
ProcessDocumentation In

Social DevelopmentProgramme

12 5—118 59





ProcessDocumentation In

Social DevelopmentProgramme

LO
i~c ~f’r~

~~‘~LY





Contents

1. Preface

2. The Context and Meaning of Process Documentation

3. Methodology of Process Documentafion

4. Methodological Issues

5. Conclusions

6. Facilitators Reflection





Preface

While in the course of working with grass roots development NGOs, ft
has been increasingly fett that each organisation or project is unique in
ftself. The conceptualisalion, evolution, growth and implementation
strategies differ from one organisation to another. Each project or agency
provides many deeper insights into the enigmatic subject of soda]
development. Each case has something to contribute in the learning
process on social development as there is no “blue prinr’ approach.
Hence, understanding the process is of immense relevance to strengthen
the social development project implementation. We have experienced that
the documentation of processes help in creating systematic information to
articulate the intervention strategies and develop the flow chart of a
programme. This helps the project or organisation to find out more about
the needed fieki intervention methods, coordination, management
requirements, financial management and human resource development
policies. Not only the project conducting Process Documentation takes
benefit from this but other similar projects and agencies can use the
outcome.as a model in their formulation and implementation methods.

This document has been prepared based on the experiences gained from
the process documentation of twelve developmental agencies of India.
These agencies are:

1. Shramik Bharati, Kanpur, LJttar Pradesh.
2. Health project of Self Employed Women’s Association (SEWA)

Ahmedabad, Gujarat.
3. Girl Child project of CINI, Calcutta, West Bengal.
4. SRED, Tamil Nadu.
5. SEARCH, Gadcharoli, Maharashtra.
6. SANCHETANA, Ahmedabad, Gujarat.
7. SHARAN, New Delhi.
8. Lok Jagriti Kendra, Madhupur, Bihar.
9. Urmul Trust, Bikaner, Rajasthan.
10. SIRD, Tamil Nadu.
11. Disha Kendra, Thane District, Maharashtra.
12. CHETNA, Ahmedabad, Gujarat.

These twelve organisations were taken up under a Ford Foundation
funded project between 1988 and 1992. The Society for Participatory
Research in Asia (PRIA) in collaboration with some regional resource
agencies was involved in facilitation of the Process Documentation
processes with the above agencies.
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This booklet aims to make a conceptual articulation about the methods of
Process Documentation based on the above twelve case expenences. It
is not a manual or a prescriptive note. It only higlights the salient features
of Process Documentation based on the twelve cases.
This booklet has been prepared by Binoy Acharya, Shalini Verma and
Rajesh Tandon. It is being published joinily by UNNATI, Organisalion for
Development Education, Ahmedabad and Society for Participatory
Research in Asia (PRIA), New Delhi.

We would like to express our sincere gratitude to all the twelve
participating agencies and all the facilitators in contributing their
experiences on Process Documentation (P.0) for the preparation of this
booklet. We hope this booklet will provide some useful insights for
pursuing P.D. in the development projects.

Dr Rajesh Tandon
Coordinator
Society for Participatory Research in Asia (PRIA)
New Delhi

JUNE 1993
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The Context and Meaning of Process
Documentation

In the last decade, the non governmental organisalions involved in social
development, be ft health care literacy, environment protection,
deforestation,or land development, there has been an increasing visibility
and a well articulated positioning in terms of ideology and implementing
strategies. Each NGOs’ social development endeavour, irrespective of
positioning have some light to throw on the theories of grass root
development. Along with these theones the social development agencies
are spending increasingly more time in developing the institutional
mechanisms. Each development agency has its specific way of institution
building. In an overall context, social development organisations are
concerned about both programme execution and organisational
development. But there is no one theory or one model to understand
programme execution and organisational development. If one were to
generalise some of the existing practices, one would see that some
agencies give emphasis on the achievement of targets in a mechanistic
way and others give importance to the process, i.e. collectivisation of
ideas, participation at different levels, building people’s capabilities, and
enabling people to take responsibilities. Therefore, the entire development
work can be broadly classified into target oriented and process oriented
work. Afthough, there are many initiatives which adopt differential degrees
of both target and process oriented work.

Often the term process documentation is understood to be mere
documentation of activities. Hence, documentation of events,
programmes, activities is considered as the main task. For those who are
process oriented, documenting the processes takes priority, while
documenting achievements and targets become the priority for target
oriented programmes.

Whether it is the process or target approach, one needs to understand
that each event culminates after a series of happenings.So, each
occurrence is post-facto in itself. The happenings prior to an event include
many apnon conceptual understanding of the group of participating
people,their thinking and perspectives, the social context, social demands
and expectations, and many other recurring activities. Hence, P.D. is
increasingly seen as a research activity for understanding the manner in
which the social development strategies and theories are formulated.

Meaning and Purpose of PD.

Social scientists involved in social development projects have been trying
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to conduct process documentation to develop theories, approaches and
appropriate strategies for soda] development. In the third world countries
we come across some well documented efforts of P.D.

Romana P. Reyes (1984) states that P. 0. is a factual chronicling of
events. Another definition (the Philippines Sociological Review, Vol.32)
states that P.D. is a tool in social science research to collect information
on the continuous happenings in the project, programme or activity.This
information is usually used to examine policy and implementation strategy.

David Korten (1980) says that P.D. is a collection of all available data on a
project to provide learning to check the objective, to set the working
methods, to develop monitoring systems and human resource
development planning. He points out that P.D. is a “learning approach” for
development projects rather than a “blue print” approach.

In the Indian social development projects, the systematic information on
the projects is done at the time of evaluations. The information collected in
the evaluation provides insights in post facto. In the twelve cases where
P.D. has been undertaken we have expenenced that P.D. provides
concurrent insights, hence, proving to be of timely relevance. Information
collection on programmes is the key aspect of P.D. But P.D. is
different from all the other social science researches in the sense that it
finds out occurrences of similar events or deviations and searches for the
causative factors in an ongoing manner. Hence, it results in constant
thinking, reflecting and analysing of the development concepts and
implementing strategies.

As David Korten puts it, in social development projects there are no set
rules, criteria or one model. Methods are situation and context specific.
Hence, P.D. is a process of collection of authentic data on recurring
phenomena on an ongoing basis to provide insights into programmes,
implementing strategies and organisation development mechanisms. It is as
David Korten puts it, P.D. of each organisation provides a different model.

Since P.D. is based on the learning approach, before setting up of large
scale projects, P.O. conducted for small projects (pilot study) provides
insight in the policy formulation and setting criteria for making bigger
projects. Any agency working in an overall similar context can use the
P.D. of another agency for its own reflection. If in the P.D. process the key
actors in the programme are involved, like, managers, supervisors,
community leaders etc, the process of data collection itself builds
participation. The insights and analyses of processes begin during the
data collection process itself.

Hence, P.D. not only provides insights into the programmes and strategies
but also builds the capacities of the organisation. P.O. also provides



interlinkages between different agencies, facts, systems, which are not
conventionally thought of in a developmental model. Lastly, P.D. helps in
collectMsing the mission and strategies amongst different members who
join the agency at different stages and also serves the purpose of
orientation and team building.

• SHARAN achieved the purpose of reorlenting Its staff on Its field strategy. The
team became more dear on the implementation strategy.

• CHETNA and SANCHETANA were able to bring together the oki and the new
men~~ersand orient them abo~thelr wod~The team experienced doseness with
each ~herand could alsb identify themselves with the ot~ar~sation’smission.

• Shramik Bhwati collectively articulated the pnnciples behind choice of activities
and the implementing strateg~

• SEWA health project wes able to exanine its strengths and weaknesses of
pro~ammeexe~onsystems and prpcedures.

Methods of Process Documentation

Conventionally P.D. is the domain of Social Science Research in
development projects. It is primarily done in pilot projects and all
informations are collected as frequently as possible in seven days to one
month interval. The social scientists take the responsibility of collecting
information and identifying the processes. But, in a participatory P.D.
process this responsibility shifts from the social scientist to the key actors
involved in the project. The role of a social scientist in P.D. remains as a
facilitator.

In the conventional P.0., participant observation, study of reports and
interview of key persons are the predominant methods used. But in a
participatory framework, since the key actors are actively involved, their
thinkings, memories, analysis, and reflections constitute the major source -

of data. Since, each project or organisation is unique in itself there is no
established method of data collection. However, the data collection is
guided by two major factors:

1 Conceptual and theoretical understanding of the project theme and
the required organisational management aspects. As for example for
a community health project or an urban slum sanitation project there
is already some available understanding about nature of services
available, poor people’s access to services and nature of project
implementation strategies. This available understanding guides in
setting up the framework of data collection. From the twelve cases
we also found that the broad development and organisational
framework are used to spell out the steps for data collection.
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2 The second guiding factor is the actual context. Each project has its
own course of direction which does not strictly follow any framework,
theory or paradigm. The day to day happenings constitute a major
source of data collection. We have experienced that the key actors’
narration of their understanding of the ‘conceptual framework’ and the
‘actual’ is the sole basis for data collection. The word narration needs
to be understood in project specific context.

Wherever the key actors are articulate and feel confident to narrate both
positive and negative, empowered and disempowered experiences, there
narration is not a problem. If the actors feel that by narrating the actual,
their position is at stake, there the data gets contaminated. In such cases,
the P.D. facilitators’ main objective is to remove participants’ unfounded
assumptions, fears and make them feel empowered to get involved in the
narration exercise.Process documentation of pilot projects does not give
much problem since the purpose of P.O. is to develop insights only. But
P.O. of an ongoing programme faction / project, where the concept of
P.O. is new, it is difficult to expect open participation from the actors in the
data collection. The insiders feel that it might be a process to evaluate
them, to review their performances or to examine the validity of their work.
This agenda is full of stakes, hence threatening in nature. Therefore, P.D.
data collection exercise needs to be contextualised in the framework of
organisational development.

,AJI issues related to the process need to be constructed on the basis of
available authentic data.Who sets the process is immaterial.
Conventionally, it is the role of the social scientist, but in a participatory
framework, the facilitator presents the data in such a manner that the key
actors themselves identify and articulate the processes and derive insights
into the different aspects of the programme. Since, the people themselves
articulate and derive insights the future action plan becomes the
responsibility of the insiders. By and large in a P.D. process, role of
facilitator is extremely crucial because the data itself can be
threatening,can lead to unneccessary personalised understanding of
processes or the immediate problems may get overemphasised. The
facilitator’s role is to smoothen the process towards a forthright and candid
data collection, analysis and reflection. Hence, looking at the overall P.O.,
it can be rephrased into the concept of Process Documentation and
Reflection (PDR).

Routinisation of Process Documentation

Process Documentation is still an emerging research area in social
development. The methods of P.D. cannot be generalised. It needs to be
developed in every organisational context. When the organisation
develops a framework of P.D. for itself, spelling out the people to be



involved, duration, frequency, areas and use of methods, it takes the P.O.
process in a much more systematic way. Wrthout an organisalional
specific framework, it is difficult to sustain a P.D. process. Moreover once
a P.O. method is articulated, it should be refined from time to time to
serve the desired purpose. In a sense P.D. itself and its outcome is a
continuous learning exercise. Since, P.D. takes care of theoretical and
conceptual aspects as well as day to day happenings, it is an open ended
process. The data which emerges is used for research, reflection, strategy
formulation, mission rearticulation, organisational diagnosis, development
and evaluation. Hence, P.D. provides insight into all the areas in which
social scientists and management experts have been engaged in from a
long time.
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Methodology of Process Documentation

The various steps under which a process document exercise is
undertaken throws light on the methodology. The broad steps are:

i Familiarisation and Rapport Building
ii Establishing the focus of P.O. and Developing the Frame of

Reference (FOR)
iii Facilitating the Process Identification
iv Review of P.O. Processes
v The Process of Closure.

i Familiarisation and Rapport Building

The concept Process Documentation (P.D.) is overloaded with the word
documentation. Documentation generally results either due to external
demand or internal desire to record. However, for conducting Process
Documentation, authentic information on the organisational culture,
system, evolution and history of the organisation are the basic
requirements. The agency or programme people may not be always
ready to get into such an information collection process. P.O. always
demands for a common agreement of the purpose. The scope and limits
of P.D. need to be understood right at the outset. People join
organisations at different stages, and they have different understanding
about the organisation, activities, systems and culture.Moreover,the P.O.
facilitator may not be well acquainted with the organisation. Therefor, there
is a relevance for building a common ground of understanding on P.D.

The facilitation of P.D. in twelve agencies has brought out the importance
of using documents of the organisation, related to formation of agency
(constitution and byelaws), project proposals, annual progress reports,
records of monthly! annual meetings for getting information. Along with
this information, many times there are information within people’s thoughts
and experiences. Building rapport helps in getting access to these
experiences of people and disclose them for the purposes of analysis.

In cases where the facilitator and inside actors have shared a long
relationship with each other as well as with the agency then much time is
not required for building rapport.

• CHETNA - Thefacihtator had pnor exp4ence of working with the agency in an
inter~lveparticipatory evaluation exercls~The P D exercise followed the
evaluation. Hence rapport bu&fw~for P~Dprocess did not taJce much lime



• SEARCH- Thefacitato~ J~~iy~pdor ot~W
agencyThe~encyvutuail’y examifledrtheattitudesdeobg’ancYstandpoint of
thefacilitatorsrepeate .me~qncy.èVen*Sitedb ~ theexactmethodsto
beusedin PD. Two ~ weresjbentin just repportbuilding andfanhlarisation.

• ShraMkBha’ati - Thefacilitators hadhad kDng relationshipIn termsof being
membersin theboatb,andbeingsupportivein the programmeareas,yet the
agencywascautiousin acceptingthefacilitate. In this casethefacilitatorswere
knois’n to thetop level of theorganisatlonandnot sorhuchwith the grassroot
workn Thegrassroot wodcet~wantedto getfat with theconceptof PD.
andwhatpurposeIt wasgoing to serve.

SinceP.D. is an understandingof processesbeyondthe programme
areas,agencyfeelshesitantto acceptthefacilitators for undertakingthe
P.D.

Initially neitherthe agency nor the facilitators know the net outcomeas
there is no standarddefinition or methodologyof P.D.. The method and
stepsopenup asthe agency starts articulatingthe need,begin setting up
the stepsandtakeresponsibility to get involved in the P.O. process.

As for example,all the agencieswantedto be clear about the methodsof
P.D. from the very beginning. Since,methodscannot be selectedapriori
there areno ready made answers.The other concernis about the
purpose of P.D. When the agencyis clear about the P.O. purpose, it does
not look at the documentation of events in a mechanisticway. If the
agencyhas organisalional developmentand diagnosisasthe purpose,
P.D. becomesan integral part of organisational actMty and the methods
of P.O. are developedrather than decidedaphori.

Agreementon P.D. is always smoothwhen an agencyhasthe needto
took at itself holistically and diagnostically. To setthe initial context for
P.O., it is better to hold a workshop of a day or two to discussthe concept
of P.D. and its contemporaryorganisational relevance.This kind of
educationalprogramme takescareof differences,confusionsand setsa
commoncontext.

• hi aD thecasesunderstudy,exceptCHETNA. workshopswereorganised.The
forum of workshopwasconsideredIrrelevantin CHETNA asthe facIlitatorshad
writtendocumentsmadeavail~eto theagencyto understandthecontextof
P.D..

• Key actorsatdifferentlevelshavevariedunderstandingof P.D. hi caseof
ShramikBhar4the grassrootsprogrammepeoplefelt that P.D. woSdincrease
thewwritngMocumentationwork. Whereas,in almostS.thecases,theheadof
the institutionfelt that P.O. would heipthem in preparingacomprehensivereport
thoutorganisationandits activffies. -
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The identificationof processandanalysis of the processesgenerally do
not form apartof collectiveagendaat the beginning. So, in the initial
familiarisationthe needto emphasiseon processidentification, reflections
andanalysisanddevelopinga collectiveunderstandingshould be put on
top priority.

Beforethe frameof referenceof P.O. is set, it is essentialto clarify who
arethe actorsto be involved in the P.O. process.Whether the processis
initiated by the donor or by an internal researchagendashould be made
dear.Since,this is an intensive internal exercise,if the key actorsincluding
the facilitators’ involvementare not made dear right in the beginning , it
may createconfusionswhile taking the processforward.

The P.D. frameof referencecannot be setin a hurry. The P.O. facilitators
needtime to setthe contextfor P.D. and sodoesthe agencyto initiate
P.D. and finalise the methodsinvolved.

• Inc ieppraachingthePDframeof referencetwo
held with th~headof the institution and otherstaff

n~ngthe scopewild ifmite of P0Thefacthtatorsdid not
1- r theirquery on PD methodandstepsTheagencywasvery

theanswers.In retrospedtheagencywasas~ungthis
out the end prodectof theexerciseandhow it would feel to
But ~ the first two~islts,thefaabtatorsspoketo elf actors

uxlivlduafiy visited the~fl&dwith the staffandalsospenttime in
theorganisatlonobservingtheirwork sty~eorganlsationalsystemsetc Dunngthis
processof initial famillansation,behavioureventssystemsthat thawedatrendor
adeviationwerekieritifled andInformalt~explainedto thestaff membersthat the
purposeof thisexercisewasto find theceusesbehindthesetrendsand
deviationsThecat~es.asIt wasfound9ut later,werearesultofacombination
of factors- personalsysteimc temporal and philosophical Hencein this process,
It wasfor the teamto find out the realcausesto get indepth insightsInto the
organisabonalprocessesThe initial observationandinformal explanationof the
P0 processandit~outcomesubstanhia~edwith few organisationalexamples
helpeduiset~thestageWithoutIhis initial observationandexplanation
perhepsShramikBhartiwould not haveopeneditself andproceededto thenext
phaseofPD

(ii) Establishing the Focusof P.D. and developingthe Frame of
Reference

The sethngup of the focus and frame of reference(FOR) for P.D.is the
first steptowards entering into the P.D. process.At this stageif the
purposeis not colleclivised it will looseits strength to facilitate collective
analysis and reflection. Therefore at this stage

1. Identificationof key actorsto be involved in the processand

2. Expectationsof theagency,scopeand limitations of the process
needsto be made clear.



Often the P.O. exercisestarts with an informal consultation with just a few
top level membersof the agency.Hence,the focusand F.O.R of P.O.
hasto be made with the entire agencyteam.

For a P.O. facilitator, P.D. is documentation of processesfor the purpose
of analysis,reflection, planning, diagnosisand organisatonaldevelopment.
While acceptingthesehigher level of objectives, the agencymight put
forward the day to day needslike preparation of an organisational
documenton its history and programmes, developmentof internal
mechanismsand systemsfor documentation of eventsor documenting
the key features and methodologyof work to sharewith others for
duplication/replication or for preparing a leaflet/booklet reflecting its work~
and work processesfor purely publicity purposes.

Multiple PD Agenda

• ShramikBharati hadaclearpurposeof developinginternaldocumentation
systems

• CHETNAwantedto documentits history and workprocessto usefor staff
orientation

• SANCHETNA andSKARANwantedto look010the processofrearticulatlonof
missionandits relevancein itsdaytodaywork

• Girl Child projectof CINI enteredthePD exerciseto documentprocessofthe
pilot projectsothatotherscouldseamfrom theseexperiencesandusePD for
systematicreflectionandfutureplaungof theproject

• Healthprojectof SEWAexpectedto receivesuggestionson differentsystemsof
evaluationtraningandrecordkeeping

While the organisational requirements needto be respectedand
understood,it is necessaryto highlight the primary purposeie.
documentation, reflection and analysis.

At this stagethe opening up beginsand many times the list of
expectationsbecomelonger. The agencymight askfor quick suggestions
for introducing systems,help in developing a systemof organising a
monthly meeting or the agencymight expectthe facilitators to work on
thesetopics immediately. At the beginning, during the processof finalising
the frame of reference (FOR) of the P.O., the facilitator may be askedto
play an advisoryrole. But at this stagesuch temptations should be
checkedconsciouslyand forthrighlly.

Dilution of P.D. Focus

• In caseof bothSI-wamik Bharall andHealthprojectof SEWA, theneedto develop
internalsystemsand documentationof eventswasput forward~sthe:key focus
of P.D. ahdacMcefrdm fadhitatorswassoughtThef tatiorsweret~iptedto
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get intotheseedvIsot~yroles. But In thetthlitators~internaldecussion~It wasfelt
that it wouldbeawrong entiy point.Thef~cilItatorsthereforeclaffied thatunder
the purposeof P.O. this could not betake4up. This standpoint createdtensions
in relation to settingthescopeand F.O.R ~orP.D.

Along with the purpose darification, the processof role daritybegins.The
role of facilitators, the agencyand the different setof actors needto be
madedear. The roles needto be allocatedasper the desired/expressed
purposeof the actorsor set of actors. If a set of actorsin the organisation
areinterested to developthe organisational systemslike meetings,staff
development,decision making or if another group is interested to
understandthe organisatonal sirategy, choiceof programme they needto
be actively involved in their respectiveareasof interest. In other words,
while specific roles have to be given to peopledependingon the
expressedinterest, it needsto be made dear thateveryoneshould be
involved in all the activities to be undertaken in P.D. At this stage
facilitators needto emphasiseP.O. asa pedagogicalprocessasopposed
to an empiricist frameworkof understanding an organisation.

It should alsobe made dear that the extentof processidentification is
dependenton the opennessof members to look at the different aspects.
The focus can be limited to activities, strategies,missionor the overall
organisation.

• TheGirl Child projectof CINI andHealth~xojectof SEWAareactivmesof larger
organisatlons P D waslimited to knowinçj only thout theseactivIties ft wasclear
thatthingthePD processoiganrsatrona)strategiesmissionswould not get
priority Hence,key membersinvolvedin ihestrategyandmission formulationof
the organisaironwerenot involved in the I) process

• SHARANwhich was undergoingaproce~sof r’earticulationof ~ strategy and
thisslonlockedatthe P 1) prncessin an~verallorganisationaldevelopment
context and henceall keymemberswere~InvolvedIn thePt) exercise

(iii) Facilitating the ProcessIdentification

The processidentification can be taken up dependingupon the
preparednessof the agencyand the issueof their concern. But a
systematicprocessidentification is always guided by the organisalional
framework The organisationalframework veiws the issuesin an
interlinkedfashion. Hence,the useof organisationalframework (table No. I)
helps to startlooking at the processes.



TABLE -

MISSION

4,
STRATEGY~1~

TASK ANO ACTIVITIES

FORMAL INFORMAL

STRUCTURE (—9 LEADERSHIP (—4 STRUCTURE
ANO RULES I CULTURE

/HUMAN RESOURCES

RESULTS

As for example the processcanstartby examining the resultand
outcome and move into examining leadership, policy formulation, nature of
tasks activities, strategies,mission and informal culture. Or it could
commencefrom reexamining the mission andmove into other areas.

• CHETNAstartedits P.O. processafterits evaluation.It reexaminedtheevaluation
resultsalongwith theidentified processesrelatedto organisatlonalstructure,
humanresourcedevelopmentstrategy,leadershipskills etc.

Wh~eas

• SANCHETANA, Health projectof SEWA andGirl Child projectof CINI, started
PD. by examiningthetasksfactivitiesaridmovedinto areasof organisational
structuresand leadership.SHARAN straightawaystartedby examiningthe
processesinvolved in sti~tegyformulationandmovedinto choiceof programme,
leadership,humanresourceetc.

However, it hasbeenincreasingly felt that focussingthe process
identification on tasks and activities (programmesexecutionstrategy, roles
andresponsibilities) is non threatening to startwith. Since,almost all the
key actorsare involved in tasks and activities, focus on programme
provides opportunity for all to get involved in the process.The focuson
programme alsoprovidesa cue for moving into the other aspects.

The processof processidentification highlights different elements
dependingupon the focus of exercise.In social developmentprojects, the
focusof the P.O. exerciseare primarily of two types.



1 Projectfocussed

2 Overall organisation focussed

In a project focussedP.O., the areaof data collectionfor process

identification are:

— Choice of particular programme
— Implementation mechanisms
— Projectmanagement,structure, systems,linkageswith overall

organisation

Whereasin an overall organisational context, areasof datacollectionsare
much wider, such as:

— Initial thinking of founders
— Evaluation of agency
— Initial mission and strategy formulation
— Shifts/changes
— Organisational systems/cultureformulation and its shifts.
— Human resourcedevelopmentmechanisms
— Internal analysisand reflection mechanisms
— Linkages with outsideworld.

• SEWA (Health)andCINI (~iilCt~ffld)are I~rojectfocussedP.O. Healthproject of
SEWAfocussedon ~ogrammeImpleme~itationmechanisms.Girl Child project of
CINI focussedon theorigir~ofGUI Child p~ojectin theoverall CINI organisation’s
missioncontext It alsowaitedto examirw~ithe~proprlatenessof thestrategyof
using Mat~IdaMandaljin theiproject in over~lCN contextand the linkages with
theotherprogran~ns.

o_ —

• SANCHETANA, SHARAN,~ShramIkBha4itl lookedattheprocessof overall

organisationalsystems,culture, rewticulalipnof missionandstrategy.

The processkientification aremadeby invoMng all the key actorsto
narrate all the major events,happenings,thinkings and decisionstaken on
a particularissue.This recall on a particularissuecan bestructured.It has
beenexperiencedthat it is convenientto movefrom presentto the past,
but this whole history can be made in a phased manner. This phasing
canbe only done~the facilitator hasa comprehensiveunderstanding on
the history of the organisalion.Thephasing cannotbe donein an adhoc
manner. R should bephased with a naturalflow.



fri S~NCHETANA,thethreestjlfts~ta~swere
I Healthprograme~d othernonhealth~vffles,
2focusonorgwilsing
3 focuson women’sgroupbuilding

• In thecaseof CHErNA. therecall exemisewasdivided frito four phases

1 presentsetof activities
2 phaseofconsolidation
3 new friitiatives
4 project approach

• Shrai* Bharali beinganeworga-ilsatlonthe P. D. Processescouti not be
identifieddividing the history in phaseaEventhequestionsfor recall couldnot be
appropriatelystnicturedsothat the memberscould bring out variouselements
relatedto thatSue.

• In caseof SANCHETANA, in thesecondphasequestionslike thefollowing were
asked.

1 whycfldwetakeupnewactivities?
2 What happenedto the previousactivity (dinic)?
3 Whatinsightsdo wederivefrpm ourwork andhow?
4 howdoweusethoseinsights?
5 Whatwerethe majordifficulties, tensionsduringthis time andwhy?
6 What arethesigndlcaitthings happenedto you asmembers?

The reverse chronological order of recall creates an environment for all
staff members to get involved in the process. All members present are
party to the present happenings. So, moving from present to past ensures
high participation. When P.O. is conducted in an organisational context
certain organisational tensions create bottlenecks for open involvement of
participants. It has been found that talking about organisational strengths
and weaknesses enable people to develop trust towards the process.

In mostcasestherecallstartedon programmaticarda~butin caseof SI-LARAN
themembersbeganby dsctwsn?go~ç~onaI¶engthsandweaknesses
which helpedto breaktheiceandmadepeoplemoreopenpridcandidin the
discussion.This led to thedIsãUdè9bfton thearflctdaUbri~the,mlssion..

Suchrecalldatacollectionprocesscanbedoneleisurely theorgaitsatonneeds

to taketime off from its otherdQfodäyengagen-ientsp’get~y Sélved;n this>
processMany timesduring theprocesspfdatacollection refleétiotisandanalysis
tnggersoff

Many times the ‘here and noW tensions and problems take precedence
over other organisational processes. While these tensions are worth taking
up, getting stuck to these problems hinders the opening of the processes
and issues. While data collection is going on, it is difficuR to stop all other



organisational processes. It has been found that data collection process if
done durlng different time slots rather than in one go, provides space for
both P.D. and other organisational processes to take place. In our
expenences the whole data collection process takes time ranging from six
months to two years. But in this time penod, the actual involvement is only
for 15-20 days. If the whole data collection is not properly phased, then
whatever data is collected in the first round will loose relevance and it will
be difficult to move to the next round of data collection.

• In case of Shrarnik ~hara~,after the first ~ rounds of data collection, the ff~ -

round which was supposed b look in~orgarEallonal issues got delayed by a
yeer. And ff1 tJ~son~ye~period, the pro~~mmesmade many shifts. The
process of datacoUc~ctlonhad to stafl ~an. In case of SANCHErNA, CHETNA
and SHARAN there ~vasme~icuIousplani½ingand pha9ftlg of data collection. The
P.O. was corr~eted~inJust six months.

(iv) Reviewof P.D. Processes

The data that emerges from the P.D. facilitation needs to be put in a
proper perspective to understand the processes. The organisational
framework discussed in the previous section and congruence between the
different elements of the organisation is the standard key to dub the
processes together in a given perspective. The key processes are:

1 Processes related to mission and strategy articulation.

2 Processes related to the formation of the organisation structure,
system (communication and decision making process), culture.

3 Processes related to choice of programmes.

4 Processes related to leadership building and developing internal
competendes.

5 Processes related to internal coping mechanisms, relationship,
leadership, credibility building and relationship with external
constituencies.

Key Processes Identified In Some PD ExcFclses:

CHETNA

Process of growth ~ndarticulation of mi4sion

— Process of involvement in dflfferont progr~mmes

Process a choice o~pro~ects

- Proc~of eveiop~pmgran~i18s~a~y



SHRA~(BHARAflt

— Potighiend$iifts

— Process of changingthe programmes

Processof teambuddhg

— Processofboldngattefutura

— Process of processdcicumerflatlon

SANCHETANA

— Process of origin and~hIfts

— Processfri emergenc~~of programmes

— Process of formationof organisationalstructasystems,role andculture.

Process of team building

— Processofshapingth~futire

— Process of process documentation

SEWA
Processof developingprogrammefocUsSdperspectivedevelopment

— Process of frnplementtigstrategies

— Processofdocumenonidrecordkee~frigsystóms

— Processrelatedb internal reflection.

— Processrelated~ etT
73rgenceof tersIon~-

The facilitator presents all the processes based on concrete and authentic
data generated during the P.O. data collection process. The processes
need to be published in a very precise and articulated manner. This
publishing needs to be done before all the key actors. This is not only a
process of spelling out the processes but also is the phase of collective
analysis and reflection for future development. It is a very crucial step and
hence, needs to be well planned in a form of two - three day workshop.

This two-three thy workshop requires good facilitation skills. If the purpose
is to identify the processes and lead it to reflecton, perhaps the facilitator

-~-? Pthcessoffubndre~tns

— Processof processdocurnerdthon



or anybody from the agency can present the processes and initiate
reflection. If the purpose is also to develop internal competencies for
process identification and reflection, perhaps, the group could be
encouraged to articulate the issues based on the available data. So,
availing data for process articulation is the key task. The group can itself
identify the processes soon after the collective recall process.

The P.D. process idenlification should be placed near the end of the data
collection process. If there is a time gap, the members may not be able to
relate to the processes due to the information loss in relation to the
processes.

During the process analysis, some members try to rationalise the
undesirable processes as valid, and useful. As members are personally
associated in some of the growth processes they take it personally and do
not like to see the processes as they are. In such situations there are
chances of organisational tensions. These tensions can be between
programmes incase of programme processes, between the founder and
the new members in case of mission objective and strategy, between old
and new members in case of organisalional culture etc.

• In the case of one a~gencythe wemen’s ~~imgramrnecoodnator tned to define the
repetitive closure of a~ivrtiesas a process of buIk~nggender sensitIvity into the
programme Whereas the available P F) idata showed that the actMtles were
launched without looking in~sustainability factors~so each adwty had to be
dosed There were tensions amongst members during reflection

• In thecase of another agency the found~rmembers rationailsed all adivftles as
us~ hasing out of the adwbes hifa~the
data 1wered~nordrIvenandtakenuptobuildan

rather than chc~osingthe programmes based on a
during the presentation, there was tension between

founder members and ne~’programme àaff

The process analysis can be a very academic exercise, hence, care
should be taken to make it interesting, so that everyone gets involved,
particularly so, in situations where different levels of people try to
participate. The whole analysis can be done by using innovative methods.
It provides data not only for desired and undesired growth processes but
also provides hints to different indMduals on styles, contributions, patterns
of behaviour, actions in the organisation. Hence, the P.D. review process
needs to be taken both at indMdual and organisational level. Space
should be created for individual as well as for collective reflection.

It is useful to document not only the data but also the whole P.D. process.
This document is like a vivid autobiography. Such a document can be
used for internal orientation. It can also be used by similar others for
learning lessons. The emphasis on both documentation on one side and



analysis and reflection on the other side should be given equal weightage.
There is a tendency of the task oriented people gMng weightage to
documentation and process oriented people gMng emphasis to analysis
and reflection. Out of the twelve cases undertaken under the P.D. study,
six agencies provided emphasis on both documentation reflection and
analysis and four provided weightage only to reflection, while two
abandoned the process as they found it time consuming and intensive.

(v) The Process of Closure

P.D. itself is an ongoing event as the organisalion is always in a dynamic
state. In order to use the identified processes, a definite time frame should
be evolved. In order to make P.D. a learning process for organisational
development and growth, the P.D. has to be undertaken in a specifed
time frame. In the context of the time frame, processes need to be
identified and should have definite dosure so that future P.D. can be
planned. The steps and methodology used in the current process need
to be articulated for further reference,. Each time the method has to be
spelled out looking into the organisational needs, pnorities and the context.
The instrumental determination of P.D. methodology leads to mechanislic
involvement of the actors in the P.D. process. Hence, the P.O. process
needs to be used for ta}dng forwaid a set of emerging concerns and with
openness to adopt appropnate methods.



Methodological Issues

While the steps in conducting a process documentation is explained in
the previous section, perhaps it will be appropriate to raise some of the
issues that are crucial in facilitating a Process Documentation process.

(I) Meaning of Process Documentation

The term P.D connotes ‘documentation of a process but does not specify
how such documentation be done and for what purpose such
documentation be used. The answer to the question of purpose of
process documentation is bound to be situation specific and invariably
influenced by the organisation’s philosophy and nature of activity. Hence,
the nature and characteristics of the concept are bound to differ for
different contexts in which the organisation or development project is
situated.

In the literature available so far, the reference to the concept of process
documentation shows it as a technique of project implementation and
monitoring with the involvement of experts and communities. While at
some other instances it is projected as a technique of documentation
based on participant observation. The process documentation is a means
to achieve efficient information systems on the implementation and
monitoring aspects of the project. While such interpretation may be
valuable, process documentation can make immense contribution in
experiential learning for indMduals and the collective growth. It also
contributes towards conceptual and philosophical refinement. The purpose
of process documentation can be to improve the implementation and
monitoring methods and to strengthen involvement of people responsible
for the intervention.

Such conception implies that the scope of process documentation needs
to indude targets, tasks and organisational structure, systems and
mechanisms. For this the process documentation needs to take all the
process that constitute life of an organisation along with their multiplicity
and interdependence as sources of learning for growth. PD. broadly
focuses on three aspects of a development agency or project.

The first set of processes are related to tasks and activities. Under this the
choice of the programme implementation strategy, division of role and
responsibility, evaluation and monitoring systems and their shifts are
induded.

The second set of process are those emanating from the organisation’s
interaction with its primary constituency i.e. the sections of society with



which the organisation primarily works and acquires distinctive importance
in the course of growth of the organisalion. These processes manifest
itself in activities and programmes that an organisation takes up in order to
move in the desired direction. Since, activities and programmes are a
significant aspect of a development organisation, their congruence with
purpose and perspective of the organisation is very important. The
processes contributing in establishing such congruence is a significant
element of P.D.

A segment of such a process is rooted in the organisation’s interaction
with broader socio-political and cultural environment in which it exists and
grows. This environment consists of various segments that affect
organisation tangibly or intangibly on an ongoing basis. The growth of an
organisation in its stated and designed direction is subject to its dealings
with ‘pulls’ and ‘pressures’ that are treated by elements of the
environment covertly or overtly. The dynamic nature of the environment
and the interdependence of various elements of environment on each
other makes this task further complex in nature and strategic in
characteristic.

The third set of processes relate to the structure of the organisation and
interaction among its various elements. The structure of an organisation is
shaped by five essential elements i.e. people, tasks, dMsion of labour,
accountability and decision making.

The subsets of such processes are :-

i The processes rooted in interaction between indMdual goals and
organisational goals, indMdual competence and task requirement,
indMdual values and organisational culture, individual growth and
organisations’ future requirements.

ii Nature of functioning related to participation, communication,
leadership, decision making and problem soMng.

iii Processes rooted in dialectics between formal structure of the
organisation and informal culture.

All such processes put together form the universe of learning which
contributes to strengthening of organisations in accomplishing its mission.
The process of P.O. needs to address all these processes and build a
knowledge on that basis for appropriate action. This contributes towards
the growth of an organisation.

P.O. means documentation of organisational processes in an authentic
databased framework. It values the processes in a historical (time-framed)



framework rather than taking the processes in its face value. P.D.
understands the issue by understanding the recurrence of various facts
which constitute the major data base. P.D. looks into the programmes and
activities, hence, examines and develops management information
systems (MIS), examines organisafionat development process, helps in
building positive organisational climate, analyses the growth process and
re-examines the organisafional perspective and internal capacity. P.O. is
not merely a faceless examining process rather it involves all key actors
and emphasises a documentation -analysis -reflection process. It is a non-
evaluative, non-threatening process.

ii A Collective Process

While initiating a P.D. process it is difficult to set a common agreement on
the purpose of P.O. In any organisational set up, a new process always
creates resistance by some key actors with the fear of gethng
overburdened with work or it being an evaluation of performance and
other such pressures. In case of P.O., it is necessary to involve all the key
actors and make them understand that it is for both individual and
organisational development.

If the meaning of P.D. places centrality on learning from experiences
related to the existence of organisation in its totality, it then places several
prerequisites on methodology that may be conducive for that purpose.
The first and foremost prerequisite is related to philosophical premise of
the methodology without which any permutation and combination of tools
and techniques will not be able to solicit learning from the type of
processes mentioned in previous section.

The foundation of such philosophical premise lies in our faith in people,
their experiences, in their capacity to learn and willingness to change.
While another fundamental dimension of such philosophical premise lies
in our faith in experiences as a valid source of learning.

The most significant imperative of such a philosophical premise on
methodology makes it facilitative in nature as against being inquisitive or
investigative or prescriptive.

It implies that methodology should be able to make individual and collective
introspection possible in a way that helps in establishing and understanding
linkages between different aspects of various organisational processes. In
order to be responsive to such requirements, the methodology needs to
create such learning structures which provides space, opportunities and
environment for introspection, sharing and collective analysis to occur. The
choice of tools and techniques is then required to be made within this
framework Such tools and techniques certainly need to transcend the



limitation of prescribed formats and written words; and need to be evolved
and innovated to suit each situation and people.

Since the action emerging from such a process of reflection will focus on
both individual and collective changes, the methodology has the challenge
of encouraging and establishing people’s control over the whole process
and its outcome.

Essential Fives to Make The Process Collective

1 Reflection and sharing of indMdual’s expenence with organisation as
its member and person at various levels.

2 Collective recall and reflection on the history and the activities of the
organisation.

3 Collective introspection on organisation’s history in terms of its
purposes, its perspective and its relationship with various elements of
wider environment.

4 Common understanding of critical events or happenings and turning
points or shifts in priorities and strategy.

5 Collective articulation of organisation’s future direction and shape.

Since P.O. is a long and ongoing process, members may develop apathy
and boredom towards the reflection exercise. Sometimes the processes,
during reflections are not easily identifiable thus members may loose faith
in the process of P.D. In such situations faith in the process of P.O. has to
be rebuild by making periodic examination of data and using them for the
ongoing programmatic and organisational work.

During the initial phase in the life cyde of an organisation the anxieties of
primary tasks completion takes precedence over process and process
reflection. At the same time lack of common experience base also
contributes in limiting the possibilities of collective reflection and sharing.
Whereas, the P.D. process helps in developing the collective analysis and
reflection process.

iii Primary and Secondary issues

Two broad kinds of issues are generally seen in all the identified P.D.
processes. One is regarding processes related to issues emanating from
the history of growth, programmes, systems, structures and the second is
related to organisation’s ‘here and now~issues like an interpersonal
conflict, salary raise etc. But P.O. process emphasises on the issues
related to organisalional and programmatic processes only.



In the organisations that place importance on learning, they look at the
issue of organisalional growth with an evolutionary perspective. Such
processes are created in organisation’s informal culture, and formal
functioning. However, in many cases systematic documentation of
collective reflection somehow takes a back seat. Thus, integration of
documentation, retrieval and utilisation mechanisms into the mechanism of
organisation’s functioning becomes the task of process documentation
exercise. In organisations where the issues of organisational growth are
not addressed under P.D., only the here and now issues are highlighted
it becomes more like a crisis management exercise.

Interestingly enough, in both the cases, process documentation exercises
lead to some or the other kihd of intervention or alteration in organisalion’s
current functioning. This has certain implications on the organisalion and
its leadership that wishes to undertake the P.O. exercise or wishes to
incorporate process reflection and documentation mechanisms into its
functioning.

The first and foremost implication is on the perspective of organisation
building. Since, in social change mission organisations the issue of
organisation building is not an end in itself, it is important that the practices
and structures we develop should not only correspond to the requirements
of primary objectives and activities but also be able to keep pace with
everchanging and dynamic nature of social reality that it intends to deal
with. A developmental or evolutionary perspective for organisation building
thus becomes a necessity. Some kind of acceptance on the part of
organisation’s leadership and its core members for such a perspective is
an important prerequisite for effective P.O.

Since, leadership type and style historically has been most consequential
to the life of an organisation, demonstrated ‘will to change’ by leadership
becomes critical precondition for the effectiveness of such reflective
processes. The cognitive, affective and operational support that is usually
available to the organisation approaches the issue from problem-soMng
and techno-managerial view point thereby giving centrality to the needs
and requirements of leadership in scheme of change. The change
requirements that come up as a result of reflection process across
organisation may not always be convenient for the leadership. Once the
outcome of an intense reflective process is not holistically used or acted
upon its de-motivating effect is not easily compensated for and possibility
of collective reflection and sharing is lost for a long time. Hence,
leadership’s explicitly stated will to change is a necessary prerequisite for
beginning a process reflection exercise.

iv Role of Facilitator

Another set of implications relate to the issue of facilitation of P.O. within



organisation. A culture of openness, consultation, mutuality and
togetherness is essential for a reflective process to be effective. Such
elements are present in different degrees in an organisation, but need to
be specially built upon for the P.O. exercise.

External facilitator in fact is not needed at all once the concept of P.O.
suitable for the specific situation of an organisalion is understood and
imbibed in the organisational functioning. However, the experience shows
that the intervention of external facilitator sometimes helps in starting the
process but ultimately the organisalion has to build its own capacity to
carry it forward. The role of external facilitator as experienced by us during
this process may be understood in the following stages:

(a) Familiarization and Entry

The most comfortable situation is if the external facilitator has a priori
relationship or familiarity with the organisation. Otherwise, this phase
needs to be handled with lot of patience, caution, and care.
Understanding of and sensitivity towards the organisation’s forms, norms
and culture holds the key for external facilitator at this stage. The capacity
to relate and interact with various levels in an organisation and various
aspects of organisation is a very essential requisite.

(b) Clarification

This may appear to be incorporated in the phase of familiarisation but
needs to be understood separately. The darification of intentions is the
most important aspect. The intentions or motives of external facilitator for
its involvement in process of P.O. needs to be put explicitly or straight-
forwardly from the very beginning. The expectations of external facilitator
and the organisation also need to be matched at this stage. All the
negotiation related to incorporating the expectations are required to be
settled before entering the next stage. Despite our good intentions and
efforts, due to complexity of environment in which we operate, the need
for clarification may crop up again and again at different stages. The
external facilitator is required to be prepared to respond to such needs
and be flexible enough to incorporate certain expectations which may not
be articulated or expressed initially.

(c) Understanding about Sharing of Responsibility

Another crucial area for an intervening agency is of creating
understanding about sharing of responsibilities for carrying through the
process of P.D. between the organisation and itself. Generally, the
external facilitator is expected to do most of the things, but if the process
has to be geared to build capacity in the organisation it is necessary to



share responsibilities. The task for external facilitator at this stage is to
exercise restrain and resist temptations of taking over the entire process.
Despite the chances of extra investment of time and energy and repetition
of work, the people involved with the organisation should be encouraged
to take the maximum responsibility for the process of P.D.

A dearer understanding of sharing the responsibility at early stage helps
the process.

(d) Feedback

The experience shows that role of external facilitator in providing feedback
to the organisation and seeking feedback from key persons in the
organisation is very crucial and consequential to the process. In case of
process of P.O., the issue of feedback should not necessarily be held
back for a particular stage. Intact, it begins quite early and runs through
the whole process taking different forms and providing and seeking
feedback both become equally important. It requires an extra sense of
discretion to make mutual feedback as a pushing factor for process of
P.O.

(e) Facilitating Reflection and Learning

The P.O. as described in context to social change misskn organisations
need to evolve a methodology which is reflective, educative and
empowenng. The experience shows that such methodology by nature is
facilitative in nature and face~following challenges.

Facilitating Reflections:

The process of P.O. needs to be designed and operationalised in a way
that facilitates reflection on linkages between different aspects of
organisation and indMduals’ relationship to those aspects.

Facilitating Learning:

The process of P.O. needs to distinguish itself from regular project
monitoring and evaluation concerns and rather focus on collective and
indMdual learning. It is necessary to establish and re-establish at different
stages of the process the educative aspect of P.O. Intended use of
outcomes of P.O. and its perception of people involved in process has a
crucial bearing on this. The popular practice of documentation for
monitoring purpose in most of the organisations makes this challenge
more formidable. The role of key functionaries of the organisation have
central role to play in clarifying such perceptions by their conduct during
the process.



Facilitating Empowering Process:

The process of P.O. by implication needs to lead to enhanced
understanding of different aspects of organisation, enhanced
understanding of each other and creation of a shared committment to the
future of the organisation. The process needs to address itself for building
capacity of participants to be effective actors in P.D.

Choice of Methods:

The choice of methods for generation of information and documentation
becomes a crucial issue. The methods need to encourage reflection at
various levels in the organisation. The facilitator needs to select
appropriate methods not only for information coDection but also for eliciting
participation.



Conclusions

Every social change mission organisation operates under its articulated
ideology, mission and perspectives. A variety of processes take place
during the articulation and furthermore during implementation. It is very
difficult to capture all processes that undergo in a development
organisation. P.O. is used as a tool to collect systematic data on various
processes. P.O. is not an evaluation which essentially is a postfacto
exercise. It is an exercise to gather all data for reflection and analysis and
use it for reexamination of strategic and operational frameworks.

Afthough there is no well defined methodology for conducting P.D., the
methods can be spelled out in specific context of agency needs. The key
steps are:

i The programme or agency need to articulate the purpose, scope and
limits of the P.O. exercise.

ii Expectations of both the agency personnel and P.O. facilitator need
to be darifled and reach a common understanding on the process of
the P.O.

iii At the outset it is important to establish the focus and frame of
reference for P.O. in which the expected outcome of P.O. need to be
spelled out.

iv P.O. needs to result in analysis, reflection, planning, diagnosis and
organisational ‘development and also address the day to thy needs
of the organisation like preparation of an organisational document on
its history and programmes.

v Having an organisational framework in mind helps in the systematic
identification of processes. This enables in identification of processes
that could begin from the results/outcomes to leadership, policy
formulation, strategies and mission or begin from mission and move
on to other areas of organisational framework.

vi The key actors’ recalling or narrating the experiences, events,
happenings and decisions form a large part of data. Structuring these
and putting them in a proper perspective results in process
identification.

vii Analysis need to focus on both desired and undesired processes but
also hint at the causes of processes and patterns.



viii The P.O. process should be defined within a particular time frame.
The temporal aspect provides clarity for future use of data that has
emerged from the P.O. process.

P.O. essentially enables the organisation to build internal mechanisms for
continuous reflection and analysis based on authentic data. It is primarily
used for developing appropriate system, structure, perspective and
building the institution.
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Facilitator!s RC4Iecdor~

I was involved in ¶aduitqtirig the pro ~ssdocumentatioq exercise in
three organization~:All !hese orgar ra!lons are relatively small and
new. One rgards~tion js eight yeaj old and has a 4 strength of
twenty one~the ond~oneis tour ~earsold’wlth a staff strength of
twelve and The thud one is five yeas old with the staff ~trengthof
Sght~en.Two orgánisalions work in~urbanslums and ~hethfrd one
works among the bibS. The PD. 4xercise was completed in two
organisations. In the case of the thh~Jorganisation, thotjigh many
process facilitation exertises were i~ndertakenrelated tp programme
planning and staff development, ySthe RD. process cpuki not be
ir~fid [I I

The three cases provided great opçiortunities of learning on the issues
of the growth and Fievebpment of o~arüsatons. Howefier, the whole
exercise had its moments of tensIo4s, anxiety, joy and un.

The idea of process documentation came when we at ‘AlA began to
discuss organisallonai processes arid organisalional typologies as a
result of our involvement In evahiafitns and facilitation ih programme
planning of vokintary oi~anisations.In our analysis, weicame to the
condusion that the various processós which an organi4ation undergoes
are unique and distinct Ip their own ~way.Wethought th~tthe
understanding of 4bh processes m~help us In erih~ndngour
knowledge on types of órganisationai functioning. Moreover, such
identification of processes would heli~the orpanisation to become

conscious~ofthernJ~ 1.
Though we were all set ‘to start the process documentation and formed
a team of two persons for facilitatiork of the P.D., we w4re not feeling
very comfortable t6 facilitate the profess. We all sat to9ether and
studied the existing literature on P.D~But I was very disappointed.
Whatever little hter~turethat was av~fiablewas on deveäoping
mechanisms to ensure the mainten4nce of extension p~ogrammes.
There was no reference towards out proposed objecti4. This did not
help us at arriving ~tany definition 0 Proceás Documei~tatbn.But
somehow, we gathered enough courage to go ahead ~nd.facilitate the
P.D. I did not hav~any prepared instniment or technique for P.D.
facilitation. I filled in the I~undrylist pçepared by a colleabue on what
one should see while dØing RD. M’,4 plan was to see S that happens
witilnanorganisa~o1t~1 I



Along with one of my colleagues, I proceeded for the first P.D.
exercise. We both knew the organisation very dosely.So I was
comfortable. The whol~situation became very relaxed when the
organisalion accepted ss as P.D. facilitators even before we finalised
the contracting procedures. The question of what is P.D., how it would
be done came repeatedily from the staff. We did not have any clear
answer for it. We told them about how we had conceptualised P.D.
and also made some tentative statements about the usefulness of P.O.
Even though at that tinje we did not have a very convincing definition
we felt that the organisàtion was open for RD.

I approached the second organisation for RD~,while the first P.D.
exercise was half-way through.We received a warm wetorne and
were told that they would be happy to help us in our research on
process documentation. It seemed very dear that the organisation did
not understand the PD~objectives. We highlighted the nuitual benefits
of the P.O. But the organisation was not ready to accept that there was
a posstllity of benefithr~g from the P.O. process.The head of the
organisatlon asked a series of questionS. Weiiied our best to answer. I
Vied to narrate my experiences of Involvement with P.D. and the
usefulness of RD. After this, even thoughi wasPivolved in the
facilitation of processes in programme planning and staff development,
the prOcess documentz~tionexercise as such cud not happen.

In the case of the third brganlsation, there was not n~uididifficulty in
finalising the contracting process. When we approached the
organization for P.D. they were plannfrn~to undergo a process of
analysis of their past years of activity. *tOurirütithounds of discussion,
they realised that P.D. could help them in analysing the process ~Attñn
their organisation and thus they agreed h PB.

All the three organisations Initially thought that P.O. was an exercise of
interest to ‘us’ only. Th~’thought that it was not going to help therm
Our organisationa! prin9lple believes irjØving due respect to the needs
or expectations of the paflr organisatic~i,=eveaihough, they do not
fall within the framework of the project.~IS approach enab4ed us to
relate to the organisation in a broader frame pf reference. In case of
the second organisation, where we could not initiate RD., we had long
disctSon with the head of the organisation on the issues of
organisational processes. Perhaps, it would have been very difficult to
convince all the three organisations to enter the P.D. exercise, had we
approached them as PP. facilitators only. Our approach to respond to
the rganisational nee~in oniSi S4f*n theapaP~on
provldediis enough sp~cebineth~grgatüSo~frt~ayrvre



relaxed way éiien thoUgh we cfld nOt have any clear a~idconvincing

answers to the qUesti4is of those ~rganisations.

Sfl~s

WhilelIriltiatedt~Pflinthefirstorganisatior,forso1etimeldid not
ks~fo~atpu~poseiwas makir~gmy observationsjor initiating
discussions. One~ofmy colleaguesyin one of the prepthatory meetings
told S categorically nOt to make ~y early judgments~rsuggestions.
But, while we were making our observations in the firs~round of P.D.
exercise, the staff members of the organisation asked series of
questions, such as “how do yoU find our work?, ‘What are our
mistakes in this apprah?’, “Do you feel we have de~elopedthe right
kind of reporting system’?” I, somehow avoided all the! questions. But,
before finishing the first phase of Ut P.O. exercise, wtn one of my
colleagues and I tvere reviewing the first phase of the ~xercisewith the
staff members of the organisation, ~ivefelt that therewas no system in
the organization tb document the key happeriings/ever~tsof the
organisation. We ~uggèstedto therfri that they keep a 4llary where each
member could write a lew lines abOut various organisátional events
every day (both at the ~evelof officq and field). The organisation found it
a good idea although ~few staff mbmbers resented it ~they thought
that it would create mote paper wdk.

As P.D. fadffitalibçi was a new exeçdse for us we had fecided that after
finishing every phase of the P.D. e~cerdsewe would B ialyse our
Sences amdig ourselves. Dui~hgthe review, I re~aWedstrc*ig
criticism regardir4 my suggestion t~imaintain a dairy. ! felt bad about it.
I had ~venthe suggestion after rruJch thought. I thought that there
were many smaffithing$ which happen in the organis~tion‘Mich people
forget very soon. If theS were wri4en on a daily basi~,perhaps it
wouki help in analysin9 the proces~.I later reallsed th~tthe idea was to
look at theexisting processes and not to develop systbms. The need
of developing systems.can be takèi up separately. ln!the P.O.
facilitation of the thkd organization used a new meth~dto get to know
as much as pos~bleabout eventsfl made the exertS more stuictured
from the beginnk~gitself. I asked t~iestaff members tj recall and note
all the events wh~chh~ppenedin t~eorganisation sirS they ~ned.
The collective recall prpcess provic{ed more informatioh on the
organisation. 1

Learning Through E4pedence

Inte first case I was ~nlmarilyb4ingat the process~~sof programmes
aation functioning. :Sin~O,the or~was just two
years old, lie analyss~ofprocess~finished very qurc~dy.The next



rliflgstoftffl reradar.aundthe
deedsand mistakes iSS9e~ø~wt~nireread the upon 1 could not
believe what I had wntteri Arotmdthat time wewere s~posedto
cSçk fl.e ~Sdtyof ott hypothesis on tt~processes.wWi tte agency. I.
cotddMotgø as Iwassick. I ~iefed’m9c~Oagueàboutte~ocess
and resfrsied myself flom being judgementaL Durirflis~— my
colleague had a very fianKdllswssion with the: leaderalone on the
prooSses. The head at the ~fl on:a~eedto most of the
observatiOns and sought hSp~tosort our’sbrne SUeS of CcNicerns.

After this phase, we c~ukJnot ‘go to the organisation for a year. This
was nota conscious decision. During this year, the orpanisation
underwent changes, r4Atalising its programmes, structure and system.
In view of these changes we Iater’dedded to continue with two more
phasesofP.D.facilltatibn.

In ~se of the third agency, I used an organisational model to cover
various aspects of the organisation. I took various components of it one
by one. Itook a systemic approach to cover all aspects of the
organisational processes. The aim was to cover most of the processes
in as fewphases as psstle.Alsothe aim was not to leave any
aspect to chances or fate. The staff members of the organisation were
very happy with this açproath They discussed all aspeds of the
organisation. The whole exercise took three nuts to finish. During
the facilitation period I Was stationed very dose to the organization and
as I could visit the organisation fre~aentIy,I got more ideas about the
processes involved. In both the cases gMng feed back was a very
crucial part of the process..

Challenges in the Ckisure

Fmalisation of the P.O. is a real chSenge. In case of the first
onganisation, I did not know howto dose the P.O. exercise. I made
many changes in the draft report ft was reading more like an annual
report wfth aseparate section go P.D. I was hot happy with the report. I
gave a copy of the re~rtto the head of ttre or~anisation.I told him that
it would take two daysko dose the RD. process. But, I felt that the
head of the organisation was no more Interested in P.D. He said that
many new members had joined the organization. It waS therefore,
necessary that they also learn about the PD. process. Although I
agreed to this, the head of the organization dcl not appreciate my
approach. I was deterr~iinedto dose the P.O. process. I was convinced
that we had spent conhiderthie time in the orgwiisation and among

.~stSJie1nbersdisa ngthwP
1P op~ . Een~igugt~ThfleS~of

the organisation was rct readyb~the do$weLtp~$~

it



agendaEverybody agreed to ft. I oif!Jined the processeb on
programmes, strategie~structure aid system develop4nent and team
building. I seemed to be rushing th4ugh.lnfact my co-Fr.O. facilitator did
not like the way-i was rushing ahead. I made all effort~not to be
evaluative. I just put forward the prc esses. I could — that the staff
was very alert ancj Iisteáing to the r ocesses carefully. ~NhileI was
presenting the prc4~essesthe staff 1 emselves began t~evaluate. The
discussion continued ~tsome time The staff membe were
partiSpating activ4y beyond my e~ectation. One men ber came tp~
with a d Wfoflpf~prdcóss documentation and said th : they shoq!d -
bok at the jñz4çs Efr( year w~fflewriting their am ial report. While
evalqath’g the PD~exercise, most 4~fthe staff mémbe felt that such
anexen]sQwas~~lyusefl1L

In case of the sec niØ wganisation, ~e draft report wa discussed with
the kgy staff men era çñ the organ~pationbefore the g esentation to
the staff members. The; staff ment~irswere eagerly w~itingfor the!
presentatib of the pro~esses.The pnthusiasm of the ttaff members
was ~AsftSe.We34ined to condud the PD. at a— away from the
organization. Goinb out itselfwas ai~iadded attraction t~,the staff
members. I pre~tSte process ‘~vithoutmaking the ~lighteètof
evaluS,e remadc~.ftdthoich all th~members of the c anisation were
open ttwouóhot4e pricess, durlr~the presentation xne members
got defensive. This hapØened as they coSd not detad themselves
from the processes. Soffle rernwke~Jthat perhaps the adlitator hal ,not
understboøtefr work c4mpletely. It~h~peneddespite ny reiteration
that the presentation b9ncesses vyas not an evaluati r~of the
argo

PenSFeelli~

At S end of the 4xer4e, I do feel satisfied. I have no~wstarted
believing that if the pyipose is dear~’themethod and t~chnlquesare
secobdasy oonced~is.Facilitation of P.O. exercise is like a complicated
dissctitn Of the abatomy of the onisation without c~nusingany pain.
One needato be ~atieflt.More thaq this, one must respect all the
events and prooSses *hich have Ifiappened in an org~nisation. There
is no need to maKe judgements. Ttte members who ar~éinvolved in the

sational activities are capthl~ofevaluating their ~work.During the
P.D. exercise, thepersons in the organization get a c$nce to bok at
the processes of which they were r~Dtaware. Hence, ir~facilitation of
the P.O., one is touching many soft~spots. It is necessqry to keep
restraint so as not to oftpnd those v~(ioare involved in the organization
with their heart and sou’. Looking a~the processes itsejf genfles
many questions. F~ence,there is S need to Identify th~areas of
concerns outrightly. The processes ~whichemerges oul~ofthe P.D.
needs to be shar*1 with warmth, re~pectand açport
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