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S

: Introduction

• n spiteof a growinginterestandneed,therearefew clear,
• practicalguidelineson howto design,follow-up andevaluate
• developmentprocessesinaparticipatoryway.In generalterms,

formal evaluationsof developmentprojectsfocused almost

O exclusively on measuringresults, and without the activeparticipationof thebeneficiaries.

Staff of non-governmentorganizations(NGOs), grass-roots
organizations(GROs),andgovernmentagencies(GAs),needto
understandthe operatingprocessesof projectsin which they
are involved. Developmentorganizationsworkers, aswell as
beneficiaries,often reflect informally on how projectshave
beendesignedandimplementedandcanbeimproved.But this
knowledgeis rarely documented,analyzedand sharedin a
systematicwayto improvetheprojectthroughon-goinglearning
aboutits processesandresults.

5 Manyresearchersanddevelopmentpractitionersaredeparting
O from thetraditionalpracticeof measuringonly projectresults,

and seekinga moredynamicand comprehensiveunderstanding,
of its processesaswell, partly throughthe activeparticipation

S
oftheprojectbeneficiariesthemselves.Systematization satisfies
theseneeds.

S
• Systematizationis a continuousprocessof participatory
5 reflectionon a project’sprocessesandresults,undertakenby

• both project staff and participants.This systematicanalysis
• generateslessonswhich arefedbackto improve the project.

It is a processthat strengthensthelearningandorganizational

S
capacityofdevelopmentorganizations,whichin turn, promotes
the implementationof moreeffectivedevelopmentprojects.

• Furthermore,whentheprojects’experiencesaredocumented,
• theycanbesharedwith otherorganizations.
S
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Whatdoesthis
workbook
provide?

Workbook
contents
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Thisworkbookprovides: S
.

• anunderstandingoftheconceptof systematization

• methodsto planfor, follow-up, evaluateandimprove S
processesandresultsof developmentprojects 5

S
• someuseful tools for conductingthesystematization 5

process
•

Thisworkbookis dividedinto the following sections:
S

Section1: Whatis systematization?

Section2: Objectivesof systematization

Section3: Planningof systematization

Section4: Whatto systematize:areasof analysis

Section5: Sharinglessonslearned

Section6: Toolbox

We suggestthatyoureadthewholeworkbookoncebeforeusing
it. Thiswill facilitate abetterunderstandingfor subsequentuse.

4 IIRR: ParticipatorySystematizationWorkbook



S
S
S
S
S
S

S

S
S
S
S
S
S
S
S
S
S
S
S
S
S
S
S
S
•
S

S
S
S
S
S
•
S
S

What is
Systematization?

Section 1

IIRR: ParticipatorySystematizationWorkbook 5



.5....Ol...•..•.S.........S..



Section1 What is Systematization?

‘J’his sectionwill explain:

~ Whatdowemeanby systematization?

~ Why shouldweundertakeit?

1~” Who canparticipatein thesystematization?

~ Whenis thebesttimeto starttheprocess?

What do we meanby systematization?

Systematizationis a methodologywhich facffitates the on-
goingdescription,analysis,anddocumentationoftheprocesses
andresultsof a developmentproject* in a participatoryway.

New knowledgeis generatedthrougha systematiclearning
process,which is then fed backandusedto makedecisions
aboutactionsto beimplementedto improveprojectperformance.
Thelessonslearnedaresharedwith others.

* In thisworkbook,by “developmentproject”wemeananykind ofeitherstructured
andformalor informajdevelopmentactiwty~which mayor maynotbe a typical
“developmentproject”.

Task: Readthis section,discussit with your
colleagues,andbesurethat everybody
understandsthebasicconceptsof
systematization.
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S
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Definition of
systematization
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Why should we systematize?
The systematizationprocessallows us to continuouslyanalyze
projectactivities,generateknowledgetoimproveits implementation
andimpact,andsharelessonslearned.

S
S
S

Whatwe havebeendoing:

(~\
~)

Why shouldwe systematize:

(~
‘~/

• “Losing” theexperience

• Not analyzingprojects
continuously

• Not usinglessonslearnedto
improveprojectperformance

• Evaluatingprojectsonly at
theircompletion

It allowsusto:

• Preservetheexperience

• Monitor andanalyzeprocesses,
activitiesandresultsthroughout
thelife of theproject

• Uselessonslearnedto improve
projectperformance

S
S
S
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S

S
S

________________ S
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Systematizationis: Systematizationis not:

• acontinuousprocess • a one-timeevaluation

• a comprehensiveprocess • anexternalevaluation

• aparticipatoryexercise • an impactevaluation

• aplanningtool • asimpledescriptiveexercise

• amonitoringandevaluationtool • ameredocumentation

• aproblem-solvingtool

S
S
S
•
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S
S
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S
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S
S
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Thefive on-goingactivitiesof thesystematizationprocessare:

• descriptionof project

• analysisofprojectactivities

• decisionmakingandactionto improve
projectperformance

• documentation

• • sharinglessonslearned

S
• All theseactivitiesmustbedocumentedin orderto ensurethat

information is preservedfor analysis,learning, and sharing
with otherorganizations.

S
S
• Thefive main
5 activitiesof

systematization

S
S
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Who can participate in the systematization
process? 5

Anyonewhois involvedin thedesignandimplementationof a
developmentproject can participate in the systematization I
process.This caninclude: I

I
• projectbeneficiaries
• communityleaders
• developmentworkers
• facilitators
• technicalstaff
• socialworkers
• educators S
• researchersandevaluators 5
• governmentofficials 5
• donors

Whencanwe startasystematization :
process?

Ideally, systematizationshouldbeginwith the planning of a
projectandcontinuethroughoutits life.

If this is not possible,systematizationcanbe startedanytime S
aftera projecthasbegun.However,systematizationcannotbe S
conductedat the end of a project, a~mostof the experiences
and the opportunity to improve the project on an on—going
basis,will havebeenlost. Suchend-cf-projectactivitywouldbe
limited to animpactevaluation.
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Section 2

Objectivesof

I I

Systematization
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Section2 Objectivesof
Systematization

Task: Readthis sectionwith your colleaguesand
be sure that everyoneunderstandsand
agreesonthe objectivesof systematization.

his sectionprovidesanswersto thefollowing questions:

~ Whataretheobjectivesof systematization?

I~~’Why is it importantto systematize?

~ Whatactivitieshaveto beconductedto achievethese
objectives?

Whatarethe objectivesof
systematization?

There are six related objectives of systematization.Each
objective,while importantin andof itself, is alsoa steptoward
achievingthenextobjective.We describeeachobjectivebelow:

Six objectivesof systematization

1. Preserveinformation

2. Improveprojectperformanceandresults

3. Promoteempowerment,self-relianceand sustainable
development

4. Contributeto mutualunderstandingandcooperation

5. Enhanceorganizationalcapacity

6. Strengthencivil society

IIRR ParticipatorySystematizationWorkbook 13



Preservation
of information

Improvement
ofproject
performance
andresults

I
I
S

0 Preserveproject information
through documentation

In recentyears,developmentworkersandproject beneficiaries S
have expressedthe needto describe,analyzeand document S
their accumulateddevelopmentexperiences.In their daily S
work, thesepeopleoften reflect on how developmentprojects S
areplannedand implemented,aswell ason their impactand 5
how they canbe improved. Such informal lessonsare rarely
documented,so the experienceandknowledgegainedis lost
overtime.Thesystematizationprocessfacilitatesthedocumentation
of theseexperiencessotheycanbeusedfor analysisandlearning
in an organizedandcoherentmanner.The information also
servesas a basis for writing reports, articles,papers and I
trainingmaterials. I

S
S
I
S
I

O Continuouslyimproveproject
performance and results

On-goingreflectionandanalysisenableorganizationsto learn
from their successesand failures,aswell asfrom the different
factors that hinder or facilitate project performance.The
lessonslearnedthroughthisprocessarefedbackintotheproject S
to improveits performancewhich, in turn, will contributeto S
achievingbetterresultsandimpact.

S
REFLECTION 5

I
I
I
S
S
S
S

LEARNING S
S
S
S

S
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LEARNING

REFLECTION
ACTION

ACTION
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o Promote empowerment,self-reliance
and sustainabledevelopment
through active participation

The processof systematizationrequiresa high degreeof
participationby all partiesinvolvedin thedescription,analysis
and decisionmaking of a project. If genuinelyparticipatory,
this processcan promotethe empowermentof the intended
beneficiaries,encouragingthem to actively participatein
defining and fulfilling their needs.At the sametime, this
processcanpromoteself-relianceandsustainabledevelopment,
wherechangesandimprovementsarebasedon consensus.

S
I
S
S
I
S
S
I

O Contribute to mutual understanding
andcooperationbetweencommunities
and developmentorganizations

Becausesystematizationis aparticipatoryprocess,it facifitates
reaching a common understandingbetweencommunity
membersand the developmentorganizationstaff~aboutthe
natureof communityproblemsandtheactionsto betakento
solve them.On-goingdialogueandpartnershipin the process
of reflection, planning, implementationand evaluationof
developmentactivitiesis essential.

I
S
I
S
S
S
I
I
I

S
S
S
S
I
S
S
S
I
S
S
S
S
S
S

Active
participation

Mutual
understanding
andcooperation

S
I
I
I
I
I
I
I
S
I
S
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Enhance
organizational
capacity

Strengthen
civil society

o Enhanceorganizationalcapacity
through developmentof skills

Systematizationhelps participantsto developtheir ability to
plan and implementactivities, learn, and manageresources
efficiently. It also facilitates common understandingof a
project by its staff. This processalso allows organizationsto
developskills for networkingwith otherorganizations(NGO5,
GROs, GAs, donors), therebypromoting cooperationand
sharingofknowledge.

o Strengthencivil societyt;hrough
thesharingof lessonslearned

Sharinglessonslearnedis importani: for organizationsto playa
meaningfulrole in civil society.Organizationsarepart of a
global systemthat must be strengthenedin order to havea
wider impactondevelopmentpoliciesthataffecttheirinterests
locally, regionally,nationally,andeveninternationally.

S
S
I
I
S
S
S
I
S
I
I
S
S
S
S
S
I
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S
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I
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I
I
I
I
S
S
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S
I
I
I
I
I
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Sharingknowledgeandexperienceswith otherorganizations
savestime andresourcesasit will maketheseorganizationsless
likely to makesimilar mistakes.In this way, systematization
facilitates institutional learning, common problem-solving,
capacitybuilding andnetworking.Furthermore,if information
is sharedwith donoragencies,it givesthema betterideaof the
needsof various organizationsand enablesthem to allocate
resourcesmore effectively. Sharingof lessonsmay be done
throughworkshops,conferences,trainingcourses,publications
andformalor informalnetworks.
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Achieving objectives:
activitiesof systematization

In orderto achievetheseobjectives,therearespecificactivities
which must be performed.The activities are summarized
below:

~jectives Activities

1. Preserve~ormation. Documentprojectactivities.

2. Improvep~ojectperformance,
resultsaulimpact.

Analyzeprojectdesign,implementation
andresultscontinuouslyand
implementactionsfor change.

3. Promote~npowerment,
seif-relianteandsustainable
deve1opn~it.

Insuregenuineparticipation
by all partiesinvolved.

4. Contribu~to mutual
understandingandcooperation.

Projectparticipantsandstaff

work togetherin planning,
implementationandevaluation.

5. Enhanceorganizational
capacity.

Uselessonslearnedto:

1) betterdesignandmanage
planning,administrative
andfinancial systems,

2) collaboratewith other
organizations.

6. Strengthencivil society. Network, collaboratewith
otherorganizations,exchange
andshareinformation,and
conductadvocacy

S
S
S
S
S
I
S
S
S
S
S
S
S
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.
S
.
.
S
S
S
S
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S
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S
.
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S
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S
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Section 3

Planning of
Systematization
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Section3 Planning of
Systematization

n thissectionwewill shareinformationon howto planasystematizationprocess.Thissectionis dividedinto three
parts:

I~~’Principleswhich guidesystematization

~ Aspectsto considerbeforestartingthesystematization
process

~ Solutionsto possibleobstaclesencounteredduring
systematization

Principles which guide systematization

Principlesof systematization

1. Relevanceandneed

2. Integratedandglobal

3. Historicalperspective

4. Relativityofinformation

5. Pluralityof opinionsandknowledge

6. Useof localandscientificknowledge

7. Participation

HRR ParticipatorySystematizationWorkbook 21
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Task: Meet as a group to discussthe following
principles andseehow they relate to the
systematizationof yourproject.

o Relevanceandneed

You should undertakesystematizationof a project only if all
participants,especiallyproject beneficiaries,perceive it as
useful andnecessary.Otherwise,you maybe embarkingon a
processwhichmayservelittle purpose.

o Integratedandglobal

Theproject shouldbe analyzedwithin thebroadercontextof
societyincluding, amongothers,thesocial,economic,political,
andcultural aspectsthat influence it. Therefore,information

obtained during the systematizationprocessshould be
analyzedfrom aglobal perspective.

22
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I
S
I
S 0 Historical perspective
S

It is importantto considerthe historicalroots of the problem
that the project intends to solve. By understandingthe
historicaltrends,andlearning from the successesandfailures
ofthepast,peoplecanplayamoreeffectiverole in determining
theirfutures.

I
S
S
I
I

O Relativity of information

Thereneedsto be an awarenessthat implementedactivities
and lessonslearnedmay be relevant or applicable for a
particularsituationonly. This would needto be consideredin
anyplansforfuturereplicationaswell assharingof information.

1950’S

S
S
I
I
I
I
S
S
I
I
I

I
S
S
S

S
S

990’s

- —‘— . — ___•~_____.,
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0 Plurality of opinionsandknowledge :
Rememberthat thereexistsa widevarietyofinterpretationsof
reality. Eachpersonseesthe world through a personal“lens”
which is a product of a variety of factorssuchasculture,
education,genderand age.This plurality of knowledgeand
perspectivesenrichesthesystematizationprocess.

S

Systematizationallows for the gathering, organization,
synthesi,and useof local -or indigenous-and scientific
knowledgethat hasbeenuseful in the community.This
knowledgecan be historical, economic, technical, social or
political. Systematizationalso allows for the generationof new
knowledgein regardto theprojectimplemented.

.
S
S
S
I
S

ORGANIZATION 5
AND SYNTHESIS 5

S
S
S

LOCAL AND
SCIENTIFIC S

KNOWLEDGE I
I
S
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S
I
5 0 Participation
S
• Thedescriptionandanalysisof a projectshouldbeconducted
• in a participatory way, which takesinto accoanteveryones
• point of view. No individual should be responsibleof
• documentingand systematizinga project. Instead, the

I
generationof knowledgeand lessonsshouldinclude the
differentperspectivesofall participantsabouttheproject.This

I will increasethe likelihood that decisionsmadeare accepted
• andrespectedby all, while promotingdemocraticprocesses.
S
S
.
S
I
I
I
S
I
I
S
S
I
I
S
I
S
S
I
I
S
5

S
.
S

I
S
I
I
S
I
S
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T he aspectsto beconsideredbeforestartingthe
systematizationprocessare:

Why areyou goingto systematizetheproject?
Whataspectsoftheprojeciwill beanalyzed?
Who will coordinatetheprocess?
Who will participatein thesystematizationprocess?
Whatmethodsandtoolswill beused?
Whatkind ofdatawill youuse?
How wifi you recordandorganizethecollected
information?
Whatproceduresandtime framewill youuse?

0 Why are you going to systematize
the project?

Although this mayseema simplequestion,it is importantthat
participantsunderstandthe reasonsfor systematizingthe
project, so that the purpose is clear to all involved.
Differencesof opinion shouldbe discussedand clarified
beforestarting.

Aspectsto consider before starting
the systematizationprocess

Task: Beforestartingthe systematizationprocess,
you must carefully analyzethe following
aspectswith projectstaffandbeneficiaries.

S
I
I
S
S
S
S
S
S
I
S
S
•
I
S
I
S
S
S
S
S
S

S

I
I
S
I
I
I
I

I
S
S
S
S

S
S
S
•
•
S
I
S

Possiblereasonsto systematize:

• Improveprojectperformanceandavoidproblems
• Learnaboutprojectdynamics
• Democratizeprojectdecisionmaking
• Evaluateprocessesandimpact
• Other:

26 IIRR ParticipatorySystematizationWorkbook
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0 What aspectsof the project
will be analyzed?

• You can systematizean entire project or just a specific
• component, such as different kinds of activities, training,
5 communityparticipationor a givenphaseof it. Whateverthe
• case,besurethateveryoneis clearaboutwhatyou aregoingto

systematizeandthat this aspectis perceivedasrelevantand
necessaryby all involved.

Youwill alsoneedto decidehow generalor detailedyou want
S your information to be.Therefore,youmustcarefullyselectfor
• systematizationthoseaspectswhich aremostrelevantto your
• needs.While you maywishto emphasizecertainaspectsover
• others,it is recommendedthat you dedicatesometime and
• energyto eacharea.Themoretime you spendon eachaspect,

the moreuseful the systematizationprocesswill be. You will
find possibleareasofanalysisin Section4 ofthisworkbook.

I ____________________________

S
S
S
I
S
S
.
S
S
I

0 Who will coordinate the process?

Youneedto appointsomeoneto coordinatethesystematization
process.This preferablyshould be a personfrom within the
organizationor group.However,anoutsidefacilitator mayalso
beanoption.Theperson’sresponsibilitieswill be to coordinate
meetings and schedules,draw up workplans, organize and
motivate participants,documentand distribute information,
facilitateanalysisandperformotherrelatedtasks.

Examplesof possibleaspectsor topicsto
systematize:

• A wholeproject
• Cost-benefitanalysisof a creditprogram
• Processof adoptionof low-inputagricultural

technologies
• Processandimpactof atrainingprogram
• A community-basedhealthproject

IIRR ParticipatorySystematizationWorkbook 27
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0 Who will participate in the
systematizationprocess? :
It is possibleto involve everybodywho is orhasbeenpartof a S
project.However,in mostcases,organizationsor communities S
prefer to strategically select individuals or representative 5
groupswho arewilling andableto participatein the process 5
andwho representdiverseviews andexperiences.While you
needto decidebeforehandwhowill participate,youcanalways
includenewparticipantsat anytime during thesystematization.
Keepinmind thatthemorevariedthebackgroundsofthepeople
involved, themorevaluabletheprocessis.

S
•
I
I
S
S
I
S
•
S

0 What methodsandtools will you use? :
You will needto decidewhatmethodsandtoolsyouwill useto 5
elicit andanalyzeinformationandmakedecisions.Youshould 5
choosetools that you andyour colleaguesknow and are
familiarwith already,andthatwill beusefulto systematizeyour
project.

•
S

Possiblecoordinators:

• A communityleaderormember
• A staffmemberfrom thedevelopmentorganization
• A staffcommittee
• An externalfacilitator
• Other

Possibleparticipants:

• Communityleadersandmembers
• NGOor GRO staff
• Governmentworkers
• Facilitators
• Technicalstaff
• Researchersandevaluators
• Other

28 IIRR: ParticipatorySystematizationWorkbook
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0 What kind of datawill you use?

• You will needto decideif quantitativeand/orqualitativedata
• aregoingto beusedin eachareaof analysis.Thedecisionmust
• be madebasedon the typeof issuethat will bedescribedand
• analyzed.Werecommendusingacombinationofboth.

I
I Quantitative datautilize numbers(or statistics)andgenerate
• figures with which onecanmakebroadergeneralizationsand

S comparisonsabout the information gathered,if the samplesarerepresentativeenough.Thesedataareoftenmorerevealing
• andcommunicativeif presentedin theform of charts,diagrams
• or trendlines,ratherthansimplyastotals or averages.

.
50 kg/haP

205
W 25 kgflia P205

• 0 kg/haP205. 0

0

S
S
• U’

S u~N N

S o 0

S ______________________________

I
S

S
I
I
S
S

Possiblemethods:

• Meetings
• Fieldtrips
• Focusgroups
• Interviews
• Others

Possibletools:

• Problemtree
• SWOT (strengths,weaknesses,

opportunities,threats)
• Planningmatrix
• Advantagesanddisadvantagestable
• Prosandconschart
• Logicalframework
• Others

N

0

01 2 3 4 5

Examplesof quantitativedata

• Tonsof grainsproduced
• Kilometersofroadbuilt
• Numberof childrenvaccinated
• Numberof coursesoffered

IIRR: ParticipatorySystematizationWorkbook 29



Qualitativedatafocusmoreonpersonalandgroupperceptions,
opinions, feelings, impressionsand reactions,and are very
importantto usein projectsystematization.

O How will you recordandL organizethe
collectedinformation?

Beforestarting,youshouldknowhowyouwill recordandorganize
collectedinformation.You maywish to appointoneor more
peoplewhowill beresponsiblefor documentingandorganizing
importantinformation.

I

O What proceduresand time frame
willyou use? S

You will needto establishtheproceduresandtime frameto be 5
usedin the systematizationprocessin order to keep it well
plannedandorganized.Theproceduresshouldinclude a
generalplanof themesyou will discussandactivitiesyou will
undertake.This includestopics to be discussedonly onceas
well asthoseto bediscussedcontinuously.

S
_____________ 0
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Examplesof qualitativedata

• Opinionof communityleaders
• Experienceswith thestrengthsandweaknesses

of aproject
• Life stories
• People’svision oftheimprovementsresulting

from the irrigation project in thecommunity

I
0
I
I
S
S
.
S
•
S
S
I
I
S

S
I
S
S
S
S
S
.
S

Possiblewaysof recordingand
organizinginformation:

• Written documents
• Computerifies
• Videosor photographs
• Audio recording

S



S
I
•
S
•
S
S
•
S
S
S
I
I

Your timeframeshouldbea scheduleof theseactivitiesfor the
whole systematizationprocess.You may needto allow more
time in the initial stagesin orderto train people,become
familiar with the principlesof systematizationandbe ableto
implementit.

Solutions to possibleobstacles
encounteredduring systematization

Basedonpastexperiencesin systematization,youmayfacethe
following constraintswhen planning and implementing
a systematizationprocess:

lackofstaff time

1~’ lackof staffskills

II~ lackoffinancialresources

Belowyou will find abriefdescriptionoftheseproblemsaswell
aspossiblesolutions.

ACTiVITIES Jan Feb Mar Apr May Jun Jul ~ug Sep Oct Nov Dec

1. Planning

2. Descriptionandanalysis
ofconceptualframework

3. Descriptionandanalysis
of generalcontext

4. Descriptionandanalysis
of characteristics
ofparticipants

5. Descriptionandanalysis
of projectimplementation

6. Etc.etc...

S
•
S

IIRR: ParticipatorySystematizationWorkbook 31



0 Lack of staff time

Solutionsfor
lackof time

Manyorganizationsfeel thereis a lackof time to systematize.
Developmentorganizationsseldom allocate time for such
activitiesbecauseof theperceptionthatdevelopmentactivities
mustproducetangibleoutcomes(e.g.teacha courseor install
awaterpump).Exerciseslike dialogueandreflectionareoften
seenastakingtime awayfrom hands-onactivities.Thelimited
numberof staff often haveso manyresponsibilities,that this
additionalassignmentis perceivedto be burdensome.
In addition, beneficiariesthemselvesarebusywith their
day-to-daytasksand don’t alwayshavetime to participatein
thesystematizationmeetings.

Possiblesolutions

• Of course,organizationalcommitmentto the processof
systematizationis a keyfactor which will ensurethat the
necessarytime is found.

• Adapt existingmeetingsto theneedsof your
systematizationprocess.
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Task: Anticipatetheobstaclesthatyourorganization
may face in the systematizationprocess
and decidewhat you will do to overcome
them.

S
I
I
S
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• Whentheprojectis designed,incorporatesystematization
as one of the on going activities, therebyensuringthat
enough time is allocated to undertake the process
throughoutthelife oftheproject.

• Demonstratethat systematizationdoes have tangible
resultsandimpactsandwill bea usefulexerciseto which
time shouldbeallocated.

S
• • If organizationsfocuson themost importantaspectsof a

I projecttobesystematized,thecollectionof informationto
analyzewill beoptimized,andthepossibilityofredundant

S workwill bediminished.
•
5 • Contractthe servicesof anexternalfacilitator to assistwith
• thecoordinationofthesystematizationprocess,althoughit is

betterto haveaninternalfacilitatorwhenpossible.

S • Beflexible abouttheneedsandschedulesofbeneficiaries;
• theywill knowwhat timesaremostconvenientfor them,
• perhapsweekendsor evenings.

S
\,~

0 Lack of staff skills

Manypeoplefeel that systematizationis too complicatedand
that they lackthe necessaryskills to systematize,suchas
facilitation,analysisandwriting. Theyfeelthat systematization
is a taskto beconductedby outsideexperts.

Possiblesolutions /

Solutionsto • Choosethe most motivatedand skilled personin your
lack of staff organizationto coordinatethesystematizationprocess,or
skills rotate this responsibifity, therebydrawing upon a wider

rangeof abilities. You mayalso choosea personwho has
theinterestandability to learnhowto facilitatereflection
processes.

• Providespecializedtrainingto staff, especiallycoordinators,
• about facilitation, analysis and documentation, to
5 strengthentheirabilitiesandconfidencein systematization.

S
• • Use suggestionsin this manualto build up staff skifis
• within yourorganizationor project.

,

-S

JTRR. ParticipatorySystematizationWorkbook 33



0 Lack of financial resources

34

It is possiblethat organizationswhichwant to conducta
systematizationmayfeel that theylackthefinancialresources
to do so.Althoughsystematizationis not anexpensiveactivity,
somecostsmaybe expectedsuchaspaper,photocopies,
photographs,recording, refreshments,transportationand
othercosts.

5’ /

/

Possiblesolutions

• Include systematizationcosts in the project budget
submittedto donors,justifying the needandbenefitsof
systematization.Systematizationcosts may easily be
incorporatedin “monitoringandevaluation”line items.

• If theimplementationof theprojecthasstartedandfunds
were allocatedalready, considersubmitting a separate
briefproposalto coverthecostsinvolvedinsystematization.

• Includesystematizationcostsin differentline itemsin the
budget, for example, for the staff time which will be
involvedorfor office materials.

IIRR: ParticipatorySystematizationWorkbook
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Section 4

What to Systematize:
Areas of Analysis
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This sectionpresentsthe four areasof analysiswhich will be
useful to document,describe,analyzeand improveyour
project.

Theproposedmodel is not rigid, but flexible. You shouldnot
feel you must “box in” your developmentproject to fit the
frameworkprovidedhere.On thecontrary,youshouldmodify
it by addingor taking out areasof analysisto meetyour
organizationalandprojectneeds.

Rememberthat systematizationis comprisedof five on-going
activities

~ ~

Section4 What to Systematize:
Areas ofAnalysis

So far in thisworkbookwehave:

t~ definedtheconceptof systematization,

~ presentedits goals,

II~’ respondedto commonquestionsabouttheprocess,and

~ providedsuggestionsto planits implementation.

In this sectionwewill sharetwo aspects:

• introductionto thefourareasof analysisfor
systematizationand,

• analyticalframeworkfor systematization.

S
•

Adapt theareas
of analysisto
meetyourneeds
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Task: Startbyreadingthedifferentquestionslisted
below.Thenchooseandadaptthoserelevant
to your project. Includethe new questions
posedby the participants to meet the
specific needsof the project. Thenanswer
thesequestionsusing the tools you have
selected.

Basic processof systematization

Chooserelevant
questionsoraspects

Describeandanalyze
informationaboutthe

project

Decideonactionsto be
takento improvethe

project,basedon
carefullyanalyzed
informationand
lessonslearned

Implementactions
to improveproject
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Introduction to the four areas
of analysis for systematization

Therearefourareasof analysisthatyou couldsystematize.
Thesearedescribedbelow:

0 Conceptualframework

Conceptualframeworkincludestheideologyof anorganization
andthestrategychosento achieveits goalsandobjectives.

Ideology:is the setof philosophicalprinciples and ideas
(political, cultural,social,economic)whichguideanorganization
or a project.The ideology of your organizationwill have an
importanteffect on any project that you implement and
systematize.

Strategy:is the generalplan that guidestheactionsto be
implementedto achievetheorganizationalmissionto promote
social,political, or economicchange.

0 Generalcontext

Organizationsandtheprojectstheyimplement,areinfluenced
bytheenvironmentsinwhichtheyoperate.Thegeneralcontext
includesall thelocal, regional,nationaland international
conditions (including historical, political, economic, social,
andculturalcharacteristics)which mayaffectan organization
or a project’sperformance.

Four areasof analysis:

1. Conceptualframework
2. Generalcontext
3. Characteristicsof participantsandproject
4. Projectimplementation,resultsandimpact

•
I
S
S
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0 Characteristics of different participants
and nature of the project

S
Therearemanyaspectsof a projectwhich greatlyinfluenceits
performanceandoutcomes.Theseinclude:

• characteristicsof participantsinvolvedin theproject,such
astheirhistory, interests,andtherolestheyplayed. S

S
• thenatureof the project, including goals,objectivesand

activities. 5
•

0 Project implementation, :
resultsandimpact

Theimplementationrefersto theprojectactivitiescarriedout
to achieveproject goals and objec:tives.Results and impact
referto theachievementof goalsandobjectivesand to the
solutionof problems.Both areasmustbe analyzedin light of
lessonslearned.

S
.

Analytical framework
for systematization

S
This analyticalframeworkis a generalguidefor the areasof a S
projectthat shouldbedescribed,analyzedanddocumentedas 5
partof thesystematizationprocess.Weremindyouthatthekey
questionsprovidedin theworkbookcanbemodified.Also,you
should addnewquestionsto meetyour organizationalor
projectneeds.

In section6, therearesomeexamplesof tools that canbe used
to describe,analyzeandimproveyourproject.In addition,you
and your colleaguesshould try to use other tools that you
might find usefulto systematizethe project.

S

I
S
S
I
S

40 IIRR ParticipatorySystematizationWorkbook S
S



I
S
I
S
S
I
S
S
S
S Analytical Framework for the

Systematizationof DevelopmentProjects
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o Conceptualframework

As mentionedbefore,this areaof analysisis composedof two
parts:ideologyandstrategy.

Ideology 5
S

Inthissection,youwill elicit informationabouttheorganizational I
missionandvision, generalgoalsandobjectives,andthevalues 5
andassumptionsespousedby theorganizationor project,and
how thesemay influence the project you are systematizing.
This is important becausea sharedmission, vision and
organizationalobjectivesbetweenstaff andbeneficiaries,
facilitates common understanding,and therefore, a more
efficientandeffectiveproject. 5
_____________________________ I

P Ideology:
• key questions

S
1. Whatarethegeneralgoalsandobjectives,valuesand

assumptionsof your organization?Why do you I
believe theseprinciples will help achieveyour 5
organization’sobjectives?How do theseguide or
influencetheproject?

2. Whatisyouropinionof thepresentsociety? 5S
3. Whatis yourview of the futuresocietyif no changes 5

occurto modify currenttrends?

[J 4. Whatis theview of theidealsociety?

5. Whatis themissionandvision of yourorganization? *
S

Li Otherquestionsdevelopedbyyou:

I___ S
.
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REMEMBER!!!
Describe,analyzeandfeedback

lessonslearnedto improveproject
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Strategy

In this section,wewill addressissuesto designandanalyzethe
generalplan of action, or project implementationstrategy,of
your organization.This is importantbecauseit will help you
havea clearframeworkof the strategiesthat guidethe actions
of yourorganizationor project.

S ______________________________

•• wp Strategy:

• • key questions

S
• Li 1. Whatkind of developmentwork doesyour
• organizationdo (e.g.relief, servicedelivery, research,

capacitybuilding, empowerment,training)?Why?

S Li 2. Whatdevelopmentstrategyis beingused(e.g.
• grassrootsdevelopment,economic development,
• agriculturaldevelopment)?Why?

S
• U 3. Whatarethestrengthsandweaknessesofthe
• strategyyou areusing?

Li 4. How do you justify the selectionofthe strategyused
• by yourorganization?Why doyou think this strategy
• has possibilities of guiding your organizationto
O achieveits generalgoalsandobjectives?

I
• U 5. What aspectsofyourdevelopmentstrategyare
• participatoryandwhicharenot (e.g.decision

making,implementation,evaluation)?

• Li 6. What arethe advantagesanddisadvantagesof each

• aspectaddressedin thepreviousquestion?

S• Li 7. With whom doesyourorganizationwork (e.g.
• government,directly with communities, farmer

organizations,NGOs)?Why?

• Li Otherquestionsdevelopedby you:
S
S
I
S
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S
0 General context

In this sectionyouwill obtaininformationaboutthehistorical,
political, economic,socialand cultural characteristicsof the
differentcontexts-community,regional,nationalandglobal or
international-which influenceyourorganizationandproject.
This is important in order to understandthe environmentsin
whichyou work andtheinfluencetheymayhavein achieving
projectobjectives.Rememberthatthesecharacteristicsshould
be describedandanalyzedin relationto the goalsandobjec-
tives,andto theimplementationof theproject.

a
Local or community context I

S
The local or communitycontextrefers to the community or
groupof communitieswheretheprojectis going to be imple-
mented.

I
P Local or communitycontext: S
• key questions

U 1. Wheredoestheprojecttakesplace? -

U 2. What arethe basicsocialand economicconditions
(e.g. health,education,income) of the community? 5
To what can theseconditions be attributed?What 5
effectsdo theseconditionshave?

Li 3. Whatarethemajorsourcesof incomefor most S
people? S

U 4. Whatis theland tenuresituation?Whatis theuseof
theland? I

U 5. Whatlocalresourcesexistthat havenotbeentapped S
(e.g.water,labor,indigenousknowledge)? 5

S
Morequestions~-‘

.
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Localor communitycontext(continued)

• Li 6. Whatis thelocal/communitypowerstructure?How
• doesthis affectthe communityandtheproject?

• Li 7. How arethe economicresourcesandsocialservices
• distributedin the community?What arethereasons

for this?

• Li 8. What’stheaverageincomeof a typical family?

• Li 9. What opportunitiesexist in the areato improvethe
• qualityof life?

S 10. What are the most important traditional meansof
production?

I
• Li 11. Whatarethemostimportantalternativemeansof
• production?
S• Li 12. What infrastructureexists in the community (e.g.

water,roads,electricity)?

• Li 13. Whatis therelationshipbetweenthecommunityand

• othercommunitiesin thearea?

S• U 14. Whatotherprojectsexistnearbyandwhatpositiveor
negativeinfluencesmight thesehave?

• Li 15. Whatdoesthe communitythink aboutdevelopment
• projects?

• Li Otherquestionsdevelopedby you:
S
a
S
S
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Regionalcontext

The regional context refers to the general situation of the
province,state,or areawherethe project is going to be
implemented.If theprojectis implementedat a regionallevel,
you may find manyof the questionsin the previous section
(local or community context) relevant, provided you adapt
themto yourneeds.

1. Whateconomicopportunitiesexistin theregion?

2. Whatkind ofgovernmentdoestheregionhave?

3. What is the regional power structure (including
politicians, landowners,businesscommunity)?

4. Whatarethebasicsocialconditions(e.g.health,
education)in theregion?

5. In the caseof a communityproject, how doesthe
regionalsituationcomparewith yourcommunity?

Otherquestionsdevelopedby you:

? Regionalcontext:
key questions

Li

Li

Li

Li

Li

Li

S
S
S

S
S

I
S
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Nationalcontext

Thenational contextrefersto thegeneralsituation of the
countrywheretheprojecttakesplace.Analysis of thenational
contextwill allow us to know how it may affect, positively or
negatively,theprojectdesign,implementationandresults.

: 9 National context:
• key questions

S
• Li 1. Whatis thepolitical situationofthecountry(e.g.type

S of government,level of administrativecentralizationordescentralization,corruption,humanrights,social
• orpolitical movements)?
I• Li 2. What is the economicsituationof the country (e.g.

economicpolicy externaldebt,main sourcesof
revenues,unemployment,inflation)?

• Li 3. Whatis thesocialsituationofthecountry(e.g.average
• wages,health, levels of education,infant mortality,
5 nutrition, accessto waterandelectricity)?

• Li Otherquestions~
S
• Agrarianissues:

5 Li 4. Whatkinds of agrarianpoliciesdoesthegovernment
• have?Has the governmentundertakenan agrarian
• reform?Whathavebeenthe results?

5 Li 5. What is the relationshipof the governmentwith
farmerorganizations(e.g.aretheysupportedornot)?

• Li 6. What is the relationshipof the governmentwith
farmerenterprises(e.g.mechanismsof support,
surpluspurchasing)?

Li 7. Whatis the relationshipof the governmentwith the
• ruralsectorascomparedto theurban/industrial

S sector(subsidies,supportinvestment,tax
concessions)?

S
• Li 8. Are therefoodimports?Whatkinds of imports?Why?
• What impactdo theseimportshaveon agricultural
• productionandcommercialization?

5 morequestions~-

I
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Nationalcontext(continued)

Urbanissues:

9. What kinds ofurbanpoliciesdoesthegovernment
have?

10. Is thereruralmigrationto urbanareas,andwhat is
its impact?

11. Whatis thegovernment’spolicy towardtheurban
andindustrialsectors(e.g.subsidies,nationalization,
taxconcesions)?

12. What is thesituationof marginalizedurbanareas?

13. Are thereanyspecialurbanissuesto beaddressed
(e.g.streetchildren,public sanitation,schools,

Cultural/ethnicissues:

14. Whatethnicgroupsexist in your country/regionand
whataretherelationshipsamongthem?

15. Whatpositiondoesthegovernmenttakeregarding
theculturalrecognitionandpromotionof these
differentgroups?

16. Areminority andethnicgroupsincludedin

determinationof policiesthat affect them?How?

Otherquestions:

Li

Li

Li

Li

U

Li

LI

Li

U

Li

drugs)?

Otherquestions:
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Global context

Theglobal contextrefersto theinternationalsituationandits
effectson thecountryandontheproject.

: 9 Globalcontext:

• key questions

• LI 1. Whatis theglobal economicsituationandhow does
• it affectthecountryandtheproject?Howwill it affect
• yourprojectin thefuture?

I LI 2. What political andeconomicrelationshipshasyour
countryhadwith othercountriesin the regionand

• worldwide (e.g. colonization, agreements,
• commercialtreaties,alliances,conificts)?Are these
• relationshipspositiveor negative?Whathasbeenthe
O impact?Wifi theserelationshipscontinue?

Li 3. Whatarethecountrieswhichyourcountry“depends”
on, andhowdo thepolicies ofthosecountries

• influence thecountryandtheproject?

S
• LI Otherquestions
I
I

.7~:..-

IS
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O Characteristicsof participants

and nature of project

Thissectionis dividedin two parts:

• characteristicsof differentparticipantsin a projectand

• natureoftheproject.

It is importantto knowaboutthecharacteristicsofthedifferent
participantsinvolved in the projectto betterunderstandwith
whomweareworking.Likewise,it is fundamentalto haverelevant
information that will allow us to betterplan, implementand
evaluatea project,basedon communityneeds.

Characteristics of participants

This includescharacteristicsofparttcipantssuchas:

a) Grassrootsorganizations(GROs)andits members

b) Non-governmentorganizations(NGOs) and government
agencies(GAs)

c) Facilitatingteam

d) Donors

e) Otherorganizations

I
________________ S
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S
I
S
• a) Characteristics of GROs

andtheir members

9 GROsandtheirmembers:
• key questions

• Li 1. How, when,andwhywastheGROformed?S
• LI 2. Who are its membersandwhat is their background

(e.g.smallor largefarmers,artisans,entrepreneurs)?

: U 3. How aretheleadersselected?

• Li 4. Whatarethepowerrelationswithin theGRO?
•
• Li 5. Whataretherelationsbetweenthe GROandtherest
O of the community?

• U 6. What relationship doesthe GRO have with other
• GROsin thearea?
I
• LI 7. Whatis theinstitutionalcapacityoftheGRO?

5 Li 8. WhatexpectationsdoestheGROhaveabout
theproject?

• U 9. Whatlessonshavebeenlearnedaboutthe GRO and5 its members?How will theselessonsbe fed back to
• theproject?

: Li Otherquestions:

S
S
S

IIIRR: ParticipatorySystematizationWorkbook 51



S

S

Characteristicsof NGOsandGAs

Thissectionrefersonly to thoseNGOsorGAswhich implement
and/orsupportprojectsthroughtechnicalassistance,training,
etc.Forinformationon NGOswhich aredonorsonly,pleasesee
thefollowing section.In casethereis morethanoneNGOorGA
involved in the project, you should ask questionsfor each
organization.

1. Whatis theinstitutionalcapacityoftheNGOorGA to
implementandsupporttheproject?

2. What is the organization’srecordin implementing
projects?Whatkind of projectsarethese?

3. Whatis theorganization’srelationshipwith the
communityor GRO?

4. Whatis theNGOrelationshipwith thegovernment?

5. Whatis theorganization’srelationshipwith donors?

6. Whatis theNGOor GA relationshipwith NGOs?

7. What internalproblemshasthe organizationhadin
thepast?Whateffectshavethesehad?

8. Why is the organizationinterestedin implementing
orsupportingtheproject?

9. How doestheorganizationplanto supportthe
project(e.g. technicalassistance,evaluation,training)?

b)

? NGOsandGAs:
key questions

Li

Li

LI

Li

Li

Li

Li

Li

Li

S

I
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NGOsand GAs (continued)

Li 10. Whatare themain accountabilityproceduresor
controlmechanismsinstitutedby theorganizationat
different levels(e.g. fundingagencyto NGO, NGOto
community,GROto beneficiaries?How do these
controlsinfluencetheprojectparticipants?

Li 11. What lessonshave beenlearnedabout NGOs and
GM andhowarethesefedbackinto theproject?

Li Otherquestions:
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c) Characteristicsof facilitating team

The facilitating teamcanbecomposedof individualsfrom the
NGO, GRO, or GA. They arethe link betweenthe community
itself andotherparticipantsin theproject,andfacilitateproject
designandimplementation.

9 Facilitatingteam:
• key questions

Li 1. Who arethefacilitators?

Li 2. How wasthefacilitating teamformed?Who selected
its members?

Li 3. Whatrole do peopleplayin thefacilitatingteam?

Li 4. Whatis themotivationofthemembersof the
facilitatingteamto work ontheproject?

Li 5. How doesthefacilitatingteamperceivetheproject?

Li 6. Doesthefacilitatingteamac:tuallyfacilitateor hinder
theachievementof projectobjectives?How andwhy?

Li 7. What is therelationshipamongmembersof the
facilitatingteam?

Li 8. Whatis therelationshipbetweentheproject
beneficiariesandthefacifitatingteam?

Li 9. Whatlessonshavebeenlearnedaboutthefacilitating
teamandhowwill thesebefedbackinto theproject?

Li Other questions:

.
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Characteristicsof donorsd)

• This section refers only to those organizations (NGOs,
5 governments,foundations,bilateralandmultilateralagencies)
• which provide funding for developmentprojects.These
• questionscanbeansweredtogetherwith thedonors,or just be

basedon the perceptionsof the participantsand facilitating
teamaboutthedonors.

•• Pr Donors:
• • key questions

U 1. Whoaretheproject donors?

S U 2. What kinds of projectshavethe donorsfinancedin
• thepast?

• Li 3. Whatis thedonor’sreputation?

Li 4. What hasbeenthe natureof the donor’s relations
• with otherparticipantsin theproject?

S
• Li 5. Whyis thedonorinterestedin supportingthis
• project?

• Li 6. Whattypeof support,otherthanfinancing,doesthe
S donorplanto provide(e.g.technicalassistance,
5 evaluation,training)?

I
• Li 7. Whatarethemain accountabilityproceduresor
• controlmechanismsestablishedby the donor?What

influencedo thesehave over the organizationswith
• whom thedonorworks?

S
• Li 8. What implications could the support of certain

donorshavefor theproject?

• Li 9. For howlong will the donorfinancially supportthe
• project?

S
• Li 10. What lessonshave beenlearnedabout donorsand

howwill thesebefed backinto theproject?

• Li Otherquestions:S
S
S
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e) Characteristicsof other
organizations

Thissectionrefersto otherorganizationswhich mayplayarole
during project design, implementation and evaluation,
providing information, technical assistanceand other
resources.

Otherorgani~ations:
key questions

1. Whatotherorganizationscouldcollaboratewith the
project?What advantagesor disadvantagesmay
resultfrom this collaboration?

2. Whatarethemost importantcharacteristicsof these
organizationsandwhattypeofworkdo theydo?

3. Is theresomecompatibility in theworkof both
organizations?If so,whatsupportiverole couldthe
externalorganizationplay?

4. Are thereany organizationswhich you shouldnot
collaboratewith?Why?

5. Whatlessonshavebeenlearnedaboutexternal
organizationsandhowwill thesebefedbackinto the
project?

Otherquestions:

Li

U

Li

U

U

Li
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Natureof the project

Thissectionfocuseson whyandhow theprojectwasdesigned
andhowit is beingimplemented.

I• 9 Natureof project:
S • key questions
S ___ _____________________________
I
• Li 1. Whereis theprojectlocated?Whywasthisplace

I chosen?

• Li 2. Whenandwhy wasthe project initiated?How long
• will theprojectlast?

S
5 Li 3. How wastheproject designed?What methodologies
• and tools were used?Who was involved in the

S
process?Whatmechanismshavebeenusedto ensure
the active participation of the community in the

• design,implementationandevaluationofthe
• project?

I
Li 4. What are the main problemsthat the project is

S attemptingto solve?Whatarethecausesand
consequencesoftheseproblems?

• Li 5. Whataretheproposedsolutionsto theproblem?Why

• doyou think thesewill work?

S Li 6. What problemswere identified but are not being
workedon?Why?

S
• Li 7. Whatarethegoalsor generalobjectivesof the

• project?: Li 8. Whatarethespecificobjectivesof theproject?

• Li 9. Who arethe main projectbeneficiaries(e.g. farmers,
streetchildren,women)?

S Li 10. Whatarethemain activitiesof theproject?

• U 11. Whatis thescheduleof activities?

U 12. Who areresponsibefor implementingthe different

projectactivities?Whyweretheychosen?

I morequestions~
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Natureof theproject(continued)
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LI

LI

Li

Li

LI

LI

Li

13. Whatindicatorsarebeingusedto evaluatethe
implementationof activities?

14. What arethe expectedresultsof the project?What
qualitativeandquantitativeindicatorswill you useto
verify achievementof results?

15. Whatis theprojectbudget,andthecostperactivity?
Whatotherkind of internalor externalresourcesare
needed(human,institutional,material)?

16. How arethelessonslearnedfrom otherorganizations
beingusedin theproject?

17. How doesthe project relate to the mission of the
organization?

18. Doesyourprojecthavea monitoringandevaluation
component?How andwhenwill theseactivitiesbe
implemented?

19. What mechanismshavebeenestablishedto ensure
projectsustainabiityafterfundingends?

20. Whatprocessesdo you expecttheprojectto catalyze
(e.g.empowerment,communityorganization)?

21. Whatfactorsmayfacilitateorhinderthe
achievementof projectgoalsandobjectives?

22. Whatfactorsmayfacifitateor hinderthe
implementationofprojectactivities?

Otherquestions:
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5 0 Project implementation,
• resultsandimpact

In this section, the questionspresentedwill assist you to
describeandanalyze:

• thepracticalimplementationof theprojectand

• theresultsandimpact.

This is importantbecauseit helpsyou to learnhowtheprojectis
beingimplementedin orderto improveits performance.

Projectimplementation

It is importanthereto continuouslyanalyzetheperformanceof
the activitiesbeingimplemented.You shouldalsounderstand
thedynamicsandchangesin projectactivitiesthatareinfluenced
by internalandexternalfactorsto theproject.

Especiallyin this section,you shouldemphasizetheon-going
analysisofprojectactivitiesandthegenerationof lessonsto be
fedbackto improveprojectperformanceandresults.Thereare
threeareasto analyze:

• goalsandspecificobjectivesof theproject
• • implementationof activitiesandprojectimprovement
• • rolesplayedby differentparticipants

S _____________________________

• C’
• p Projectgoalsandobjectives:
5 • key questions
I ___ ______________________________

LI 1. Whichgoalsandspecificobjectivesarebeingachieved?
• Whichonesarenot?

S
Li 2. How appropriatearetheoriginal goalsandobjectives?

• Li 3. Whichgoalsandobjectivesneedreformulating?Why?

Li 4. Which factorsarefacilitatingorhinderingthe
achievementof goalsandobjectives?

5 Li Otherquestions~

I
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I9 Implementationof activitiesand

project improvement: 5
key questions

S
Li 1. Which plannedactivities have beenimplemented?

Whichoneshavenotbeenimplementedandwhy?

U 2. Whataretheprogrammaticareasandspecific S
activitiesthat shouldbemodified to improveproject S
performance?Why shouldthesechangesbe made? 5
How arethesechangesgoingto be implemented?

Li 3. What additional human, material, institutional or
financial resourcesareneededto makethese I
modifications?Or, in whatwaywill thesechanges 5
saveresources? 5

Li 4. Whatfactorsfacilitateandhinderprojectimprovement?

Li 5. Whichunplaimedactivities havebeen S
implemented?Why? S

S
Li 6. In generalterms,whathavebeenthe strengthsand

weaknessesof project designand implementation?
How have weaknessesbeen surmounted and
strengthsbuilt upon? I

I
Li 7. WherethereanyunexpectecEeventsthathavehadan

impact on project activities? How have people
responded?

Li 8. Whatopportunitieshavepresentedthemselves I
during theproject?Have theybeentakenadvantage S
of?Why orwhynot?

Li 9. Whatstrategiesdid youuseto overcomeunexpected
problemsduringproject iml)lementation?

Li 10. Whatarethemainlessonslearnedfrom the S
implementationoftheproject?Howaretheselessons 5
fedbacktotheprojectandacteduponto improvethe
project?Which oneswere not fed backandwhy? Is
this anon-goingprocess?

Li Otherquestions: I

I

S
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• 9 Rolesplayedby differentparticipants:
• key questions
S ___ ___________________________
I
S LI 1. Whoparticipatedin theimplementationofthe

project?

Li 2. Whatwas the role playedby the community in the
• implementationprocess?What was the natureand
5 level of participation?How did the communityper-
S form its role?.Explain.

Li 3. Whatwastheroleplayedby theGRO in the
implementationprocess?Howwasitperformedandwhy?

S Li 4. Whatwas therole playedby the facilitatingteamin
5 the implementationprocess?How wasit performed
• andwhy?

Li 5. What wasthe role playedby the NGO or GA in the
I implementationprocess?How wasit performedand
• why?

S
• Li 6. Whatwastheroleplayedby thedonorin the
S implementationprocess?How wasit performedandwhy?
S
S Li 7. Whatweretherolesplayedby otherorganizationsin
I theimplementationprocess?Howwerethey
• performedandwhy?

Li 8. Whatwasthelevel of collaborationamongdifferent
I participantsin theproject?Whatbenefitsor
• problemsresultedfrom this collaboration?

S
I Li Otherquestions:
•
I
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Projectresultsandimpact :
Resultsandimpactshouldbeanalyzedattwo differentlevels: I

S
• achievementof goals,objectivesandresults

S
• solutionofproblemsandsatisfactionof needsm thelong

term,or impact.

S9 Achievementof goals,objectivesand results:
• key questions

S
U 1. Which of the projects goals and objectiveswere S

achieved?Whichoneswerenot achieved?Why? 5
I

U 2. How doyou explainanydifferencesbetweenplanned
objectivesandachievedresults?

U 3. What results (positive and/or negative) were

achievedthatwerenot planned?Why? S
S

U 4. Howwereresultsandimpac:tmeasured?What
indicatorswereused? 5

U 5. Was there a good match betweenthe objectives
sought and the strategiesand methodsused to S
achievethem? 5

SLi 6. Were the plannedactivities appropriateto achieve
the goals and objectivesof the project?Were these
activitiessociallyandculturallyappropriate?Why?

U 7. Whatprocesseswerecatalyzedbytheproject
activities(e.g.empowerment,community 5
organizing,tiredness,lostof confidence)?

Li 8. In whichstagesof theprojectwasgenuine
participation achieved?What were the advantages
anddisadvantagesof communityparticipation? I

S
Morequestions~

I

•
S
S
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Achievementof goals,objectives,andresults(continued)

Li 9. Who benefitedthemost andtheleastfrom the

project?Why?

Li 10. How effectivelywere human,material, andfinancial

resourcesused?

Li 11. Is theprojectsustainableand self-sufficientafterthe

projectends?How hasthis beendemonstrated?

U 12. To whatdegreeweretheactivities oftheproject

institutionalized?

Li 13. To whatdegreedid the GRO build its organizational
capacityto initiate, design,implementandmanage
newprojects?How hasthis beendemonstrated?

Li 14. How did theexternalcontext(local, regional,
nationalandinternational)influencethe
achievementof projectresultsandimpact?

Li 15. Whatinfluencehavethelessonslearnedandfedback
to theprojecthadon theachievementofresultsand
impactof theproject?

Li Otherquestions:
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1. What impactdid theproject haveon the solutionof
community needs?What effect did it have on the
standardof living of individuals, families, and the
community?How wasthis measured?How doesthe
communityfeelaboutthesechanges?

2. What impactdid the project have on the structural
problemsofthecommunity?

3. How do benefitscomparewith original community
expectations?

Otherquestions:

? Solutionof problemsand
satisfactionof needs:

key questitons

Li

Li

Li

Li

I
I
S
I
I
I
S
S
S
I
I
S
S
I
S
I
S
I
S
S
S
S
I
S
S

I
S
I
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S
S
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S
S
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Section 5

Sharing
lessonslearned
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T his sectionwill helpyou summarizethelessonslearnedto
enablesharingwith others.It alsoexplainsthereasonsfor

sharinglessonslearnedduringthesystematizationprocess.

0 Why is it important to

sharelessonslearned?

Thereanumberof reasonsto sharelessonslearned:

• Presentsuccessfulalternativedevelopmentmodels,for
planningand replicationpurposes,which havebeenwell
analyzedanddocumented,andbasedon practical field
experiences.

• Facilitateothersin learningfrom your mistakes,thereby
helpingthemto avoidmakingsimilarerrors.

• Permit others to learn from the problemsthat were
encounteredin theproject,andhowweretheysolved.

• Increasetheimpactofyour projectby positivelyinfluencing
thedesignandimplementationof otherprojects,andthe
policiesof otherorganizations.

• Promotenetworkingthroughthe exchangeof knowledge
and information,therebyincreasingcooperationamong
differentorganizations.

Section5 Sharing lessonslearned

Task: Readandrespondto thefollowing questions
anddecidewhat informationaboutthe
project is important to share, and what
would bea goodwayto do it.

S
S
.
I
I
S

S
I
S

S
S
I
S

S
S
S
I
S
S
S
S
I
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O What knowledgecan be shared
with others?

In orderto shareandsupportthework of otherorganizations,
you must first choosethe most relevantinformation that you
feel will be useful for others to know and learn about.This
informationcanbedivided in two categories:

• project-relatedinformationand

• systematization-relatedinformation.

9 Project-relatedinformation:
• key questions

Li 1. Whatwerethemostimportantlessonslearnedabout
theproject?

Li 2. Whatgeneralizations,assumptions,ideas,and
perspectivesabouttheprojectareimportantto share
with otherorganizations?

Li 3. Whattheorieshavebeengeneratedbasedonthe
projectexperiences?

Li 4. What problemsor obstaclesdid your organization
facethat can be avoidedby otherorganizationsor
projects?

Li 5. Whatadvicewould you give to othersstartingsimilar
projects regardingproject design, implementation
andevaluation?

Li Otherquestions:
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9 Systematization-relatedinformation:: key questions
.
• Li 1. Whatwerethemostimportantlessonslearnedabout

thesystematizationprocessitself?

I Li 2. Whatadvicewould yousharewith otherorganizations
• beforestartingasystematizationprocess?
I
• Li 3. Whatproblemsdid youexperiencethat canbe

I avoidedby others?

Li 4. What otherinformationwould havebeenuseful for
I your systematizationthat wasnot provided in thisI workbook?Knowingwhatyouknownow,whatwould
5 youchangeaboutthesystematizationprocess?

S Li Otherquestions:

.
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S
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0 How caninformationbe shared? 5
S
S

Theinformationyou obtainedandthelessonslearnedcanbe 5
sharedin differentsways:

• Conferencesandseminars:Incorporateorfacilitate S
informationin meetingsorganizedby youror other
organizations. S

S
• Training coursesand workshops: Provide specialized 5

training basedon the lessonsand informationyou have
learned. 5

• Exchangevisits to projects:Promoteexchangevisits among 5
technical staff, extensionagents,farmerpromotersand S
participantsfrom differentprojects.Theseactivitieshave 5
to be well organizedandwith the purposeof analyzing 5
specifictopics. 5

• Publications:Considerpublishingtheresultsof your
systematization.

.
• Formal and informal networks:Shareyour experiences 5

with networksfor theirlibrariesandothergeneral 5
purposes. 5

• Learning materials:Designmaterialswhich others can 5
easilyusein theirown projects. S

• Filmstrips,videos,andslideshcws:Produceanaudiovisual 5
abouttheprojectwhich canbesharedwith others.

• Pamphlets:Provide brief and clear explanationsof your
project,its methodologiesand results.

• Posters:Print largeand easy-to-understandpostersthat S
explain key successfulconceptsand practicesbasedon 5
theproject’sexperiences. 5

S
I
I
S
S
S
S
S
5
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Section 6

Toolbox
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S
S
I: Section6 Toolbox
I
•
• n this section,you will find a numberof tools that canbe

usedto respondto andanalyzethequestionsin Section4.

However,youshouldnotfeellimited touseonly thesetools,but
S rather, view them as guides to facilitate the question and
I answerprocess.They should be kept simple and short and
• shouldbeadaptedfor easyuse.Forexample,youmaycombine
5 differentpartsof sometools to designnewones.

Thesetools arevery usefulin conductingorganizedprocesses

S ofdescriptionandanalysis,andwill allowyou to progressively

documenttheprojectexperiencies.

Thetoolboxis divided in two sections:

• descriptiontoolsand

• analysisanddecision-makingtools.

Description tools

• Thereareat leasttwo possiblewaysto generateinformationto
5 helpanswera question:

S
• • Brainstorming

5 • Groupdialogueanddiscussion

S
S
I
S
S
S
S
S
I
S
I
S
S
S
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0 Brainstorming I
I

Thestepsto follow for brainstormingare:

1. Presentthequestionto theentiregroupandaskfor
ideasandresponses.Stateclearly that all ideasare
valid duringthis first stageof thebrainstorming;no
ideais “wrong”. Usea board,hanga largepieceof
paperon thewall orusewhateverelseis convenient,
andwrite thedifferentideason it.

2. Onceall theideashavebeenpresented,explainthat
you will usea consensus-reachingtool to focuson
thoseideasandresponsesthat aremostimportant.
Oneexampleis thefollowing:

• Eachperson in the group will have five
pointswhich theymayassignto oneormore
of the ideasfrom the brainstorming.They
mayassignall five points to one idea; one
pointto oneideaand fourpointsto another,
or onepoint to eachofthe five ideas,etc. If
the number of generatedideasis greater
than20,youmaywish to give eachparticipant
10 pointsinsteadof 5.

• Go aroundthe groupand askeachperson
wheretheywill assignthe points.Mark the
numberofpointsnextto the chosenidea.

• At theendof the“voting’c thepointscanbe
added up, revealingwhich ideas are the
most important accordingto the votes it
received.

• If there are differences of opinion, it is
important to provide an opportunity for
ideasto bepresentedL,heardanddiscussed.

S
I
•
.
I
I
S
•
S
.
S
S
S
I
5
S
S
S
.
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Example of a brainstorming exercise

•
S
S
I

S
I
S
•

S
I
S
S
S
S
S
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S
I
S

Question: Whatstrategiesdo you useto overcome
unexpectedproblemsin theproject?

Note that in this casethestaffdecidedto join two ideas:
“analyzetheproblemandmakea decision”with “discussissues
with beneficiariesandstaff.”

Brainstormingresults

• Fieldvisits
• Readrelevantmaterials
• Discussissueswith beneficiariesandstaff
• Call theboss
• Confronttheissueheadon
• Analyzetheproblemandmakea decision
• Hire a consultant

Voting Points

• Field visits 20
• Readrelevantmaterials 3
• Discussissueswith beneficiaries

andstaff 8
• Calltheboss 2
• Confronttheissueheadon 0
• Analyzetheproblemandmakea decision 12
• Hire aconsultant 5

Results

1) Field visits

2) Analyzetheproblemandmakea decision
with beneficiariesandstaff
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0 Group dialogue and discussion :
Through opendialogueand discussion,you cananalyzeand
respondto manyareasand questionsduringthesystematization
process.

Thestepsyou canfollow for groupdialogueanddiscussionare:

1. Selecta facilitatorin thegroupto presentthe
questions, lead discussionsand make decisions
suchaswhen to move on, stop, let someoneelse
speak,etc.

2. Assignsomeoneto takedetailednotesof the ideas
discussed.

3. Thefacilitator shouldthenposea questionandask
for people’sthoughtsandopinionsabouttheissue.

4. Participantsarethenencouragedto respondfreely,
explainingtheirpointsof view andjustification.

5. Otherparticipantsarelikewisefreeto askquestions,
probefor details,andotherwiserespondwith new
ideasorcommentsaboutaspectsalreadypresented.

6. Oncethetopichasbeenwell discussedanddefined,
thenote-takershouldsharethemain ideasordecisions
thathavebeendiscussed.

S
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Analysis anddecision-makingtools

• This tools are designedto help you describeandanalyzethe

answersto differentquestionsandfacilitatedecisionmakingto

5 improvetheproject.

I
• You cancombinedifferent partsof sometools to createnew

ones,which fulfill yourownprojectneeds.

1 Thesetools areusefulto conductbasicprojectplanning,
I on-goinganalysisanddecisionmaking,amongotherthings.

5 Your analysiscanlook atvariousaspectsof a givenprojectlike:

•
• • positiveandnegativeaspects

• advantagesanddisadvantages

• strengths,weaknesses,opportunitiesandthreats

• • causesandeffects

S
• • impactandimplications

Someexamplesarepresentedin thefollowing pages.

S
I
•
•
I
I
S
I
S
S
S
S
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EXAMPLE 1: DEFINITION OF MISSION STATEMENT

Theinstitutionalmissionis abriefstatementthatincludestheideals,generalobjectives
and activitiesthat guidethe organization.Following wepresentan examplewith the
partsthatshouldbe includedin themissionstatementandtheorderin whichtheymay
beworded.

Missionstatementof HuacharinaFoundation

(1) TheHuacharinaFoundationis aprivate,non-profit, indigenousorganization,
(2) aimedatthestrengtheningof communityactions,(3) to improvethe standardof
living, (4) ofthepeasantfamiliesof20 communitiesoftheLatacungaregion,in Ecuador,
(5) throughtraining and technical assistance,(6) to recoverthe cultural valuesof the
indigenouspeople’sin pursuitofcommunity-based,participatorydevelopment.

1.Who arewe (theorganization)?

6. Why do we dowhat we
do (or raisond’etre)? 2. Whatdo we do?

5. Whatare our
principalactivities?

3. Whatareourgeneral
objectives?

4.Who dowe intendto benefit?

IIRR ParticipatorySystematizationWorkbook 79



00

EXAMPLE 2: ADVANTAGES AND DISADVANTAGES CHART FOR ONE ACTIVITY ONLY

AspectiActivity:

ADVANTAGES (+) DISADVANTAGES (-)

0

I
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• Potentialforwide replication
ofthetechnologies.

• The farmerpromoterstrainedhavepreviousexperience
in soil andwaterconservationin their ownfarms.

• Technologiessharedhavehadgood
resultsandarewell adapted
to thefarmers’ reality.

• Materialsandinputsneededto applythe
technologiesarelocallyavailableandat a low cost.

• It is possiblethat thefarmerpromoterstrained
maynotbe ableto replicatetheexperiencesat a
communitylevel.

• Therearenofundsto paythefarmerpromoters
to disseminatethetechnologiesafterthe courseends.

• Thereis no transportationfor thefarmerpromoters
to visit the communitiesto sharewhat theyhavelearned.
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ADVANTAGES AND DISADVANTAGES CHART FOR ONE ACTIVITY ONLY

I
I
I

Aspect/Activity: Train30 farmerpromotersin soil andwaterconservation

ADVANTAGES (+) DISADVANTAGES (-)
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EXAMPLE 3: ADVANTAGES AND DISADVANTAGES CHART FOR MORE THAN ONE OPTION

Aspect/Activity:

C)

I

OPTIONS ADVANTAGES (+) DISADVANTAGES (-)
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ADVANTAGES AND DISADVANTAGES CHART FOR MORE THAN ONE OPTION

Aspect/Activity: Trainingin soil andwaterconservation.

OPTIONS ADVANTAGES (.1-) DISADVANTAGES (-)

1. Train30 farmer
promoters in soil
andwater
conservation,

• Potentialfor widereplication
of the technologies.

• The farmerpromoterstrainedhavepreviousexperience
in soil andwaterconservationin theirown farms.

• Technologiessharedhavehadgoodresults
andarewell adaptedto thefanners’reality,

• Materialsandinputsneededto apply the
technologiesarelocally available
andat a low cost.

• It is possiblethat thefarmerpromoterstrained
may not beableto replicatethe experiences
at acommunity level.

• No fundsareavailableto pay the farmer
promotersto disseminatethe technologies
afterthecourseends.

• Thereis no transportationfor the farmer
promotersto visit communitiesto
sharewhattheyhavelearned.

2. Produceleaflets
on soil andwater
conservation.

• Low cost.
• Potentiallywidedissemination.
• Easyto photocopy.

• Themajority of farmersdo notread.
• Pamphletsarenot reinforcedby

any field-level practice.

3. Outreachby
government
agriculturalextension
agents.

• Allows for apersonalrelationshipto be established.
• Extensionagentscangive practicaldemonstrations

of soil andwaterconservationtechniques.

• Thegovernmenthasalmostno funds to
payextensionagents’transportationcosts.

• Extensionagentscannotserve
manyfarmers.

I
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EXAMPLE 4: CAUSES- EFFECTS- POSSIBLE SOLUTIONS CHART FOR ONE PROBLEM ONLY

AspecllActivity:

I.
I
I
8

CAUSES EFFECTS POSSIBLESOLUTIONS
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CAUSES- EFFECTS- POSSIBLE SOLUTIONS CHART FOR ONE PROBLEM ONLY:[
I

I
Aspect/Activity: Unrealisticprojectgoalsandobjectives

CAUSES EFFECTS POSSIBLESOLUTIONS

• Externalconsultantsdesigned

theproject.

• Establishedgoals andspecific
objectivesdo not meet
realcommunityneeds.

• Modify originalgoals and
objectives.

• Participatoryrural appraisalwas
poorly conducted. • Thecommunityhasnot

acceptedtheproject.

•

•

Meetwith community leaders.

Includeprojectbeneficiaries

• Projectbeneficiarieswerenot
includedin projectdesign • Time andmoneyhavebeenlost.

in revisionand replanning.

anddecision-making.

00
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EXAMPLE 5: CAUSES- EFFECTS- POSSIBLESOLUTIONSCHART FOR MORE THAN ONE PROBLEM

Aspect/activity:

C)

0

C/)

CD

I

OPTIONS CAUSES EFFECTS POSSIBLESOLUTIONS

00
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CAUSES- EFFECTS- POSSIBLESOLUTIONSCHART FOR MORE THAN ONE PROBLEM

Aspectlactivity: Problemsidentified in projectimplementation

OPTIONS CAUSES EFFECTS POSSIBLESOLUTIONS

1. Staff is not performing
asexpected.

• Poorhiringprocess.
• Salariesarelow,
• Poorly trainedstaff.

• Theprojectis not achieving
its intendedgoalsand objectives.

• High turnover.
• Thestaffcommittment

to theprojectis low.

• Hire new staff.
• Begintraining.
• Raisesalaries.

2. Unrealisticgoals
andobjectives,

.

• Externalconsultantsdesigned
theproject.

• Participatoryruralappraisal
waspoorly conducted.

• Projectbeneficiarieswerenot
includedin projectdesign
anddecision-making.

• Establishedgoalsand specific
objectivesdo notmeetreal
communityneeds.

• Thecommunityhasnot
acceptedtheproject.

• Time andmoneyhavebeenlost.

• Modify original goalsand
objectives.

• Meetwith communityleaders.
• Includeprojectbeneficiaries

in revisionandreplanning.

3. Moneywill runout
beforeprojectends.

• Budgetwasnot properly
calculatedin projectdesignstage.

• Inflationwashigherthan
expected.

• Thereareactivities thatwerenot
implementedbut werecritical
for achievingprojectobjectives,

• Sell oneof theprojectvehicles.
• Implementneededactivities

beforespendingthevehicle
money.

C/)
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EXAMPLE 6: STRENGTHS AND WEAKNESSES CHART FOR ONE ACTIVITY ONLY

Aspect/Activity:

STRENGTHS WEAKNESSES
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• More ideasare introducedto theproject.

• TheotherNGOhasworkedin theprojectareafor a long
time and hasgoodrelationswith thecommunity.

• PartnerNGOhasverygoodreputationwith donors.
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STRENGTHS AND WEAKNESSES CHART FOR ONE ACTIVITY ONLYI
I

I
Aspect/Activity: Collaborativeimplementationof theprojectwith anotherNGO

STRENGTHS WEAKNESSES

• Collaborativedecision-makingprocessis slow.

• Thereareproblemsbetweenbothorganizationsin project
implementationdueto thelackof goodcoordination.

00



EXAMPLE 7: STRENGTHSAND WEAKNESSES CHART FOR MORE THAN ONE OPTION

Aspect/Activity:

C)

I

OPTIONS STRENGTHS WEAKNESSES
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STRENGTHSAND WEAKNESSES CHART FOR MORE THAN ONE OPTION

Aspect/Activity: Collaborationwith partnerNGOI. OPTIONS STRENGTHS WEAKNESSES

1. Implementtheprojectalone,
without apartnerNGO.

• Completecontrolover theproject.
• Control over thefunds.
• Lessbureaucracy.

• We do not have much experience
with this kind of project.

• Communitieswheretheprojectis
going to be implementeddo not
know us

2. Implementtheproject
with partnerNGO.

• More ideasareintroducedto
theproject.

• The otherNGO hasworkedin the
project areafor a long time and has
goodrelationswith thecommunity.

• PartnerNGO hasvery good
reputationwith donors.

• Collaborativedecision-making
processis slow.

• There are problemsbetweenboth
organizationsin project
implementationdueto lack
of goodcoordination.

3. Collaboratein certain
activitiesonly.

• We cancomplementeachother,
basedon existingneeds.

• We do not “commit” ourselves
to work togetherfor a long time, if
the partnershipdoesnot work.

• Sincethereis no formal
comrnittment,theymaynot
assistuswhenweneedit.
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EXAMPLE 8: OPPORTUMTIESAND THREATS CHART FOR ONE ACTIVITY ONLY

Aspect/Activity:

OPPORTUNITIES THREATS
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OPPORTUMTIESAND THREATS CHART FOR ONEACTIVITY ONLY

Aspect/Activity: Implementationof a micro-creditproject.

OPPORTUNITIES THREATS

• Thecreditmodelhasbeensuccessfullytested. • Thenationaleconomyis in shambles.

• Staffhasgoodexperience. • Lots of NGOsaregiving credit.

• Theapprovalprocessfor loansis quick. • Low staffmotivation.

• Theinterestratesarereasonable.

• Banksdemandtoo manyrequirements,andweareless
bureaucratic

I

I
L
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EXAMPLE 9: OPPORTUNITIESAND THREATS CHART FOR MORE THAN ONE OPTION

Aspect/Activity:

C)

0)
0

(/D

I
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OPTIONS OPPORTUNITIES THREATS
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OPPORTUNITIESAND THREATS CHART FOR MORE THAN ONE OPTION

Aspect/Activity: Facilitationofpost-harvesttechnologyworkshop
I.
I

I
I

OPTIONS OPPORTUNITIES THREATS

1. Theworkshopcouldbe
facilitatedby
ourown staff.

We allow ourstaff to be
respectedas professionals.

Low attendanceto theworkshopbecauseourstaff
is young andinexperiencedin thesubject.

2. Theworkshopcouldbe
facilitatedby an
extensionagentof the
Ministry ofAgriculture.

We couldstartapositive relationship
with a govermnentagency.

TheMinistry extensionagentsaysshe
will come,but shemightnot showup.

3. Hire an external
consultant.

We would havetheopportunityto choose
thebestpersonto facilitatetheworkshop.

We fosterdependencyon outsidepeople
thatdo not belongto theorganization.

‘.0
‘-‘I



EXAMPLE 10: ANAIXSIS OFACCOMPLISHMENT AND IMPROVEMENTOFACTIVITIES

ACTIVITY:

INDICATOR:

I,
p
p

IS THE ACTIVITY BEING IMPLEMENTED? YES PARTIALLY NO

HOW MUCH OFTHE INDICATOR WAS ACCOMPLISHED?

HOW ARE WE IMPLEMENTING THE ACTIVITY?

STRENGTHS WEAKNESSES

HOW CAN WE IMPROVE THEACTIVIETY?

PROPOSEDCHANGES JUSTIFICATION

ACTION PLAN TO IMPROVE THEACTIVITY

0
4~
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ANALYSIS OFACCOMPLISHMENTAND IMPROVEMENT OFACTIVITIES

ACTIVITY: Evaluationof credit applications

INDICATOR: In oneyear,50 credit applicationswill havebeenreceivedand
evaluatedto benefitthepoorestpeoplein thearea.

ISTHE ACTIVITY BEIT1~IGIMPLEMENTED? (~) PARTIALLY NO

HOW MUCH OFTHE INDICATOR WAS ACCOMPLISHED?

43 applicationshavebeenevaluatedin 9 months,butnot from thepoorestpeople.

HOWARE WEIMPLEMENTING THE ACTIVITY?

STRENGTHS

• Theestablishedcriteriahasbeenrespected
• Theevaluation of thecredit

applicationis beingcompleted
in theoneweekallocated.

WEAKNESSES

Theevaluationcriteriaarenot
appropriateto benefit
thepoorestpeople.

HOWCAN WE IMPROVE THE ACTIVITY?

PROPOSEDCHANGES

Changethe evaluationcriteria

JUSTWICATION

Thepresentevaluationcriteriabenefit
peoplewhohavemoreresourcesbut,
accordingto projectobjectives,
we needto benefit thepoorest.

ACTION PLAN TO IMPROVE THE ACTIVITY

1. Meetwith project staffandrepresentativesof projectbeneficiaries.

2. Establishnew evaluationcriteria.

3. Adopt themin theproject.
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EXAMPLE 11:

Name: PROJECTPLANNING MATRIX

98

It’s a 10 columntablethat includesimportant
componentsfor theplanningof aproject.

It’s a tool that helps to analyzeand organizethe
necessaryinformation for designing a project
aimedatsolvingpriority problemsin thecommunity

It is especiallyuseful in answeringquestionsNo

5,7,8,10,11,12,13,14and 15 of section“Nature of
Project”

It should include the objectivesof the project,
their justification, expectedresults, indicators,
meansof verification, activities to be implemented,
scheduleof activities, resourcesneeded,budget
andwhois goingtoimplementtheplannedactivities.

Thematrix canbedoneby agroupof6—8
communityrepresentativesand 1—2 projectstaff.

1 to 2 days.

IIRR Pa1-tlclpatorySystematizationWorkbook

1,

p
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Whatis it?

Why is it useful?

Whatinformationis included?

How is it done?

Time needed:

ft
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PROJECTPL4NNING MATRIXI.
I

OBJECTiVES JUSTIFICATION EXPECTED INDICATORS MEANS ACTIViTIES SCHEDULE INPUTS BUDGET PERSONIN
RESULTS OF OF CHARGE

VERIFICATION ACTWITIES



PROJECTPLANNING MATRIX
IMPROVEMENT OF VEGETABLES PRODUCTION

OBJECTIVES JUSTIFICATION EXPECTED
RESULTS

INDICATORS MEANS
OF

VERIFICATION

ACTIVITIES SCHEDULE
OF

ACTIVITIES

INPUTS BUDGET 5ERSONIN
CHARGE

Improvethe

quality of
vegetables
producedby the
community,by
improvingsoil

fertility

The quality of

vegetablesis
worsening,due to
decreasedsoil
fertility, which
lowersthepriceof
ourvegetables,
affectingour

standard
of living

Improvedquality of
vegetables,leadingto
higherpnces

In 1 year at least20
familieswill have
adoptedworm humus
to improvesoil
fertility

In 2 years,thesefarm-
lies will have
improvedthe quality
of theirvegetablepro-
duction thusincreas-

. Participationin a
humusproduction

course

• Beds for worm
humusproduction

established

. Dialoguewith

community
members

• Priceof vegetables

• Extensionagent
will offer a course

on wormhumus
production

• Prepareworm
beds

• Produceanduse

wormhumusas
organicfertilizer

• January

• February

• FromOctober
onwards

• Instructor

• Landand
worms

. Familylabor

• I round-tripticket
to thecommunity
$45

• Purchaseof
worms $600

• Maintenaceof
wormbeds $ 100

. Community

leaderwill

searchfor an
Instructor

• 20 families

• Families

youth

ingtheirprice
by 30%

sold
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EXAMPLE 13

Name:

Whatis it?

Why is it useful?

Whatinformationis included?

SWOT (strengths,Weaknesses,Opportunities,Threats)

It’s a matrixwherecommunitymembersinclude
their pointsof view onfourmain aspectsof a given
topic: 1) strengths,2) weaknesses,3) opportunities,
and4) threats.

It is usefulto identify analyze,compare,andvisualize
in a comprehensiveway,differentaspectsthat the
communityconsiderimportant.Theprocessof
conductingthe SWOTexercise,helpsclarify the
positiveandnegativeaspectsof theanalyzedissue.

Describesandanalyzestheinternalstrengthsand
weaknessesof acommunity; organization,orproject,
andtheopportunitiesandthreatsoftheexternalcontext.

a) Internalstrengthsandweaknesses:

• Of thecomunity;organizationorproject, in regardto anaspector
projectconsideredimportant.

• Of a givenissuein regardto theproject.

b) Externalopportunitiesandthreats:
• Externalto thecommunityor organization,in regardto someaspect

relatedto theproject.

• That caninfluenceprojectimplementation.

How is it done?

Timeneeded:

Usuallyit is conductedin a group,throughbrainstorming
andtheuseof cards,onwhich eachparticipantwrites
his/herown opinion.Thenthecardsaredisplayedon a big
pieceof paperwith theSWOTmatrix, andtopicsare
discussedin thegroup.

2-3 hours
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SWOT MATRIX

ISSUE TO BE ANALYZED:

STRENGTHS (internal) OPPORTUNITIES (external)

WEAKNESSES (internal) ThREATS (external)

4~
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Exampleof aSWOTexerciseconductedby acommunityaboutthefeasibility of
building a communityhealthcenterto solvehealthproblems.

PROBLEM:

PROJECTANALYZED:

Lackof healthservicesin thecommunity

Constructionof ahealthcenter

SWOT MATRIX

STRENGTHS

• We haveacommunityhousethat can
be transformedinto a healthcenter.

•

OPPORTUNITIES

Currently,we havetwo community
memberstrainedashealth
paraprofessionals.

• We cansign an agreementwith the
Ministry of Health,to providea
doctoranda nurse.

• In aweekend,thecommunitycan
repairthecommunityhouse.

• We canwrite aprojectproposalto get
funds to repairthecominumtyhouse.

WEAKNESSES

• A neighboringcommunityalready
built theircenterandcanhelp us.

• We don’t haveadoctorin the
community.

THREATS

• We don’t know how to write proposals.

• TheMinistry of Healthtakesa long
time to consideragreements,andthen,

. We don’t havemoneyto fmancethe
constructionon ourown.

theyendup not signingthem.

• Thecommunityhouseis too small.

•

• Theprocessof gettingmoneyfrom
NGOsis very bureaucratic.

Thepeoplewho live far from the
centerwill notbe ableto comeeasily.

• Doctorsdo not like to work in our
communitybecauseit is far from the

• We do not havefunds to buy

city andproperaccomodationand
servicesarenot available.

medicines,anddon’t know whereto
buy them.

I Doctorsprescribeexpensivemedicines
thatwe cannotbuy.

• Doctorschargetoo much.
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I n spiteof a growinginterestandneed,therearefewclear,
practicalguidelinesonhowto design,follow-up andevaluate

developmentprocessesin a participatoryway. In generalterms,
formalevaluationsof developmentprojectsfocusedalmost
exclusivelyon measuringresults,andwithout the active
participationof thebeneficiaries.

Staffof non-governmentorganizations(NGOs),grass-roots
organizations(GROs),andgovernmentagencies(GAs),needto
understandthe operatingprocessesof projectsin which theyare
involved.Developmentorganizationsworkers,aswell as
beneficiaries,oftenreflectinformally on howprojectshavebeen
designedandimplementedandcanbeimproved.But this
knowledgeis rarelydocumented,analyzedandsharedin a
systematicwayto improvetheprojectthroughon-goinglearning
aboutits processesandresults.

Manyresearchersanddevelopmentpractitionersaredeparting
from thetraditionalpracticeof measuringonly pi oject results,
andseekingamoredynamicandcomprehensiveunderstandingof
its processesaswell, partly throughtheactiveparticipationofthe
projectbeneficiariesthemselves.Syst.einatization satisfies
theseneeds.

Systematizationis a continuousprocessof participatory
reflectionon a project’sprocessesandresults,undertakenby
both projectstaffand participants.This systematicanalysis
generateslessonswhich arefed backto improve the project.
It is aprocessthatstrengthensthelearningandorganizational
capacityof developmentorganizations,whichin turn, promotes
theimplementationof moreeffectivedevelopmentprojects.
Furthermore,whentheprojects’experiencesaredocumented,
theycanbesharedwith otherorganizations.


