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1. BACKGROUND

Reflecting upon rural development approaches was a constant in the implementation of the “Arracacha agroindustry and market development” project.  The need arose to evaluate measurable and non-measurable impacts, as well as qualitative aspects and processes with the same values. In other words, we recognized the need to evaluate many aspects of reality that are lost for the mere fact that we focus on what is clearly visible.  In that search for a methodology, the project found the opportunity to apply the Outcome Mapping methodology generated by the office of evaluation of the International Development Research Center – IDRC.  We exchanged notes, visits by IDRC representatives to the project and visits by the project’s personnel to Canada in order to make validation of the methodology in the project feasible
.

Two workshops were organized in 2000: one in Coroico and another one in Sucse.  In Coroico we attempted to introduce some elements of Outcome Mapping in the process of self-evaluation with many players
.  The training process for the project’s facilitators began in Sucse with a detailed handbook written by Martín Mujica
 and the version published by Helen Raij
. While the handbook was not adequate for the characteristics of the project, we believe that it has useful elements for other contexts: at any rate, the experience was useful to show that, in addition to its instrumental value, the Outcome Mapping methodology involves concepts that we needed to understand in order for its application to produce better results.

A meeting was organized in Cali in January, 2001 to discuss the theoretical – conceptual aspects of the Outcome Mapping as they compare with other methodologies. The facilitators of the project as well as Helen Raij and Ed Weber participated.  An analysis of the theoretical aspects made it possible to begin the systematic and organized application of Outcome Mapping throughout the entire scope of the project
.

2. THE PROBLEM

The eighties undoubtedly mark a change in our way of thinking about development. Questions come up about the theories, instruments and approaches.  Problems related to the environment, conflicts of nationalities, and a new way of reading the actions by the state, are problems that are included in discussions about development.  The economy and production, which were the pillars to solve social problems, are questioned. Social movements arise as a result of this gap.  Social players thus come into the picture, to promote and change the way we think about the whole situation.  It then becomes necessary to understand reality differently, seeing it not only as a sum of its parts, but rather as a whole, where each part is related to other parts in a complex but orderly fashion.

In this understanding, it is the grassroots social players (like small farmers) who are called upon to transform reality in a dialectic relationship with other social players, each one making contributions to development, but, above all, becoming active subjects of those transformations.  In the light of this situation, the need arises to develop a new approach and management of research and development projects. In its attempt to address and interpret reality, the project called “Arracacha agroindustry and market development”, proposes a systemic approach to rural development based on rural agroindustry.  In this context, in the Outcome Mapping planning, monitoring and evaluation methodology, it finds a possibility to engage in an instrumental exercise to be able to approach reality in a more holistic manner.

3. ADAPTATION OF THE OUTCOME MAPPING METHODOLOGY TO MONITOR THE AGROINDUSTRY AND MARKET DEVELOPMENT PROJECT FOR ARRACACHA.

The project called “Agroindustry and market development for arracacha” decided to use the outcome mapping methodology to monitor its activities in order to establish a systematic activity pattern to document and analyze processes, to evaluate the impact of the project in changes in the attitude of players, to evaluate tangible changes in reality and to evaluate the strengthening of local capacities and their influence in the management of local development processes”.

Through the experience of the boundary partners of the team working in the project,  IDRCs Evaluation Unit will obtain OM methodology validation and adaptation results that will:

· contribute to the systematization and analysis of methodology application experiences;

· support the design and validation of participatory tools that make it possible to simplify the use of OM;

· establish opportunities to exchange experiences and disseminate lessons learned.

Monitoring in each one of the sites of the project (San José de Minas in Ecuador, Sucse in Perú and San Juan de la Miel in Bolivia) was done in specific areas of intervention based on their peculiarities. Thus, it was established that:

· In Ecuador (San José de Minas) the MINISTRY OF AGRICULTURE AND LIVESTOCK will draw lessons about the validity of the methodology in monitoring processes in a context where a white mestizo population interacts with government organizations.
· In Perú (Sucse), ESCAES  draws lessons about the monitoring of the social capital through human development programs where monitoring becomes a self-education, personal and alliance development process with the various players, particularly local players.
· In Bolivia (San Juan de la Miel) the IESE of the UNIVERSITY OF SAN SIMON should draw lessons from the OM in the participatory management effort of the project with local organizations, in a perspective of citizen participation in decentralization processes aimed at local development and Aymará peasant communities. 

Regional level

· CIP/CONDESAN should draw conclusions about the validity of the methodology in a context of research projects and interinstitutional and multisectoral participatory action; and generate opportunities for the boundary partners of the project to exchange experiences and share lessons learned, as well as to consolidate approaches.

3.1 Methodology analysis

As planned, the methodology was implemented throughout the project. A monitoring plan was proposed for the desired scope.  Four organizational practices were prioritized at the regional level.  This report analyzes the methodology from the conceptual to the operational and instrumental points of view, based on the implementation of planning, strategic and outcome monitoring and the implementation of four organizational practices.

A. APPROACH ANALYSIS

Differences between traditional methodologies and the Outcome Mapping methodology

Traditional approach

· Planning, monitoring and evaluation methodologies used in research and development are sectoral and fragmented, based on conventional logical models (logical framework, zopp, ppo, etc.) where each part or aspect of the reality becomes a separate study subject matter in charge of a specialized discipline (closed systems), whose systems are based on cause-effect relationships in a lineal fashion, without considering multiple interaction relationships.

· It focuses on simple players (project-centrism)
· The possibilities for change are attributed exclusively to the direct action exercised by the technicians who operate under a logical system by virtue of a predefined scope of unique beneficiaries.

· A relationship of negotiation is established between suppliers (technicians) and people demanding services (beneficiaries).

· Participation is limited in the beneficiary-technician relationship, where the limited intervention of the former represents the social legitimization of the activities of the latter.

· The evaluation of the effects or impacts of the activities of a project focuses exclusively on the scope of direct beneficiaries since it establishes a lineal cause – effect scheme.

· The dynamics of the social context are understood as an assumption to carry out the project. Any variation of these dynamics would render the activities invalid (rigid structure).

· Interest focuses on tangible outcomes and effects
· The acceptance of results is used. It conditions us to think in achievements as finished and immediate products that are ready for use. The processes that make those achievements possible are not taken into account. Their consideration is reduced to methodological aspects or anecdotes.

· The notion of tangible outcomes is equivalent to material achievements or products that can be measured and confirmed through direct evidence and can be recorded with a currency sign. For example: conventional indicators of jobs created, hectares planted, number of latrines constructed, etc.

· It conditions the creation of fictitious or artificial products which are many times established through forced processes.  The product that seems to be successful today often becomes a white elephant tomorrow.

· It is usually translated into concrete actions of materially observable facts.

Outcome mapping (holistic approach)

· Outcome Mapping allows the characterization of reality as a compilation of multiple processes (social, economic, physical – biological, etc.) whose questioning represents the structure of a system that works as an organized multidimensional whole.
· Each part of reality represents a subsystem with its own make up and determination logic by virtue of the interrelations that it keeps with other sub-systems and with the unit (open systems). The methodology considers multiple interaction relations among the players, in recognition of the fact that several synchronous events lead to behavioral changes in relationships or activities by the partners who participate in the project.
· It promotes the participation of many actors (strategic alliances)
· The possibility to change or influence a complex reality is possible only through the contribution of various boundary partners who operate under different logical systems by virtue of shared benefits.

· A relationship of coordination is established as a possibility to extend benefits to various actors.
· Participation includes several social representations to lead to a complex scheme of interrelationships between actors and institutional alliances aimed at shared ends.
· Evaluating the effects or impacts of a project may be done on the basis of different levels of actors, taking into account the fact that these activities may simultaneously have an effect on different social domains.
· Dynamics in the social context and possible variation are included in the monitoring process (organizational practices) as a possibility for change and flexible adaptation.
· It gives the same value to tangible and intangible outcomes
· It uses the meaning of the word outcome that induces us to think about achievements; not only in the manifestation of the final result but in the make-up process as well. It leads to concepts such as: process methodologies, process technologies, which involve the possibility of including knowledge, and know-how through activities.

· Not every result reflects a benefit that can be expressed in numbers and therefore it includes social and cultural variables and indicators framed basically in that which is understood to be the social capital: networks, standards, trust, people and organizational development, as unavoidable principles to reach sustainability.
· It also includes the possibility of becoming translated into activities that promote changes in behavior, relationships, the activities of an individual, group or organization. (Source: New Paradigms in Project Planning, Delgado, Raul, 2002).
· Unlike traditional methodologies, Outcome Mapping includes monitoring and evaluation in its planning as shown in the following graph.



B. MARKS ABOUT THE INTENTIONAL DESIGN

About the vision and mission

Drafting a collective vision makes it possible to discover common interests that lead to the discovery of other relationships of means and ends, stemming from the rescue of the interests that grassroots groups and organizations have.  And it is from there that one moves progressively towards significant learning through which players achieve true empowerment.

Developing an outcome challenge

An outcome challenge should be defined on the basis of a thought and agreement process shared among boundary partners, considering possibilities for compliance around the analysis of the conditions of the context, available resources and approach. Otherwise it can be minimized or maximized in biased or inaccurate views.

If one considers that the outcome challenge is the top contribution from each partner to meet the vision, there needs to be “interaction” through a set of concrete actions aimed at collective development. This set of actions can even improve along the process as the strengths of the partners are shared.

Example: that which started to be exclusively the vision of the agricultural-food chain of development for Arracacha (technologies and methodologies) becomes complemented, through the evolution of the approach, with contributions in other areas of intervention: the strengthening of the social capital and human development.

It was easier to manage the development of the project’s outcomes as tangible (measurable) and non-tangible (non-measurable) changes.

Developing progress markers

Developing the levels of progress markers around degrees of challenges in the project (expects to see, would love to see) might ignore the minimum performance of boundary partners, or, at any rate, fall prey to interpretative manipulation.  If progress markers are expected to reflect a progression of changes to the ideal outcome challenge and this has been determined by virtue of real possibilities, progress markers could be best interpreted in time periods or sequences: short, medium and long term; first, second or third four-month period. In this case they would become intermediate indicators that are not normally used in conventional planning processes. 

To evaluate producer progress periodically, ESCAES used psycho-social techniques of the Reflect-Action Method (see annex 7) which made it possible to know the real interpretation and effect of the project in the community, and which are in turn useful and practical to solve and anticipate problems as well as to seek solutions.

The progression of changes around the performance of the boundary partner, as presented in the methodology is reflected in activities carried out in order to promote behavioral changes. This can be reduced to a series of operational and organizational practices.  The work team in Bolivia believes that it would be advisable to establish values to monitor changes. On the other hand, the need to give a value to progress markers based on parameters involving magnitude (high, medium, low) leads us to think almost exclusively in quantitative indicators, leaving qualitative criteria to the side, which would make the analysis and interpretation far richer.  Valuation should include a number of qualitative questions and thinking even if it were difficult to translate them into measurable indicators.  The identification of analysis variables (variation) of progress markers could achieve this.

Concerning the development of strategies

Strategies should be expressed in language which reflects the how more than the activity or action itself.

In the project we confirm that the use of too many strategies makes it impossible to meet every one and reduces the effectiveness of inputs.

About organizational practices

Giving priority to practices should arise in consensus between the project’s directors and boundary partners in order to respond to the real requirements of the project for it to meet its mission effectively.

We see that organizational practices meet the following needs:

· They make it possible to plan ways in which coordination can support the project, document processes, evaluate plans and reorient the project in a timely fashion.

· Including novel ideas makes it possible to respond to the technical and methodological needs of the project and thinking practices bring new dynamics to actors, lead them to become committed towards the accomplishment of a shared ideal and to empower the project.

· It can influence and establish working relationships with other institutions beyond the scope of the work of the project like CIAT in Colombia, EMBRAPA in Brazil, agroindustrial networks in Ecuador, Perú and Bolivia.

In the project called “Agroindustry and market development for arracacha” we have been able to confirm the following practices as the most important ones:

1. The search for new idea and opportunities

2. The generation of opportunities to agree, reflect upon and seek feedback from collaborators.

3. The dissemination of the project at a regional and world level.

Example:

1. The search for new ideas, opportunities for the conceptual, methodological framework of the project. 

· An initial workshop with the participation of every actor, CIAT and PRODAR, made it possible to discuss and improve the initial conceptual and methodological proposal.

· The joint implementation (with PRODAR and CIAT) of events that allowed the discussion of new initiatives, new concepts and opportunities concerning AIR were promoted.

· Alliances were formed with CIAT, national networks and EMBRAPA.

· Outcome Mapping as included.

· In order to generate discussion about AIR and globalization in alliance with INFOANDINA and PRODAR, an electronic forum was organized with the participation of 500 persons from 26 countries. The result was a statement that was disseminated to the countries through IICA
.

· Based on CIP, CIAT, PRODAR and personal experiences, methodologies have been systematized and generated in the following fields:

· post-harvest

· technological process improvement

· market identification

· participatory marketing

· Contact has been established with FIDA, in situ project, INCAGRO, TIPS.

· A vision/mission and strategic lines through 2020 have been established jointly with CIAT and CONDESAN partners about the topic of AIR.

· Proposals have been drafted and additional resources have been obtained:

- German Embassy

US$10,000.00 (Sucse)

- IDRC OM


US$32,800.00

- In situ project


US$  4,000.00

- Marenass project

US$     800.00

- Growers workshop IDRC
ÚS$  4,448.28

2 The generation of opportunities to agree, reflect upon and seek feedback from collaborators.

· Opportunities in regional annual self-evaluation and planning workshops to reflect upon issues has made it possible to feed back and reorient weak aspects, exchange knowledge, culture, problems, etc.
· E-mail, telephone and visits have been used for monitoring, consultation, consensus search and facilitation of specific requirements in the sites.
As a result of these activities we see that, at the regional level, we have partners with a new approach that influence changes in their own institutions.

At the local level:  technological improvement

· Common problems were identified in the region and allies were identified who helped solve these problems
· Agricultural engineering improvement with the support of EMBRAPA:
· Productivity was improved, the amount of surface planted was reduced as a result of an increased plant density which reduced deforestation processes resulting from the agricultural boundary advance.

· Post-harvest losses were reduced

· Root quality was improved. 

(original document has four photographs here)

· Process enhancement:

· In the traditional “arracacha grating” process

The technical and sanitation quality of the product was improved by introducing prototypes of graters used in yucca grating plants by CIAT.

(photos with the following captions)

BEFORE:  Time (100 kgs) 4 hours



  Workers: 2



   Reduction: 12.5%


               The product becomes grayish and is contaminated with rust

AFTER:       Time (100 kgs) 15 to 20 minutes



    Workers: 2



    Reduction: 0%



    The product is clean

At the regional and local levels:

· Participatory marketing strategies through “trade fairs” made it possible for growers, processors and traders to identify market niches, do hands-on learning, by interacting with customers and learning of their needs and preferences. Thus they were able to enhance their products by virtue of demand and they developed and entered new markets.

· Courses on nutrition and cooking developed in the three sites and gastronomic fairs with the active participation of the women from the villages promoted a new value for arracacha at the local level which translates itself in increased consumption.

OUTLINE OF THE PROCEDURE DEVELOPED

(Instruments used and actors) 

Case: Bolivia





Procedures:

· Application of strategy monitoring pages
Characterization of their use

· The people in charge of using the monitoring pages (who are responsible for carrying out the strategies) identified different levels of academic education and work experience in project planning. This was clearly reflected in the quality of the information compiled and in the analysis done in the case of each strategy.

· The monitoring pages for the development of social capital, human development and market development identify greater quality of information and reflection than those used specifically for technological improvement.

· Assistance given to university students to write their thesis work.

- Standardization of technological parameters

Rafael Millán   
(Perú)

- Introduction of HCCP




Christian Pesantes 
(Perú)

- Post-harvest quality loss



Gladys Mamani     (Bolivia)

- Washing improvement in Bolivia


Gerónimo Álvarez (Bolivia)

- Post-harvest quality loss assessment




      (Ecuador)

· Compilation of recipes




Carolin Caro

(Perú)

We see  that when these young university students are confronted with their reality they change their approach and become involved in poverty-related problems.

3.
Regional and global project dissemination

· Keep the web page with the support of INFOANDINA.

· Articles on the project in CIP’s 2000 annual report.

· Presentation in the High Summit of the World Mountain Forum. Mendoza, 2002.

· Participation in national, international congresses, etc.

· Press, radio and TV discuss arracacha in the three countries.

· A recipe book called From the Andes to your Table: the incomparable taste of arracacha regionally is disseminated.

We can confirm that the project’s experience generates a lot of expectation in decision-makers, operators and other grower groups.

C. OUTCOME AND STRATEGY MONITORING

It was possible to have the participation of the full technical team in the sites to validate the methodology at different levels and at the same time generate a broadened learning and reflection process.

Prior activities:

1) Awareness of the methodology by participants.

2) Establishment of a baseline.

To monitor strategies, the tool used was the monitoring page from the “strategy journal” (see Annex 8 in the case of Bolivia and Annex 9 in the case of Perú).

The monitoring page from the “outcome journal” was used to monitor outcomes (see Annex 8 in the case of Bolivia and Annex 10 in the case of Ecuador).

Regarding the design and application of the record boxes (see Annexes 8 and 9 – strategy records) we comment as follows:

a) in the box that identifies the strategy to be monitored, in many cases we saw that it was advisable to briefly write down the objectives and background to the strategy’s development.  This addition makes it possible to establish a guide both for the person applying the experience as for the person interpreting it. Process vision.

b) The activity and secondary activity box reflects the history of the activities, the actors and their behaviors. It is usually the longest, perhaps because it is more descriptive. It made it possible to identify conflicts.

c) The least clear box and the one that caused the greatest amount of confusion is the one that deals with effectiveness (the contribution made by the activity to the objectives of the project).  It was easy to confuse it with concrete results (indicators, goals) or its statements were too generic, obvious and forced.  Perhaps if it is eliminated, it becomes easier to fill out and interpret the records.

d) The concrete results box made it possible to evaluate the achievements of the activities.

e) The next steps box makes it possible to have a coherent projection and continuity of the project, with the possibility of reorienting it as well.

f) Lessons learned identifies the methodological and theoretical reflections.

Observations

· Strategy monitoring represents an interesting possibility to reflect upon the activities carried out, avoiding activities that at times lack a clear orientation.

· Its application requires a certain technical accuracy, greater practice in this reflection and a certain identification with the approach. Otherwise, filling it in is mechanical, reduction-oriented and unimportant.

· The strategy journal is not the same as technical report of conventional activities.

· Apart from the differentiated capacity conditions of those who recorded the information, we perceive a certain trend to conceive “technical aspects” that focus on technology, machinery, product, etc. that are completely divorced from human aspects. On the other hand, the lineal notion of “technological transfer” and of “technical intervention” in general stands out.

Review and adjustments to monitoring sheets as a possibility for joint reflection

This practice was introduced mainly due to the disparity in the knowledge by those who applied the records.

There was almost always more information than was recorded. Some data, considered unimportant at first glance, were ignored (scientific rigidity).

The introduction of this practice made it possible to:

· Engage in joint reflections (lessons learned) and to establish the next coherent steps.

· Update the local coordinator about the status and identify problems and conflicts.

Document preparation (as concrete products) resulting from completed strategies. (Documents with systematized information and a certain analytical interpretation).

The strategy journal that resulted from the compilation of all the monitoring pages was enriched with the additional inclusion of reports of completed strategies. Example: Outcome document of the local institution coordination workshop, market study report, etc.

The minutes of meetings, programs and everything which is generated as part of the development of the strategy is also added.

It is possible to obtain a systematically ordered information file to prepare reports and assessments.

· Application of outcome monitoring sheets

· The condition to assign values to progress markers, leading us to think of quantitative monitoring variables, at times fully reflects the meaning of the change achieved.  In other cases, the changes achieved are more complex than a quantitative assignment, and even with a qualitative assignment one runs the risk of slanting reality.

· Outcome evaluation (outcome map) has been done individually by the local coordinator, more as a forced condition than as a directed intention.

· While filling out the first sheet is a mechanical task, as we can see from the observations described, the second sheet makes it possible to reflect an accurate idea of the dynamics of changes achieved.  The four aspects analyzed in the boxes are clear and enough.

Observations

· The valuation of the first outcome sheet (low, medium, high) is relative. Its interpretation needs to be carried out and complemented with the analysis of the dynamics of change of the second record sheet (description of changes, determining factors and actors, sources and lessons learned).  Perhaps more work should be done in developing other valuation parameters that are more qualitative in nature. Example: high = fully achieved, medium = partially achieved, and low = not achieved. 

· Its application through a small meeting where visions of different types of actors involved in the project are included may result in a more truthful and teaching valuation.

· The  inclusion of small analytical documents that interpret changes could enrich the experience and make it easier to read later, in the full evaluation.

4. CONCLUSIONS AND LESSONS LEARNED

· The OM methodology adapts to different social groups, from small growers to public and private institutions. In addition, because it is a participatory methodology it permits the interaction among players, leading to commitments though real alliances, and at the same time it leads to collective growth from a democratic horizontal perspective that really empowers these players.

· Through participatory planning and the establishment of a joint vision with local, national and regional partners, the Outcome Mapping methodology has led the project to influence the complex realities of San Juan de la Miel in Bolivia, San José de Minas in Ecuador and Sucse – Sócota – Perú while a group of professionals, technicians and institutions of the regions have been able to agree on a rural development approach.

· The use of OM to monitor strategies and outcomes has opened up opportunities for theoretical reflection, to identify problems and, above all, to allow social players to change their views about reality.

· Outcome Mapping has not changed reality, but its application has changed the mindset of facilitators and it permits a better understanding of the changes in reality and puts the data of that reality in order.

· Outcome Mapping is an instrument that, used mechanically, can become as rigid as other planning instruments. For this reason, the instrument should evolve together with persons (mental rigidity) to ensure that it contributes to a true change of social reality. OM requires understanding and the identification with the approach in addition to some idealism and commitment towards people and work.

Outcome Mapping has been conceptually and instrumentally complemented with other methodologies: the “El Cono” methodology in Bolivia and reflect-action in Peru.

The emphasis of the methodology’s application by ESCAES has been on the use of a number of participatory tools by arracacha growers, like timeline, skits, role playing, ideal map, and so on.

· On the operational side:

· In the intentional design we were able to introduce the following changes:

In developing outcome challenges:

Their development should come from a process of reflection and agreement shared among boundary partners, taking into account the possibility that it will be complied with, around the analysis of the conditions of context, available resources and approach.

To develop progress markers:

The development of progress marker levels around project complacency – would like to see, would love to see – might slant efforts towards minimum compliance by boundary partners, or, at any rate, become prey to interpretative manipulation.  Progress markers might be best interpreted at levels of sequential terms or periods of time: short, medium and long: first, second and third four-month periods. In such case, they would become intermediate indicators that are normally not considered in conventional planning process.

In outcome monitoring:

The valuation of progress markers based on parameters involving volume (high, medium low), induces one to think almost exclusively on quantitative indicators, leaving aside the qualitative criteria that would make analysis and interpretation rich.  Valuation should include a number of qualitative questions and reflections even if it is difficult to translate them into measurable indicators.  The identification of analysis variables (variation) of progress markers, could help achieve this.

The application of strategy and outcome monitoring records is more agile in the case of the facilitators that are already familiar with the use of planning and monitoring methodologies. Example: Bolivia.

In San José de Minas in Ecuador, and in Sucse – Sócota – Perú, its application was mechanical. In Ecuador, its application was individual and involved less reflection.  At Sucse- Perú, the methodology has made it possible to generate reflection processes about the project, but not about the methodology. 

ANNEX No. 1.3 

PROPOSAL FOR IDRC

Adaptation and validation of the monitoring and evaluation methodology

Outcome Mapping (OM) 

I. BACKGROUND AND JUSTIFICATION

The search by the “Rural agroindustry and market development for arracacha” project of a methodology that makes it possible to evaluate intangible results (human and community development aspects, etc.) in addition to tangible results (that can be counted and measured though direct evidence) agrees with IDRC’s interest to adapt the OM methodology to participatory projects. 

This mutual interest by the Evaluation office of IDRC and the project leads to the exchange of notes, visits by IDRC representatives, visits by the project staff to Canada, etc.

The implementation of the methodology started in 2000 with the workshops carried out in Coroico and Sucse but this effort was hindered by the lack of clarity in the theoretical-conceptual aspects of the OM methodology.

The theoretical-conceptual aspects were discussed by the facilitators of the project for the first time in the meeting carried out in Cali in January 2001.  Delving into theoretical aspects and their operation in the operational part clarified doubts and has made it possible to see OM possibilities and obstacles with greater clarity.

We believe that, in fact, the introduction of a new work and project management approach is a learning process for everyone.  Now that we are better trained we have begun the full inclusion of OM in the project.  We have begun a planning process with the methodology and we have designed a monitoring plan to systematically monitor the items that have been given priority.

We have drafted the following Vision – Mission – Outcomes to adapt and validate the methodology:

VISION

“By the end of 2002, the institutions associated to research – activity projects have an integral planning, monitoring and evaluation methodology that has been validated in the project called “Rural agroindustry and market development for arracacha”  that makes it possible to systematize and document processes, evaluate the effect of the project in the mindsets of players, evaluate tangible changes in reality,  strengthening local capacities and their influence in local development management”.

MISSION

To support the Vision, the “Rural agroindustry and market development for arracacha” project team formed by CIP/CONDESAN, ESCAES, IESE, MAG-Ecuador and IDRC will cooperate in order to validate and adapt the OM methodology in the project, to which end:

· they will provide support in the design and validation of participatory tools which simplify the use of OM;

· they will contribute to systematize and analyze experiences;

· they will implement opportunities to exchange experiences and disseminate their learning.

Boundary partners:

(Delicia Coronado

ESCAES

- Peru

(Sonia Salas


CIP/CONDESAN
-Peru

(Helen Raij


IDRC


-Uruguay

(Ed Weber


IDRC


-Canada

(Raúl Delgado

IESE/UMSS

-Bolivia

(Agustín Guananga

MoA


-Ecuador

OUTCOMES

· ASA, San José de Minas – MINISTRY OF AGRICULTURE AND LIVESTOCK

· Draws lessons about the validity of the methodology in monitoring processes in a context where the action of a white mestizo population interacts with government agencies.

· ESCAES

· Draws lessons about the monitoring of social capital strengthening through human education programs where monitoring becomes a self-education, personal development and alliance development process with the various local players.

· IESE, UNIVERSITY OF SAN SIMON

· IESE draws OM lessons in the dynamics of participatory project management with local organizations with a citizen participation perspective in decentralization processes aimed at local development and the aymara peasant community.

· CIP/CONDESAN

· Draws lessons about the validity of the methodology in a context of regional research – action project with interinstitutional multisectoral  participatory integration and extends the methodology to other projects, programs by CONDESAN and CGIAR.

· Generates opportunities to exchange experiences among the boundary partners of the project to share their knowledge and consolidate approaches.

In order to achieve the outcome challenges, the monitoring of the following progress markers and strategies have been given a priority.

MONITORING PLAN COMPONENT – PERU  (ESCAES)

	
	PRIORITY PROGRESS MARKERS 
	PRIORITY

STRATEGIES
	ANALYSIS CATEGORIES AND VARIABLES

(MONITORING)
	MONITORING PERIODICITY

	WITH GROWER ORGANIZATION
	-Designing and sharing the human education plan to develop it with social players.
	- Implementation of human education courses through workshops
	HUMAN DEVELOPMENT

Self-esteem

Autonomy,

Solidarity

Leadership,

Democracy,

Decision-making,

Cultural identity

PERSONAL CAPACITY

Knowledge,

Skills, creativity,

 Critical reflection
	Every fifteen days

	
	-Develop a work plan to enhance agricultural practices 
	- Preparation of records and/or handbooks on farming systems and marking experience.
	
	Every month

	
	-Prepare the work plan to enhance commercial competitiveness.
	-Broadcast its importance in terms of nutrition, organization, business management and human values through radio programs. 
	
	Every month

	WITH LOCAL PLAYERS


	Involving the various social players through concertation desks as a citizen and leadership exercise.
	-Talks and workshop to consolidate the organizations.

-Promote and consolidate the operation of the interinstitutional concertation desk in Sócota and Cutervo.
	MANAGEMENT CAPACITY IN JOINT ACTIVITIES: Resource generation, links, initiatives

INSTITUTIONAL RELATIONS DYNAMICS WHICH ARE ESTABLISHED FROM THE PROJECT:

Intensity,, type of benefit and exchanges, alliances, communications
	Every month (first half year)


1.  MONITORING PLAN COMPONENT – BOLIVIA   (IESE)
	WITH GROWERS ASSOCIATION
	PRIORITY PROGRESS MARKERS
	PRIORITY STRATEGIES
	ANALYSIS OF CATEGORIES AND VARIABLES

(MONITORING)
	MONITORING PERIODICITY

	
	- Promote the creation of an arracacha grower association that assumes technological proposals.
	-Motivation meetings and the establishment of an arracacha Growers Association.

- Advice to drafts legal bases and legal formalities.
	ORGANIZATIONAL CULTURE: vision, democratic style, autonomy, solidarity, cultural identity.

PERSONAL CAPACITIES:

Knowledge, knowledge, skills, critical thinking, employment generation capacity, etc.

MANAGERIAL CAPACITY:

Planning, resources, social mobilization, 

Etc.
	Every month (first half year), then every three months.

	
	-Consolidating the association once it has been established legally by giving members technological management, organizational strengthening and human development training. 
	Workshops to evaluate all technologies introduced.

-Technical training workshops for members (project design) and monitor the learning.

- workshops to promote human development and monitoring of its application. 
	
	Monthly (both halves of the year).

	WITH LOCAL INSTITUTIONS
	- Collaborate in the management of community project financing designed with the participation of members, with a self-management and sustainable vision.
	Formalities with the municipal government and international cooperation agencies to obtain community project financing (2nd phase of arracacha, others).
	
	Every two months (second half of the year).

	
	-Obtain the support of local organizations to carry out these activities. 
	-Workshop with local organizations generally, to retake and give new dynamics to commitments acquire (OM application at local partner level) and monitoring
	CHARACTERIZATION OF VISIONS AND INSTITUTIONAL APPROACHES.

(capacity to interact with the project).

MANAGERIAL CAPACITY IN JOINT ACTIVITIES: resource generation, links, initiatives. 

DYNAMICS IN THE INSTITUTIONAL RELATIONS ESTABLISHED AS OF THE PROJECT: Intensity, type of benefit and exchange, alliances, communications, etc.


	Every month (first half of year)

	
	-Carry out these activities with the active and committed participation of local organizations.
	Meeting of members and facilitators with Academic Peasant Unit to develop a leader and local researcher education program.

-Meeting of members and facilitators with municipal govt., hotel chamber and action help, to promote tourism focusing on arracacha (agroecotourism).


	
	Every two months (both halves of year).

	
	-Consolidate a collaboration scheme with local players to design local development projects.
	Project file preparation developed in participation with local associations and organizations, focusing primarily on rural agroindustry.
	
	Every two months (second half of the year.


MONITORING PLAN COMPONENT – ECUADOR (MoA – INIAP)

	
	PRIORITY PROGRESS MARKERS
	PRIORITY STRATEGIES
	ANALYSIS OF CATEGORIES AND VARIABLES

(MONITORING)
	MONITORING PERIODICITY

	WITH GROWERS ORGANIZATION
	-Implementing the work plan with the introduction of new agronomic techniques and the participation of growers and traders in white carrot.
	-Implement the technology through demonstration lot, comparative tests of the traditional system with the innovative system.
	PERSONAL CAPACITY: Self-esteem, knowledge, skills, capacity to generate employment, etc.
	Every month.

	
	-Sharing with a larger number of community members the knowledge of new productive system techniques.
	- Promote the new technology through field days, making technological knowledge massive.
	
	Every month.

	
	- Consolidating the group in a legally established organization.
	-Linking authorities and local organizations in creating a legally known organization.
	
	Every other month

	WITH GOVERNMENT AGENCIES 
	-Link authorities and local organizations in the formation of a legally recognized organization.
	-Develop joint actions and projects with the population and institutions within the framework of local development.

- Create strategic alliances with institutions through agreements, joint work, letters, certificates. 
	INSTITUTIONAL RELATIONSHIP DYNAMICS ESTABLISHED AS OF THE PROJECT: intensity, type of benefit and exchange, alliances, communications, etc.

Political support that streamlines the work of the project.

MANAGEMENT CAPACITY: planning, resources, social mobilization, etc.

SOCIAL CIVIC OPPORTUNITIES

The practices of government agencies, policies, laws. 
	2 months.

	
	-Promote the inclusion of peasant rural agroindustry in government practices and policies. 
	Awareness-raising workshops with government authorities, where experiences are shared.

-Proposals to include the rural agroindustry topic to national and local development plans.  
	
	2 months


MONITORING PLAN  (Regional coordination)

	PRIORITY PROGRESS MARKERS
	PRIORITY STRATEGIES
	ANALYSIS CATEGORIES AND VARIABLES (MONITORING)
	MONITORING PERIODICITY

	-Facilitate, design and share the theoretical and methodological frameworks to support project activities.
	-Training and experience exchange workshops

-Site visits and participating in key activities 
	-Project management

-Approach, philosophy, vision, participation.

-Personal capacity , knowledge, skills
	3 months

	-Sup[port the systematization of the information received and feed it back.
	-Prepare report and publications with the results obtained.
	-Management capacity, systematization, mobilization
	3 months

	-Collaborate in the regional financing management.
	-Prepare joint proposals with prestigious institutions.
	-Degree of interest on the part of third parties about the project.
	6 months.

	-Facilitate communications and exchanges with regional and international institutions.
	-Strategic alliances.
	-Dynamics in  relationships.

-Communications.

-Type of benefit.
	3 months.

	-Dissemination of outcomes.
	-Outcome Mapping handbook adapted to Andean conditions

-Participation in events to disseminate outcomes.
	-Degree of interest in the methodology on the part of third parties.
	6 months.


In the project we believe that monitoring does not refer to a mechanical data-collection action but is a process of action-reflection with the players involved.  Only thus can we guarantee a truly participatory approach.  I think that the methodology is appropriate as a self-education process.  Therefore each party responsible shall design, apply and evaluate tools that make it possible to analyze, feedback and systematize the effect of activities both by individual or organized growers as well as by local institutions. Thus, feedback will simplify the methodology.

We will have Helen and Ed’s support in coordination in key moments like:  systematization, the conceptual input when questions arise in the progress exchange workshops and in drafting the handbook.

ANNEX No. 5.2

THE PLANNING AND EVALUATION PROCESS IN THE PROJECT CALLED “RURAL AGROINDUSTRY AND MARKETS FOR ARRACACHA” WITH THE ADAPTATION OF THE OUTCOME MAPPING METHODOLOGY






Report by Raúl Delgado (IESE-UMSS)

(1) Background

The implementation of research projects so far by our organization (IESE-UMSS) generally shows the search for concrete answers to problems identified with specific themes in various areas of knowledge: social, economic, technological, and so on.  The parallel interest to develop and at the same time obtain project planning, monitoring and evaluation methodologies has not come to fruition so far, and these efforts have been limited to the application, may times mechanical, of widely disseminated methodologies like the logical framework, soft, planning by objectives, and so on. 

The interest by IDRC to obtain an additional development outcome simultaneously to thematic research outcomes in the implementation of the Rural Agroindustry and Market Development for arracacha project associated to the search of a methodological project planning and evaluation proposal based on the adaptation of the Outcome Mapping methodology (OM) is highly valued by IESE since it fits perfectly with its higher education characteristics and agrees significantly with its desire for conceptual and instrumental search in mediation processes aimed at local development.

Within this framework of shared interests, the workshops of Coroico and Cutervo represent a first essential step that allows us to simultaneously acquaint ourselves with this methodology and begin an implementation process in the specific context of the project.  The next few thoughts attempt to evaluate the progress achieved in said process through workshops and to establish the future course of the activities aimed at that outcome.

(2) Process evaluation: achievements and limitations.

(2.1) Of workshop programming (objective definition, fields for observation and methodology)

Every planning and evaluation process should be undertaken consistently with the specific characteristics of the project and the social-economic context at issue: that is, there is not only one way or recipe of general application to carry out these activities and the development of concepts and tools is dependent on decisions made by virtue of these questions: what aspects or fields do you wish to analyze? How? Through what or through whom? In sum, the approach used to plan and evaluate.

Despite the fact that the regional arracacha project did not have a theoretical and methodological framework to plan and evaluate from the outset, including the OM methodology in the second annual period as a point of reference for its adaptation is, without a doubt, an important step which makes it possible for us to assimilate, validate and develop the concepts and tools of that methodology.

This notwithstanding, programming the workshops in Coroico and Cutervo still does not offer a straightforward identification of the assimilation of principles, concepts and tools proposed by OM, that would have led to the proposal of more precise objectives to carry our those activities.

By reason of the significant number and diversity of institutional players involved in the Bolivia component during the first year, the Coroico workshop sought to evaluate the image of the project from the perspective of these various players as much as the form of their association with activities carried out during 1999. At the same time we sought to get from them a commitment for institutional co-participation in activities for 2000 that might be of interest to them.  The community of arracacha farmers was considered one more institution.

The workshop in Cutervo had the participation of other local players, who were, nonetheless, mentioned in the reports, like teachers.  The major influence of the program was oriented to the use of the tools proposed by the OM methodology, specifically with target communities, that is, the arracacha graters and arracacha growers. Individually considered, the conceptual value or the approach of one and the instrumental value of the other show a lack of previous training for the facilitators on principles, concepts and instruments proposed by the methodology. In my opinion, the methodology goes beyond being a “new” project planning and evaluation instrument and is aimed at proposing a new work and project management approach.

(2.2) Of the implementation of the workshops (application of the methodology)

The tools applied in the Coroico workshop were reduced by virtue of the specific objectives that the players had. Some OM evaluation elements were included in them.

The Cutervo workshop was more explicit in the application of the tools proposed by the OM. Nevertheless, the lack of straightforward objectives which convey the idea of what one seeks to achieve with the application of each matrix or tool rather than simply mentioning the task at hand, the lack of examples relevant to the context and the non existence of a conceptual guide of terms that we consider to have a “universal” definition, as higher outcomes, vision, etc. prevented a more systematic and more consistent application. Somehow, the tools planned were adapted to the decisions and needs of the moment to achieve general compliance with the results foreseen.

Guided by the application of specific tools I would like to offer the following thoughts:

· The application of the matrix developed in Coroico concerning the participation of local institutions in project activities was not adequate to the context of Cutervo, and therefore we can see that when we are dealing with “direct” players (growers and technical facilitators) the answers are repetitive and somewhat obvious regarding the type of participation and type of benefit.  This information is more relevant in a framework of broader player diversification where specific matters can be determined.

· Regarding the higher outcomes by players, I am under the impression that the methodology of your proposal is oriented more towards the process domain, like changes in players’ attitudes than to the domain of concrete outcomes.  This seems quite relevant since the traditional trends give excessive priority to tangible outcomes as they refer to processes or intangible outcomes than are usually left out of reports due to the difficulty in measuring them .

This notwithstanding, I believe that both are important for a balanced operation of a project, and therefore they should be identified with accuracy. Calling the former “changes in reality” and calling the latter “changes in attitude” in the Cutervo workshop does not seem straightforward since both represent a change in reality even if the former are subject to a more objective verification than the latter. Perhaps one can use the term tangible to characterize the material outcomes that can be counted, measured and corroborated through direct evidence and one can call the outcomes that have to do with organizational, community and personal development impact (changes in attitude) intangible.

· The term progress markers is interesting since it allows us to think about the dynamics of the process more than in the cold outcomes translated into static indicators. Yet, when they are applied one runs the risk of writing down activities that are hard to define and to verify objectively. The tangible and intangible differentiation could also be applied in this case.

Another difficult aspect in filling out the markers was the relative nature of the “medium” grade.  Apparently, to offer many possibilities or options to answer with variations in the relative meaning  is confusing, particularly to grassroots communities.   

· Categorizing activities as: causal, persuasive and of support seems appropriate in the objective of looking not only to the outcomes but also to the processes.  Yet, it is necessary to consider the social context where it is applied. In institutional domains, where the complexity of actions may be established with precision and it is also possible to break them down, is relevant. In grassroots groups where the vision is more global, breaking them down is difficult.  The ‘tangible’ and ‘intangible’ categories proposed for outcomes may also be adapted to activities.

· The full participation of the community at the end of the event was done: to validate activities? Apart from the fact that the technique used was too guided (in the case of the graters) I believe that the opposite procedure might enjoy grater social legitimacy, that is, first have the meeting with the “storm” of activities, ideas and criteria and then have the meeting with the representatives to evaluate and assign a priority to that which was proposed.

(2.3) Of the outcomes:

The planning and evaluation process initiated in this second year of operation of the project cannot be excluded from this analysis of what is tangible and intangible because simultaneously to concrete outcomes or target outputs obtained through the workshops, significant progress has been achieved in intangible effects which are relevant in this case.  Therefore, I would like to initially mention this type of outcome.

· It has been possible to introduce a project work and management vision where the planning and evaluation process is not exclusively for the technical activities carried out but is applicable also to the social dynamics of the communities and to the various players that promote it.  It is, without a doubt, a valuable marker which gives the players expectations and therefore merit monitoring and further analysis.

· Associations of arracacha growers and graters receive a first marker and a concrete invitation to break the traditional and static scheme of participation as “target groups” or “direct beneficiaries” to become the planners and managers of the project

· Local institutions and authorities are effectively incorporated into the project through commitments and alliances in specific areas which are of common interest.

· The technical facilitators or promoter institutions question their role and open themselves up to the possibility of open work and a new model of project management.

· The classical model of “project – centrism” is questioned. It is based on the limited and conservative participation of an institution, to give way to a flexible and broad scheme of various social players bound by a complex scheme of social participation.  Empowerment and participation finally can ease to be only discourse.

A change of attitude has been promoted though the planning and evaluation process, which is oriented to the points that have been mentioned and the response in the players is one of predisposition and expectation.

Tangible outcomes are translated into a large amount of information obtained through workshops, but which, due to lack of greater precision in the application of the methodology, should be readjusted and systematized in order to obtain a consistent reading and interpretation.  It is possible to list the following outputs, particularly:

· A classification of activities carried out in 1999 by type of participation of the various players involved.

· A classification of activities carried out in 1999 base on the appreciation of the satisfaction by grower organizations.

· The possibility to review the ideological basis of the project around the vision and mission developed by the various players in order to be able to confirm that the project is responding to social expectations.

· The possibility to compare the higher outcome of the project that was defined in the beginning, with the ones defined by the players so that the programming phase can be adjusted.

· The participatory definition of activities to be carried out during 2000, which in some cases also includes the establishment of commitments by local institutions to participate and implement strategies.

(3) Conclusions and perspectives.

(3.1) OM in the project’s planning and evaluation: conceptual and instrumental value.

In addition to their instrumental dimension as a resource to facilitate project management processes, project planning and evaluation methodologies have a theoretical dimension, a conceptual framework that represents a special way to understand and set up an order for that process.

In this sense, the OM methodology is consistent with the ideological basis of the project, which, when oriented to working in “process in progress” intentionally tries to weigh both processes as outputs.  The traditional system of writing outcome result reports  that focus exclusively on conventional measures of jobs created, houses built, acres planted, etc. leaves the basic aspects of fundamental change processes at the level of the grassroots to the side, which are in the best case, presented as an anecdote.

Through OM, the project seeks to use an instrument which makes it possible to meet both needs: on the one hand, the complexity of the processes of change by the various social players involved (organizational and community impact), and , on the other hand, concrete material outputs (adopted technologies, products in the marketplace, etc.).

This objective to search for a methodology, which should be appreciated as one more outcome of the project, involves working on a number of principles, such as: participation, interinstitutional and interdisciplinary relations as pillars to achieve the sustainability of activities.

I believe that, in the domain of what is theoretical and conceptual, significant progress has been achieved with the process, since the various players accepted the marker and many acquired ownership of these principles as a basis to achieve an adequate and systematic application of the tools.

Concerning the instrumental domain, I believe that this is where efforts should focus more, with the premise of achieving tools that are more straightforward from the conceptual and flexibility points of view. Regarding the first aspect, we still see terms and concepts that are “difficult” when working with grassroots organizations, and a certain complication with the nuances may acquire the form of a proliferation of variables and indicators.  

Concerning the second aspect that responds to a generalization in the use of instruments, whatever the methodology, the risk is run of the straightjacket an that the exercise may become mechanical when filling out the boxes, rather than taking into account the instrument to broaden its understanding.

(3.2) Perspectives

Th expectations created in the various players in the project around the proposed work “approach” (planning, monitoring and evaluation) and the achievements of the workshops condition us to adjust and delve into the process that was initiated.  In my opinion, this involves 4 major steps:

· Reinforcing the conceptual framework of the methodology that one expects to establish based on the adaptation of OM by facilitators. The organization of a meeting to discuss implementation and terms and concepts used in the methodology might be an adequate activity.

· The assignment of one of three work sites for the pilot implementation of the methodology during 2000. This would involve:

1. Readapting and adjusting the program for 2000 with the establishment of tangible and intangible progress markers that may enable monitoring.

2. The application and systematic development of monitoring tools based on OM proposals.

3. The evaluation of methodological outcomes obtained during the course of 2000.

4. A baseline methodology (with the adaptation of OM) applicable to the specific context of the project.

· Validation of the methodology developed, through its application in the three sites of the project in 2000.

· The presentation of the methodological outcome (as a contribution to the project’s management) to IDRC and other participating players.

ANNEX No. 7

Additional methodological instruments used

(contribution by ESCAES)

	Outcome Mapping

Methodological Process
	Reflect-action

Participatory tools

	Vision

Mission
	· Map of your community, resource map, field tour and cross-cutting diagram

· Historic map of the community

· Problem priorities

· Resource access map. Ideal map. 

	Boundary partners
	· Circular diagram of organizations and institutions participating in Sucse.

	Outcome challenges

Progress markers

Strategy map
	· Timeline

· New ideal map

· Identification of opinions

· Production and basic purchase schedule

· Group dynamics

· Brainstorming

· Skits

· Role-playing

· Conflict analysis 

· Gender relation matrix

· Decision-making matrix

	Monitoring outcome and performance
	· Production flow diagrams

· Performance and empowerment matrix

· Quantitative indicator matrix

· Qualitative indicator matrix

	Planning evaluation
	· River of life

· Impact indicator brainstorm

· Impact evaluation indicator matrix.


Examples

Tool: Timeline 

	YEARS
	FACTS
	CHANGES IN THE COMMUNITY
	PERSONAL CHANGES

	
	
	
	


Tool:  Decision-making analysis matrix

	ASPECTS
	WHO DECIDES
	HOW

	
	
	


ANNEX No. 8

CASE:  BOLIVIA

Monitoring sheet:  Strategy journal

Monitoring sheet: Outcome journal

MONITORING SHEET:  STRATEGY JOURNAL

Date: July 15 to 31, 2001

Collaborators: Desiderio Flores, Tito Villarroel and Raú Delgado

	Strategy to be monitored: Monitoring of demonstration plots of land with seedbeds.

With the purpose of developing the monitoring of experimental plots of land more systematically we have prepared certain instruments to collaborate in the process of application of seedbeds and the periodic collection of information obtained through this process so that the guide in the application and monitoring of the methodology be more precise and timely.

	Description of activities and secondary activities

What was done?

With whom?

When ?
	-The monitoring record for the application of the seedbed technology was prepared and adapted. Originally it was prepared by Desiderio Flores, an Agricultural Engineer, and its purpose was to have a tool   that allows us to monitor this technology in comparison with the traditional technology in the intention to measure the efficiency of the technology and the applicability and adaptability of local conditions.  In general, observations to the first document were aimed more to quantitative aspects (% etc).

-The first draft of a technological guide which is being prepared together with Mr. Flores with the purpose of obtaining a technical document which, as we show the advantages of seedbeds, it give orientation for the application of this technology.  The remarks in this first stage were about changing the content , the structure and the wording, suggesting modifications that make the document simpler and easier to understand.

	Effectiveness:

How did the activity contribute to the objectives of the project?
	-A more accurate monitoring record has been achieved with the necessary changes. At the same time, it reflects the description of experiences in the application and will allow us to see quantitative variables in such a way that the information about positive and negative application experiences with seedbeds by farmers are accurate and easy to understand.

-  After a profound analysis of the information available to prepare seedbed application guides, we have seen the advisability to prepare two types of techniques: one aimed at farmers, which is easy, easy to understand, and another one for the scientific community. This technological guide will be the means to disseminate technology both among the farmers and among the technicians who work with arracacha. 

	Concrete results:

(indicators/goals)
	-1 monitoring record which has been reviewed and is in use

-1 draft of the reviewed and corrected technological guide.

	Next steps:

(activities/secondary activities)
	-The  the monitoring record should be used by the farmers. Taking into account the comparative relationship with traditional systems, a statistically representative number of farmers should use it in order for outcomes to be consistent.

-Once the handbook or application guide has been completed, studies will be performed to establish formats for their systematization, and it will be published, in order to initiate dissemination, not only among San Juan de la Miel farmers and technicians but also throughout the country. 

	Lessons learned:
	The permanent interaction between technicians and farmers through the validation of monitoring and dissemination instruments guarantee their applicability, reflecting better possibilities to be successful in processes of dissemination and the adoption of new technologies.


Date of the next strategy monitoring: September 28
MONITORING RECORD:  OUTCOME JOURNAL

Date:   September 3 to December 31

Collaborator:  Raúl Delgado B.

	OUTCOME CHALLENGE:  The arracacha project expects to see IESE interacting with local institutions in the municipality of Coroico: municipal government, academic peasant unit (APU- Catholic University), chamber of hotel owners, Assistance in Action (AIA) and others, to improve production and post harvest technologies for arracacha, develop markets and strengthen grower organizations in the perspective of sustainable local development. IESE has strengthened its capacity to manage the productive chain of arracacha through the exchange of experiences among countries as well as with local and scientific knowledge regionally.

	Values assigned to the monitoring variables of the three first progress markers:

Low = Contact was made, agreements reached, work plans prepared, with fewer than 50% of the institutions contacted.

Average = with between 50 and 75% of the institutions contacted

High =  with more than 75% of the institutions contacted

-Values assigned to monitoring variables in the four last progress markers:

Low = institutions with a commitment gave weak support to the implementation of jointly planned strategies 

Average = Institutions with a commitment supported the implementation of jointly planned strategies actively

High = Institutions with a commitment complemented jointly planned strategies with financial and/or human resources.


	The project expects to see IESE

	L    A   H
	Who?

	(  (  (
	1. Retaking contact with local institutions, informing them about past activities and leading them to make a commitment in the future activity development workshop.
	Raúl Delgado

	(  (  (
	2. Achieving institutional co-participation agreements to carry out project activities and other complementary activities(resources, institutional co-management).
	Raúl Delgado

	(  (  (
	3.  Developing a work plan with each institution to carry out common interest activities agreed to in the workshop.
	Raúl Delgado

	The project would like to see IESE

	(  (  (
	4. Develop, with APU, municipal government and other institutions, activities aimed at improving production and post harvest technologies through the implementation of jointly planned strategies.
	Desiderio Flores

Tito Villarroel

Raúl Delgado

	( (  (  
	5. Carrying out activities with the hotel-owner association, the municipal government and other institutions to promote arracacha consumption, through the implementation of participatorily planned strategies.
	Juio Espinoza

Raúl Delgado

	( (  (  
	6. Carrying out activities to strengthen the Association of Arracacha Growers, with the participation of Aid in Action (AIA), APU and the municipal government, through workshops. 
	Desiderio Flores

Miguelina Leibson

Raúl Delgado

	The project would love to see the IESE

	( (  (
	7. Develop local development projects (2, ideally) with Coroico institutions, on themes that complement the arracacha project, as well as obtaining financing.
	


	Description of the change:

-The activities carried out between September and December, 2001 characterize implementation paces and levels of institutional participation which are differentiated by work area by virtue of the specific interests of institutions in concrete project activities which are relevant to their objectives, but also because of the social interaction which is established between IESE facilitators and the officials of each partner institution.  Thus, we can generally see that the activities in the production and post-harvest areas (application of seedbed, washing and packing technologies) do not draw much institutional attention, perhaps because they are research activities whose outputs require longer and more permanent monitoring than partner institutions may be able to have.  Yet, the favorable condition of the Peasant University in the area (APU) and the institutional penetration that the project has attained in this university by including the theme of interest of andean roots and tubers (arracacha particularly) and through a certain mobilization of teachers and students around it, determines that this institution is an important co implementor of these activities, even when that involves more time and other resources.  By contract, immediate activities like those which are carried out in marketing (sales), promotions (festivals and tasting activities) and the strengthening of grower associations (training workshops) focus more on collaborators (municipal government, hotel owner associations, Aid in Action, etc.) and apparently mobilize more resources, which is, in addition, observable immediately.

-In this framework of general characterization, production and post-harvest (seedbeds and washing) technology application are at their expansion and periodic monitoring phase. This is recorded through technical record sheets.  Application has had the active and critically important participation of the Association of Arracacha Growers. Initial technological proposals were validated and enriched with local peasant criteria and the support of APU technicians and students. Municipal government participation was very specific and concrete at times.  The interest of applying these technologies, particularly that of seedbeds, has gone beyond the boundaries of San Juan de la Miel and is currently being applied by arracacha growers in other communities. The implementation of the washing technology is taking more time than initially expected due, mainly, to the manufacture of a washing machine and also the lack of direction that characterized the Association (APRADE) at one point.

· Marketing and promotion activities, both in Coroico as in La Paz awaken much interest by the institutions because this is an andean root whose high nutritional value, as yet unknown to the consumer population, could become a viable alternative for sustainable agricultural development. Thus, for example, through the first Tasting Festival carried out in La Paz on December 17 it became possible to capture the attention, and in some cases the commitment of various institutions which are ready to collaborate to promote this commodity.  An example of this was that a large part of the organization of this tasting festival was the responsibility of an ecologist organization headed by Mrs. María Eugenia Tenorio, that becomes a potential ally of the project and promoted, through gastronomic short courses and press publications, the nutritional qualities of arracacha.  Promising contacts were established with hotels and pediatricians to carry out activities to promote this commodity and the segments of tourism, children and the elderly, respectively.

· concerning the activities to strengthen the Association of Growers (APRADE), after its initial establishment, its management had a crisis because of personal conflicts  The technical facilitators of the projects promoted some community mobilization to overcome this deadlock and were able to retake the efforts aimed at obtaining the Association’s legal status.  The second workshop of Nutritional Guidance and Cooking Practices took place also in the Community of San Juan de la Miel with the participation of other interested communities. The activity was carried out properly with the cooperation of the Coroico Hospital through Mrs. Marlene Azurduy who also made the commitment to begin some activities to promote the consumption of this root within the institution.

	Factors and players who contributed to the change

Through the actions which has been described it is possible to appreciate that as project activities unfold, a more complex and diverse set of institutional players forms in contrast with that which was originally foreseen.  New persons and institutions come up, and with them, new opportunities to delve into the work of promoting this root. However, this also requires permanent motivation work by facilitators to help keep the collaboration network alive.  Without a doubt, one of the high points of the program has been to earn the trust and credibility of local players, who, even with the digressions and operational problems which prevent greater permanence in the locality, have been able to keep doing collective work.  Perhaps the most important factor in this aspect has been the participatory and open approach to the dynamics of the specific context of this work.

	Sources of evidence:

-Technical records of the application and monitoring of seedbed and washing technology.

-Training workshop in marketing with traders of La Paz.

-Promotion tasting records in the Rodríguez Market and the Tasting Festival.

-Video tape of the Tasting Festival.

-Recorded interview in mass communications media (TV, radio)

	Lessons learned:

Changes in the reality and in institutional or people behavior represent complex processes that must not be assumed under rigid and inflexible assumptions but rather a social interaction dynamics in permanent movement.  To interpret these dynamics in an adequate and timely fashion in the specific contexts of the work could mark the difference in activities that are really sustainable in the long term.


Date of the following monitoring activity: February 28, 2002

2.  OUTCOME AND PERFORMANCE MONITORING





MISSION: To develop, use and share a work methodology to reinforce fresh and grated arracacha competitiveness.  This methodology helps enhance productivity, reduce post harvest losses, strengthen the presence of these commodities in markets, ensure environmental protection, and strengthen the social and human capital with the aim of strengthening or reinforcing local management.  It is the result of a participatory process that includes the perspective  of growers, authorities and local agencies  (San Simón University  - IESE, ESCAES, Peasant Academic Uit of the Catholic University, INIAP and the Agriculture and livestock services in San José de Minas – Ministry of Agriculture, international entities llike CIP/CONDESAN, and facilitators like  CIAT and IDRC from Canada as collaborators.








VISION: “The players in the arracacha agrofood chain stengthen their resource management capabilities and manage rural agroindustry from the perspective of giving it commercial competititveness in harmony with natural resources and the local lifestyle.”








1. INTENTIONAL DESIGN





Step 12. Evaluation plan





3.  EVALUATION PLANNING





Step 8. Priorities for monitoring.


Step 9: Outcome Journal


Step 10:  Performance journal


Step 11: Strategy journal





OUTCOME CHALLENGE





CIP/CONDESAN


To develop the conceptual and methodological framework, to allow other projects and improve the commercial competitiveness of similar productive units that are similar to arracacha.


Boundary partners strengthen their capacities based on the exchange of experiences among countries, as well as local and scientific knowledge at the regional level.


Looks for strategic alliances that allow greater support to local efforts.





IESE - Bolivia


SAN SIMON UNIVERSITY.


The Arracacha project expects to see IESE interact with the local organisations of the Coroico Municipality (UAC), Hotel Chamber,  mobilising  peasant organisations in in San Juan de la Miel in order to:


Increase arracacha productivity


Develop post harvest loss reduction and 


Develop markets oriented to local development mainly for the benefit of farmers.





San José de Minas –  Ecuador


MINISTRY OF AGRICULTURE AND LIVESTOCK - INIAP


Promote processes of interaction with growers and other local players to improve agricultural techniques that lead to improving production and productivity sustainably.


Ensure project sustainability by supporting micro enterprises and legally established organisations.


Coordinate tasks and post harvest management improvement, markets and marketing with the rest of the boundary partners of the project.


Maintain a permanent relationship of activities with local players. 





(    ESCAES – Cajamarca, Perú.


Strengthens social capital through human development and establishes alliances with various local players in order to generate attitude changes. 


Supports production through agro-ecological practices in harmony with nature, as well as the marketing of fresh and processed arracacha. 


Promotes processes that reinforces the competitiveness of fresh and grated arracacha.








Strategy development





2. Use of strategy monitoring sheets





Investigator technicians  investigadores





Development of concluded strategy products





Local coordinator





Thesis promoters





3. Review and adjustment  in strategy monitoring sheets (reflection shared)imiento de estrategias (reflexión compartida)





5. Application of outcome monitoring 





6. Configuration of outcome journal





4. Configuration of strategy journal (registration and file)








� 1.1  Minutes of meetings in Ottawa (December 9 to 16, 1999). 1.2 Thoughts about the methodology by Amelia Jiménez, Martín Mujica, Sonia Salas and Delicia Coronado, with the participation of Ed Weber and Fred Carden. 1.3 Proposal to implement the Outcome mapping methodology (presented by Sonia Salas, Delicia Coronado, Martín Mujica and Amelia Jiménez).


� “Rural Agroenterprises: Arracacha Project Review Meeting, Corocio, Bolivia, Feb. 28 to March 2, 2000, 5 pages. (Workshop outcome report).


�Evaluation and Planning workshop, Sucse (Cajamarca), May 22 to 26, 2000. Workshop facilitation handbook, 56 pages (M. Mujica).


�Outcome Mapping methodology evaluation and planning workshop facilitation handbook, June, 2001 version. Ed Weber, Helen Raij, IDRC Evaluation Unit. 41 pages.


� See more information in: 5.1 Cutervo workshop (report written y Sonia Salas, CIP – CONDESAN, 2000, 5 pages; 5.2 The planning and evaluation process in the Arracacha agroindustry and market development project  with the adaptation of the Outcome Mapping methodology (Raúl Delgado report, IESE – UMSS, 6 pages). 


�See report: inter-institutional co-ordination meeting CIAT-CIP/CONDESAN/IDRC in the issue of Agroindustry and Market Development (Sonia Salas and Rupert Best, 6 pages). 





