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MEAL Progress Update

Progress so far (as on 30th April 2005)

This is MEAL design, development and implementation update as of 30th April 2005. The update is presented in following way:

1. Summary recapitulation of work done till date (30th April 2005)

2. State Status Report (Cumulative till Apr.05)

3. Key Achievements

4. Key Problems and Concerns

5. Key Learnings

6. Other issues (e.g. MEAL effectiveness in bringing change in the program etc.)
7. Action Plan for next month (May-June 2005)
Annex-1: Chronology of MEAL design, development and implementation

Annex-2: MEAL Implementation Tracking –Status as on 30th April 2005 (Excel file)

1. Summary recapitulation of work done till date (30th April 2005):

· MEAL designed with stakeholders (June 2003-Nov.03)
· MEAL implementation consultations with stakeholders leading to finalisation of implementation mechanisms (Dec.03-Mar.04)
· Planning for MEAL implementation at CSO level, including refinement of tools and techniques and recruitment of state MEAL coordinators (April-June 2004)
· MEAL mini-pilots in two states (July-Aug.04)
· MEAL introduction to all CSOs during Peer Learning Workshops (Sept.04)
· MEAL orientation to all ROs in three states (Oct.04)
· MEAL up scaling process started in all states (from Oct.04)
· About 50% of CSO projects covered for phase-1 MEAL implementation (Oct.-Dec.04)
· MIT offices set up in all five states (Nov.-Dec.04)
· Mechanisms for state and national level MEAL planned and discussed (Nov.-Dec.04)

· CBIA pilot in Jharkhand (Jan.05)

· MEAL process facilitation for phase-1 accomplished at 72 projects across all states by 30 Apr.05. For detailed status, refer MEAL tracker enclosed along with this update. 

· MEAL phase–2 launched in 3 states (Jharkhand, Maharashtra and UP) with facilitation of CBIA exercises in 11 projects (Jan.-Apr. 05). Full fledged MEAL implementation for phase-2 will start only in the next two months (May-June 05)

· State wise picture of MEAL implementation, as on 30th April, 2005:

· Jharkhand: all 16 project for phase-1 and 6 projects covered for phase-2 (CBIA)

· MP & Chattisgarh: 9 projected covered for phase-1 of MEAL implementation

· Maharashtra: all 18 projects covered for phase-1 of MEAL followed by 2 projects for phase-2 (CBIA)

· Bihar: 9 projects covered for phase-1 of MEAL implementation, including follow up on phase-1 

· UP: 19 projects covered for phase-1 (out of 24) and 3 projects covered for phase-2 (one project involved facilitation of ODSA exercise)

· QPRs, process reflection report, output tracking reports received for Oct-Dec.04 and Jan.-Mar.05 across number of projects in all the states

· Sharing the MEAL systems with newly joined communication resource organisations in Delhi and at state MITs (Feb.-Mar.05)

· MEAL case studies from each state shared during RO Review meeting in Feb.05 

· Planning for program synthesis in all states (Jan.-Mar.05)

· Program synthesis workshops in MP (9-12 Apr.05) and Jharkhand (23-26 Apr.05)

Detailed chronology of MEAL events available in annex-1.

2. State Status Report (as on 30th Apr.05)

Besides the above-mentioned common progress, state specific status is given below:

Jharkhand

· Completed MEAL process facilitation across all 16 CSO projects

· MEAL phase-2 (CBIA) carried out in total 6 CSO projects

· 13 QPR have been received (out of 16) for the quarter ending Mar.05. NBJK and PL are expected to submit their QPR by first week of May.

· MIT members attended quarterly review meeting of 8 organizations during April 2005. 

· State program synthesis started with kickoff workshop (23-26 Apr.05)

· Reflection with one CSO project team for preparing and validating CSO synthesis report (KSRA) 
· JSM started the advocacy initiatives through preparations for social audit surveys. For the purpose, three cluster level meetings were organized at Deogarh (9th April), Ranchi (11 April) and Hazaribagh (13 April). This was followed by state level meeting of the forum

· MIT meetings happening regularly to take stock of MEAL and PACS program in the state and for planning ahead 

Maharashtra

· Completed MEAL process facilitation across all 18 projects for phase-1. Phase-2 (CBIA) initiated in 2 projects. For details see MEAL tracker enclosed as excel file.

· Proposal discussions in MIT for new projects (WOTR on Drought mitigation)

· MEAL orientation to new SSRO Team (Pragati Consultants) and communication RO (SAMPARK, Mumbai) and PD RO teams. 

· The first SCG meeting of Maharashtra was conducted on 2nd Feb.05. Mr. Arun Shivkar, SAKAV project Konkan region  was the external invitee to the SCG. He explained about his experiences on the land rights issues of farmers in the konkan region.

· MEAL introduced in the orientation workshop in Save the Children India project. 

· CBIA in RDC and JVSS  

· MIT provided feedback to the CSOs on reports submitted for the quarter October to December 2005. 

· MEAL camps: During the PLW, a quick feedback was obtained from the CSO project co-ordinators regarding the MEAL processes in the CSOs. Most of the CSOs felt that the system of reflection provided the staff a good understanding of the progress in the field, they also said that most of the information mentioned in the social context of process reflection tool was worth knowing at the project level. The key concerns of the CSOs were regarding capturing the reflection process in the tools, i.e. documentation of the reflection. They also mentioned that it would be useful for providing one to one feedback to each CSO basing on their quarterly reports submitted. It was in this regard 2 MEAL camps were organized at Yavatmal and Beed. Sachin Mardikar addressed all the concerns regarding MEAL in that camp for 3 CSOs (BDBGVS, ASMITA and IIYW). At Beed, 4 CSOs attended the MEAL camp (IGSS, JVSS, GVM and PARYAY).

· The project Co-ordinator from GRASP, SEDT and MSSM visited MIT office at Aurangabad for feedback on the Quarterly reports.

· Planning for Phase II (CBIA) roll out: Reflecting on the process of CBIA roll out in 2 CSOs (RDC and JVSS), it MIT members suggested that a common orientation on CBIA process for all the CSO Project co-ordinators would be beneficial for a clearer understanding by the co-ordinators. This would enable prior groundwork  (like orienting the staff regarding the objectives of the exercise, addressing key concerns of the staff CBIA Vs Evaluation of the project, the methods and also the final output of the exercise)

· Receipt of CSO reports for the Quarter Jan-Mar 2005

· MIT meetings happening regularly to take stock of MEAL and PACS program in the state and for planning ahead

· Preparation for synthesis workshop to be held on 9-11 May 2005

MP and Chattisgarh

· MEAL was introduced for the first time to CSO heads and project co-ordinators Peer Learning Workshop was held at Rajnandgaon (15-17 Sept.04) 
· MIT orientation on MEAL during 15-16 Dec.04
· MIT meetings happening regularly to take stock of MEAL and PACS program in the state and for planning ahead

· MEAL phase-1 implemented across 9 projects (out of 10) in the state
· Follow up workshops/meeting with partners on guiding them in proper documentation of reflection processes

· MIT representative facilitated one-day session of MEAL during Project Management training held at Taragram, Oorcha twice

· Four MIT meeting held in MIT office out of which two were organized with special focus to discuss new projects. Discussing new projects before submitting in PSC help CSOs to rectify gaps.

· MIT representative (SMC) provided support to UP MIT for conduct of MIT and SCG meetings (in the absence of SMC in UP)
· Newly appointed State Core group members are Dr. Yogesh (External invitee), Mr. Manav, Mr. Amin Charles, Father Susai, Ms. Rekha Gujre

· Detailed planning and work by MIT for preparation for synthesis
· Prepared and finalized the backend database format (MIS), and sent to all PACS partners. State anchor did strong follow-up. By second week of April, MIT received all partners database except Samarthan.  
· MIT holding discussions with resource agencies for capacity building of partners on livelihood issues
· State program synthesis workshop held during 9-12 April 2004

· Follow up reflections with the CSO team for preparing and validating project wise synthesis reports 

· Further work by MIT for program synthesis: strategy analysis, SWOT etc.

· Sharing MEAL framework with newly joined state DFID representative  

· Consolidation and synthesis report preparation.
Uttar Pradesh

· MEAL implementation at 28 CSOs (here MEAL initially facilitated at CSO level instead of project level)

· MEAL implementation halted for some time for allowing common consensus on implementation strategy

· New SS RO, a new PD RO team along with new state anchor joined in January 2005

· MIT meetings happening regularly to take stock of MEAL and PACS program in the state and for planning ahead

· MEAL phase –1 has been completed in 19 CSOs covering 62 partners; where as in one partner organization, phase-2 (OD and CBIA) has initiated

 Bihar

· Meal implementation for phase-1 in nine projects till date

· Developing common understanding on MEAL in the newly constituted team

· MIT discussed seven new projects appraised by the PDRO team. Those projects were later presented before PSC.
· MEAL calendar was revised. This is due to the livelihood training organized for the PACS partner CSOs all over the Bihar.

· MIT meetings happening regularly to take stock of MEAL and PACS program in the state and for planning ahead

3. Key Achievements till date (30th Apr.05)

· Successful demonstration of efficacy of MEAL principles in Maharashtra and Jharkhand during mini-pilots
· Program wide consensus on MEAL up scaling in all the states, all togther
· Successful introduction of MEAL to CSO heads in all PACS states during two rounds of Peer Learning Workshops
· Overall appreciation of the system by various stakeholders, esp. the CSOs as it provides them opportunity for self-monitoring, learning and staff capacity building on project processes and approaches 
· ROs keenness to integrate MEAL principles in the SS and PD functions (with reservations in some quarters)  
· State level collaborative arrangement for program implementation in the form of MIT operationalised with setting up of offices in all five states. Meetings and discussions on the program are now happening regularly at these offices
· Simultaneous launch of MEAL system in all five states instead of two envisaged earlier, which included orienting all five state teams, MEAL roll out in all five states for both phase-1 and phase-2 and finally program synthesis happening simultaneously
· Cross-learnings across states initiated through State MEAL Co-ordinator
· State and national level MEAL mechanism ideated and implementation plans firmed up
· Knowledge Management process initiated, including developing a communication framework with MEAL providing the necessary information support 
· Reconstitution of MEAL Core Group. Important decisions taken by MCG during it’s first meeting on 30th Dec.04 (Refer MCG meeting minutes)
·  SSRO in MP initiating efforts to implement MEAL principles in existing projects     of Samavesh

· State level program synthesis process and outputs showing potential of providing new directions to the state and national programs

· Regular review and feedback meetings (MEAL camps, follow up meetings and visits, regional workshops etc.) among CSOs and MIT in all states, for course corrections and improvements in MEAL implementation

· Some of excellent quality reports coming from CSO level across all the states
· MIT showing potential of being a resource center or information hub for internal and external stakeholders
· Communication agency deriving their inputs from MEAL
4. Key Problems and Concerns

· Institutional mechanism for MEAL implementation is of local state based agencies providing handholding support to CSOs. Past year has seen high turnover rate of these ROs and staff within their team, which has posed a great challenge to state MITs in terms of bringing new ROs and their team members up to speed within a short period of time so that support processes to CSOs are not hampered. 

· Since MEAL came in late in the program, and hence was provided intensive energy and focus for faster implementation. For about 6 months, entire handholding function of ROs was revolving around MEAL. This has lead to believe in some quarters that all this focus is unjustified and SS broader role need to get space besides MEAL implementation. This is an issue on which MCG need to provide some directions so that stakeholders continue to support MEAL processes with lot of required conviction. 

· Initial problems faced in Bihar with changes in teams. But the ship is being steadied by the new team there

· Role clarity among PD and SS RO remained a problem for quite some time. With clear definition of roles and its communication by MC, the issue is increasingly becoming irrelevant.
· Initial concern raised by few ROs regarding additional involvement due to MEAL and their time commitments to other assignments.

· Some CSOs have raised the concern about increased financial expenditure due to MEAL exercises, provisions for which not provided in the current budgets.

· Design convictions in some quarters about MEAL remains a key challenge. Next course of design revisions along with ROs who are not fully convinced may sort out the issue.  

· Quality of MEAL implementation is the chief concern. MCG deliberated on quality issues during its’ meeting on 30th Dec.04 and identified following issues affecting quality process:

· Not complete clarity about roles of PD, SS RO and of MIT mechanism  

· Communication and information flow related problems 

· Format centric implementation rather than self-process oriented 

· Differential understanding of facilitator team about project management tools like LFA

· No fuller clarity or capacity on improved facilitation techniques

· Difficulty in time management i.e. completing the task on input, process and outputs to its’ logical conclusion (reflection followed by learning and action…) during phase-1 facilitation process

· Issues related to facilitator preparations, team planning and team spirit  

· Missing design conviction in some quarters 

· MCG took critical decision on addressing some of the above concerns. These are documented in minutes of the meeting, which has been circulated to all by MC.

· Need has been felt for improved reporting and analysis by ROs /MITs on providing handholding support to CSOs. A agreed protocol for the purpose will be developed and implemented by MITs, so that each CSO handholding process generates valuable insights into the project and MIT can do various analysis based on this. This will help in decision making at state level and in prioritizing support to certain CSOs and in certain identified areas.

· Initial CSO reports received by MIT needed lot of fine-tuning. Different state MITs pursued various mechanisms for correcting the situation. Second round of reporting by CSOs is much improved as a result of these interventions.   

· Procurement and building up CSO project databases at MIT level faced initial problems but with pro-active support from MC, this process is being smoothened out.

· MEAL implementation in network project is a challenge as not all partner staff can participate in the initial process facilitated by MIT. It becomes incumbent on lead partner to take this process forward, creating common consensus while assimilating differing opinions. Also it has been observed that networking philosophy within a project need to be strengthened. Quality of MEAL implementation at network project crucially depends on not only the lead partner but also on existing relationships within network.

· MEAL process automatically guides assessment of existing capacities at CSO level. Capacity issues related to communication and rapport-building skills of CSO field staff are emerging. Pro-active action from CSOs needs to be motivated by MIT to ensure better program and MEAL implementation.

· Baseline information collection at CSO level need lot more efforts, especially now that project designs are being refined. MIT need to provide support and do follow up continuously so that projects not only collect baseline data but analyse, reflect and document it as well. This is a necessary pre-condition for a well-implemented output monitoring system. 

· Documenting process, outputs and learnings from each CSO level rollout has come out to be an area of concern. Synthesis and documentation for each CSO project is chief MITs responsibility. MITs need to act on this very soon.

· High staff turnover esp. at animator /community organizer level has been witnessed across at least half of the CSO projects. This affects both project performance and MEAL implementation process equally. It is recommended that MITs reflect on this issue with CSOs and present their analysis to SCG, which can then take required decisions. MIT analysis also needs to suggest at what level what can be initiated for stopping this flux.

· The principle of customization of MEAL framework is being taken to another extreme at some CSO level implementation with everything being redesigned for the project. Facilitators need to play a greater role here in seeking the balance.

· PD and SS visits have identified low salaries, lack of facility for smooth mobility and computer etc. as input related constraints which may hamper MEAL and program processes in the long run 
· Facilitating MEAL process in large/medium network projects remains a challenge. Some of the reasons for this are:
· Need more focus on capacity building of lead partners to actually provide handholding support to their partners for MEAL 
· Variation in social contexts
· , Approaches and philosophy of working together pose challenge in uniform implementation of MEAL

· Increase work load of Lead CSOs

· Sustaining MEAL processes especially the spirit of reflection after first round of implementation, intensively supported by ROs remains key area of concern. MCG will deliberate on this issue and find some solutions.

· Limited role of National MEAL coordinator in driving MEAL processes has remained a concern area up to now.

· Areas for MEAL format revisions are being identified, which will guide the improvement efforts once, this phase is over (after state and national level synthesis).

· Some of the CSOs have feeling that MEAL formats are ‘computer heavy’ and have lengthy process, which can possibly be addressed during next round of revisions.
· Role of chief functionary in the entire MEAL implementation process is critical, but it was observed that their involvement in most of the places was not upto mark. This can be avoided during next phase.
CBIA being considered as a evaluation exercise by the staff has lead to less than effective implementation of the exercise. Revised strategy of CBIA implementation through a select expert group (3-11 members based on the size of the project) has paid rich dividends in ensuring better quality and outputs of CBIA.

· The problem in English language reporting by smaller CSOs would have to be addressed esp. in Maharashtra.

· Need for more clarity about the synthesis process and methodologies at MIT level has been felt. It is expected that once first round of synthesis will generate much more clarity for all involved.  

· Issue of extra budgetary support for carrying out CBIA in 10 % villages has been raised by CSOs initially. Later it was clarified that CBIA sample can be 10% villages or 10, whichever is minimum. Hence extra budgetary support may not be required for a maximum sample of 10 villages.

5. Key Learnings

· Developing stakeholder consensus for achieving better outcomes in systems implementation across a very large program like PACS

· Managing initial resistances in the change process

· Demonstrating effectiveness of a system 

· Mechanisms are required for ensuring quality control across CSO projects and across states during MEAL implementation process
· Jharkhand experience till date suggest that more time is required at each CSO for reflections on inputs-process-outputs (at present it is 3-4 days). This is all the more so as the MEAL process need to keep pace with the learning speed of the average participant esp. the field workers and village volunteers. Also continuous interaction and a follow up visit by MIT are required for continuous motivation of the staff and for troubleshooting.
· Pro-active mechanisms for quality assurance of MEAL implementation at all levels need to be inbuilt in systems implementation. For the purpose, a quality protocol is being developed, which will aid the MIT level reflections on quality issues 
· Reflection process on concretizing design using LFA principles is time intensive, as process needs to match the learning speed of average village volunteer. Alternative approaches have now been thought of wherein small core group first work for design refinement and then validate the same with the larger group.
· Formal communication process from MIT to CSO will build relevance and acceptability of MIT as an extended arm of MC at state level
· Preparatory meetings (half day /full day) at MIT before any CSO level roll out is very useful in generating common understanding about the project and team plans for facilitation. This is clearly a best practice that can be used as a standard protocol before proceeding on for any CSO level facilitation process.  
· MIT level reflections in MP about quality and outputs of MEAL process after every 3-4 CSO projects roll out is another best practice that can be replicated by other states

· Expert consultations for various processes esp. for SCG meetings, program synthesis has provided very good direction learning and direction to the program.

· Continuous and regular internal reflections by MIT for stock taking and for exploring better ways of moving ahead need to be strengthened with SMC playing more critical role in the process  
· Understanding how different CSO partners understands advocacy is proving to be good learning for MITs. Issues are clearly emerging for state level initiatives. It will be a challenge for MIT to analyse extent of information gaps on these issues, fill up these gaps and guide State Core Groups in taking decisions for promoting such state level initiatives.
· Lot more co-ordinated efforts are required between MIT, CSOs and MC, as tasks ahead are enormous and time is a key constraint. MIT and MC, in fact, need to ensure that CSO timelines are not unduly disturbed at very short notices due to upcoming events. It demands lot more advance planning at MIT level. MITs have realised this and are actually preparing their quarterly calendars with consultation from CSOs. This planning process will be strengthened in the next quarter.
· Capacity of the project co-ordinator is again crucial for quality MEAL process at CSO level. Hence MITs have realised the need for more pro-active interaction and support to project co-ordinators. Improved capacity and ownership at this level will be a crucial factor in ensuring quality and sustainability of MEAL.
· Follow up support is very crucial for some of the CSO projects. MITs need to ensure pro-active communication with the lead and network partners to motivate the project to for continued reflection and action process as well as to identify support needs for follow up visits.
· Community facilitators and animators contributed more in detailing field realities that helped in consolidating the indicators and outputs. This shows that they were keen to learn new concepts for better understanding.    

· Confusions and difficulty in defining project outputs and indicators in concrete terms, but it will take time to understand these.

· Integration/complement with existing systems for review/monitoring appreciated

· MEAL in networks will have to be looked at differently 

· Revisiting project design of CSOs periodically will help to become focused and specific while working at field.

· Better understanding of MEAL and its relevance among MIT resulted in enhancing confidence to explain MEAL in different ways.

· For sustainability of MEAL, regularized and strengthen Phase –1 and thereafter, introduce MEAL 
Phase-2

· MEAL orientation and training for ROs and CSOs is becoming a recurring activity. For the purpose, CBT modules and much-improved versions of User and facilitators manuals are being prepared. 

· Introduction of MEAL concepts during orientation workshop is easier for the staff to gain clear understanding on the project outputs, the process to reach the out puts and clarity on the activities

· Presentation of projects In the MIT has been a good initiative for generating a common understanding of the project and also to contribute critical inputs towards strengthening the project at the very early stage itself
· Involvement of community representatives in the MEAL implementation process at the CSO level proved to be useful in raising the quality of the process.

· The follow up process of MEAL should be taken without much delay. Instead of completion the whole of the first phase it is better to take it after one or two weeks with the key members of the CSO
6. Other Issues

· CSOs need more information about issues related to supplementary and extension of project

· The CSOs need to understand MEAL as a set of principles. Facilitators need to understand the value framework for catalyzing the reflection process at CSOs. The value framework for MEAL implementation need to strongly emphasized in RO orientation on MEAL as well as in CBT modules

· For launching second phase, need was felt for refresher training on CBIA and OD. CBIA exercise has been launched in Jharkhand from 17-22 Jan.05, in which State MEAL Co-ordinators from other states will also participate so that CBIA can be easily up scaled in other states as well. The same exercise for initiating OD interventions are also being thought of in one state after which it can be up scaled in all the states.

7.  Action plan for next two months (May-June 2005)

Following table shows MEAL schedule of events during next month (May 2005). Detailed future plans are listed in annex-2.

Overall:

	MEAL Schedule of Events for May –June 2005

	S.No.
	MEAL Event
	Venue
	Participants
	Dates
	Follow up Tasks
	Key resp.
	Deadline

	
	
	
	MIT
	CMS
	MC
	
	
	
	

	1
	MP State Program Synthesis
	MIT Office, Bhopal
	Full Team
	Raghu and Ravi
	Sanjeev
	11-14 April
	Base synthesis reports at CSO and State level
	MP MIT
	30-Apr

	
	
	 
	 
	 
	 
	 
	State synthesis report -draft1
	CMS
	7-May

	2
	Jharkhand State Program Synthesis
	MIT office, Ranchi
	Full Team
	Raghu, Ravi and Nelson
	Sharad and Kiran
	23-26 April
	Base synthesis reports at CSO and State level
	Jharkhand MIT
	5-May

	
	
	 
	 
	 
	 
	 
	State synthesis report -draft1
	CMS
	12-May

	1
	MP State Program Synthesis
	Synthesis workshop happened during 11-12 Apr.05
	
	
	
	Draft 1 of the synthesis report
	CMS
	15-May

	2
	Jharkhand State Program Synthesis
	Synthesis workshop happened during 23-26 Apr.05
	
	
	
	Draft 1 of the synthesis report
	CMS
	18 May



	3
	UP State Program Synthesis
	MIT office, Lucknow
	Full Team
	Shiv, Deepak Ravi
	Santosh, Kiran, PwC representative
	2-4 May
	Base synthesis reports at CSO and State level
	UP MIT
	12-May

	
	
	 
	 
	 
	 
	 
	State synthesis report -draft1
	CMS
	22-May

	4
	Maharashtra State Program Synthesis
	MIT office,Aurangabad
	Full Team
	Shiv, Ravi
	Punam, Kiran, PwC rep
	9-12 May
	Base synthesis reports at CSO and State level
	Maharashtra MIT
	17-May

	
	
	 
	 
	 
	 
	 
	State synthesis report -draft1
	CMS
	22-May

	5
	Bihar State Program Synthesis
	MIT office, Patna
	Full Team
	Ravi, Mandal, Shailesh
	Rakesh
	16-18 May
	Base synthesis reports at CSO and State level
	Bihar MIT
	20-May

	
	
	 
	 
	 
	 
	 
	State synthesis report -draft1
	CMS
	22-May

	6
	National level PACS Program Synthesis
	Bangalore
	MCG representatives from state MITs
	Shiv, Ravi, Nelson, Siddhi & all SMCs
	Kiran, Devashish,George
	23-24 May
	Finalise National level program synthesis reports -draft1
	CMS
	30-May

	7
	Sharing State level synthesis and national synthesis reports
	Delhi
	State MITs
	
	
	2-3 June
	
	
	

	
	
	
	
	
	
	
	State level synthesis reports for all states –second draft
	CMS
	15June



	8
	MEAL User Manual –draft 1
	Bangalore
	
	Siddhi, Ravi and SMCs
	
	
	
	
	10 June

	9
	MEAL Facilitator Manual-draft 5


	Bangalore
	
	Siddhi, Ravi and SMCs
	
	
	
	
	15 June



	10
	RO Evaluation tool


	
	
	
	
	
	Finalising the tools and application at sample basis
	CMS and MC
	30 June



	Notes:

	 
	Key follow up after every state synthesis will be:

	 
	MIT to present the report to SCG

	 
	SCG to take programmatic and other decisions to drive the state program and recommend them   to MC

	 
	MIT to finalise communication design for various stakeholders in consultation with communication ROs

	 
	MIT to communicate and share the relevant portions of the report with various stakeholders, as per their requirements

	 
	 


Annex-1: MEAL Chronological Analysis (Up to Apr.05)

	EVOLUTION & ESTABLISHMENT OF MEAL IN PACS PROGRAM: CHRONOLOGICAL ANALYSIS

	TIME 
	KEY TASKS ACCOMPLISHED
	CONTEXT / INFERENCES

	Year 2000-01
	DA & PwC team realised the importance of learning system for the PACS program while brainstorming on developing a proposal for bidding for MC role
	 

	 
	DA & PwC propose a Monitoring, Evaluation and Learning system in their proposal for managing the PACS program 
	Proposal sent to DFID in the national level bidding process, which DA & PwC won

	Year 2001-02
	Program starts from April 2001 
	Work on internal MC systems building 

	Year 2002-03
	MC develop and set into operation a basic M&E system 
	M&E included Quaterly physical financial progress reports and SS and PD RO mechanisms

	 
	MC start searching for consultancy orgaisations which can facilitate the establishedment of MEAL
	CMS comes into the picture in March 2003

	2003-04

	June- Sept.03
	Understanding Information needs and information generation potential of stakeholders at all levels (CSOs, State based Resource Organisations for Supportive Supervision, Communities, Govt. functionaries, Panchayati Raj Institutions, MC team and other PACS stakeholders)
	Wider stakeholder consultations at various levels in different states

	 
	Study of existing system and identification of areas of improvement for meeting the above identified information requirements
	 

	 
	Developing overall consensus on findings of Situation Analysis
	Generation of clarity on what PACS objectives are

	 
	Generation of Thematic clarity 
	Thematic guidelines and strategy for the program

	 
	Situation Analysis Report
	Based on preliminary MEAL framework of what is available in the existing system and what are the areas for improvement

	 
	Conceptual Framework of MEAL
	 

	Oct.-Dec.03
	Consensus on conceptual framework of MEAL
	MEAL Core Group guiding and steering MEAL design

	 
	Developing operational framework and guidelines for implementation
	 

	 
	Field testing in UP and Maharashtra and subsequent refinement of the design
	All preliminary tools tested at different CSOs in two states

	 
	consensus on finalised framework and operational plans
	In MCG, NAB, PSC and RO meetings

	Jan.-Mar.04
	Developing insitutional options for MEAL implementation
	Four options: with CMS, MC and ROs taking different roles

	 
	Many round tables on institutional options with MC and ROs
	Consensus on basing MEAL process on existing institutional mechanism of ROs as roles are complementary and MEAL only intends to bring in some structure in the SS and PD process

	 
	Detailed Proposal by CMS on facilitating the MEAL implementation process
	 

	2004-05

	April-June 2004
	Many round tables on MEAL Implementation process and CMS proposal with MC
	Leading to key ideas on MIT and State Core Group

	 
	MEAL implementation process formally started with Planning Workshop with ROs on 8th May 2004
	Mini-pilot planning for Maharashtra and Jharkhand 

	 
	Development and refinement of tools 
	Workshops with experts on OD, CBIA

	 
	Translation of Tools in Hindi and Marathi
	Through local experts

	 
	Recruitment of State MEAL Co-ordinators for all five states (MP and Chhattisgarh combined)
	National level selection process managed by CMS

	 
	Preparation of Facilitators' Manual -Draft1 
	 

	July-Sept.04
	MEAL mini-pilots in Maharashtra and Jharkhand in three CSOs each
	Useful learning process for understanding and demonstrating efficacy of MEAL and for improving the design 

	 
	Learning Synthesis Report on the mini-pilots
	Leading to MEAL design improvement

	 
	Sharing mini-pilot experiences with ROs of all states
	Critical decision taken on MEAL upscaling in all states simultanously 

	 
	Preparation of MEAL User Note for CSOs - precursor to User Manual on MEAL
	The Note shared with all CSOs during Peer Learning Workshops in Sept.04

	 
	Strategic Introduction of MEAL to all CSO functionaries during 3rd Peer Leanring workshops in all states
	greater first level acceptability and williness to see and experiment

	 
	Revisions in tools and techniques based on mini-pilots followed by translation in Hindi and Marathi
	 

	 
	Month long capacity building of State MEAL Co-ordinators (LFA, Strategic planning, MEAL concepts and principles, PACS thematic areas, Facilitation Skills etc.)
	CMS grooming SMCs to fulfill their function in the program effectively

	 
	CB of ROs on Facilitation Skills
	which came out as one of the areas for strengthening during mini-pilots

	Oct.-Dec.04
	MEAL roll out started in all states
	Jharkhand taking the lead

	 
	MEAL roll out completed in 32 CSO projects out of total 88 project (36%) [Jharkhand -12; Maharashtra-9; UP-5; Bihar-3; MP-3]
	Achieved in less than 3 months; some signs of improving efficiency curve

	 
	Facilitators Manual-4th Draft
	 

	 
	CBT Scripts for computer based modules on MEAL
	 

	 
	MIT Offices set up and furnished in all five states
	 

	 
	Finalisation of preliminary State level analysis framework in consultation with MCG
	to be tested for Jharkhand and shared widely before applying elsewhere

	 
	Finalisation of CSO project evaluation by MCG
	to be tested for one state and shared widely before applying elsewhere

	 
	Finalisation of State Program evaluations by MCG
	to be tested for one state and shared widely before applying elsewhere

	 
	MEAL as communication platform -strategy and framework
	Shared with Communication Advisory Panel of PACS

	 
	Finalisation of institutional evaluation tools for SS, PD ROs, CMS and MC in MCG meeting
	to be circulated and shared across wider stakeholders for improvement

	 
	Building up knowledge resources at MIT -for better understanding state development scanerio
	 

	Jan.-Mar.05
	MEAL upscaling in more than 50% projects across variuos states, cumulatively MEAL implemented in more than 85% projects
	clear signs of improving efficiency

	 
	CBIA piloting at NEEDS in Jharkhand 
	Providing ways forward on replicating CBIA in Jharkhand and other states

	 
	MEAL upscaling for phase-2 accomplished for 11 projects
	Only CBIA initiated intially

	 
	MEAL efficacy discussed in Peer Learning workshops across all the states
	Lots of concerns with realisation that MEAL has mounted self-monitoring and learning systems across projects and provided opportunities for capacity building of field staff

	 
	Preparations for synthesis across all the states with information collection, validation and analysis
	SMC playing useful role in the process

	 
	Information collection drive across states from CSOs (MEAL camps, follow up visits etc.) to prepare the ground for synthesis
	 

	 
	Synthesis frameworks and formats developed
	 

	2005-06

	Apr-05
	Synthesis process initiated in MP and Jharkhand through workshops and expert consultations
	Consultative process with critical role played by MIT across all states

	 
	MP MIT finalised their base synthesis report
	 

	 
	Follow up visits to CSOs to validate and complete CSO level synthesis reports
	 

	 
	MEAL upscaling completed in more than 95% projects for phase-1
	 

	FUTURE PLANS (May-June 2005)

	May-June 2005
	Synthesis workshops and process initiated and completed in UP, Maharashtra and Bihar
	 

	 
	Follow up visits to CSOs to validate and complete CSO level synthesis reports
	 

	 
	National synthesis workshop (23-24 May, 2005)
	MCG playing a very useful role in preparing national level synthesis report

	 
	Preliminary synthesis reports available for all states and national levels
	Follow up tasks for state MITs: Get recommendation approved from SCG, Provide new directions to state program; Synthesis outputs providing inputs to Communication ROs for communication initiative across various states 

	 
	CSO evaluations for selected projects
	 

	 
	RO Evaluation tools tested and implemented on a sample basis
	 

	 
	CBT Modules developed and shared with ROs/CSOs/Outside PACS
	 

	 
	User Manual for CSOs on MEAL developed -first draft
	 

	 
	MEAL upscaling for phase-2 (at least 25% projects in each state)
	 

	 
	MEAL upscaling for phase-1 in 100% projects 
	 


Annex-2: MEAL Tracker (as on Apr.05)

Please See attached excel file
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