


Approving State level reports produced by MIT for submission to MC


Approving new techniques and tools (e.g. State program evaluation design, analysis framework) as developed by various teams working for the program before its wide scale application


Finalising Research, studies and innovation pilots to be taken up in the state


Finalising Learning Forums, capacity building requirements and prepare plan of action to implement them





State Co-ordinator for the MEAL system is a crucial position for the success of MEAL efforts at the state level. They are doers, managers and co-ordinator at the same time. The key roles to be performed by this position are:





Leading the MIT in ensuring that it’s TOR are delivered (ref. MIT TOR in annex-8)


Co-ordination with SS /PD ROs, State Core Group, MIT other members for all state MEAL efforts  


Relationship management at the state level and with MC at national level


Do Knowledge Management activities at State level, including MIS and facilitating conduct of research studies


Facilitation in the communication processes (through ROs and PACS communication and advocacy agencies) for various stakeholders


Co-ordinate and ensure first time CSO level implementation of MEAL at all CSO projects


Co-ordinate with ROs for smooth continuous running of MEAL at all CSO projects


Facilitation of Learning Forums


Any other roles considered important for state level PACS program as a whole 
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� Civil Society Organisations comprise NGOs, Community based organisations, Co-operatives, Trade Unions, Charitable Trust, Voluntary Organisations and other such institutional forms


� Achievement of these outputs shall become facilitators’ TOR for any customisation process 


� Facilitators’ Module provided for the purpose


� Facilitators are provided with all necessary documents related to the CSOs to develop that understanding


� By Gnana Pragasam


� Adapted from an article in SEARCH Bulletin, written by F.Stephan 


� From the same author as stated in the above footnote


� By Rick Davies, Centre for Development Studies, Swansea SA2 8PP, Wales, UK
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