WORKSHOP ON APPROPRIATE METHODOLGIES FOR URBAN AGRICULTURE RESEARCH, PLANNING, IMPLEMENTATION AND EVALUATION

EXPERIMENTING WITH PIM: THE ACORD SUDAN URBAN-RURAL LINKAGES PROGRAMME EXPERIENCE OF ADAPTING PARTICIPATORY IMPACT MONITORING

By John Plastow and Sara Pantuliano 

This paper explores the way in which ACORD programmes in the Horn of Africa have adapted the GTZ inspired Participatory Impact Monitoring (PIM) to their working environments. It begins with an introduction to the methodology and the ways in which it was introduced to non-literate communities. Thereafter the paper explores the results and lessons learnt from a twenty-month action research in the use of PIM with the Urban-Rural Linkages Programme and three of its partner CBOs from amongst the Beja people of Eastern Sudan. 

ACORD’S URBAN-RURAL LINKAGES PROGRAMME

Towards the end of the 1980s, the Agency for Co-operation and Research for Development (ACORD) intervened in support of the Beja pastoralists of Halaib Province in the Red Sea Hills around the time the East of the Sudan, along with much of the rest of the country, was experiencing an acute food deficit. ACORD had though already committed itself long-term to the region and had a sister programme working with the urban poor in nearby Port Sudan and at the time particularly with Eritrean refugees. Part of that commitment was to invest in research and to experiment with a range of methodologies. This has seen the organisation’s involvement in the region evolve as learning has taken place and circumstances have changed. The deepening of the agency’s understanding of dynamics in the East of the Sudan has led it to reassess its programmatic focuses and since 1999 led it to break with its separate urban and rural programming focuses and to move towards a more integrated approach (Pantuliano, 2000a). It continues to work with the Beja of Halaib Province origin both in the rural areas and small towns but also with the tens of thousands of them who have migrated to Port Sudan. Where possible, it attempts to foster urban-rural linkages, but also helps the Beja of Port Sudan to make use of their agro-pastoralist skills base to sustain their livelihoods in town. 

In its work with the Beja, ACORD has, particularly since the mid-1990s, made extensive use of participatory methodologies. This reflected its overriding orientation towards providing capacity building support to assist community groups to take charge of their own development agenda. The range of community initiated projects supported by the programme are seen as learning opportunities and the ACORD team sees its role as one of facilitator in support of such group initiatives. An expression of this approach was the decision in 1998 to undertake an external evaluation with a strong participatory approach (Pantuliano, 1998 and Harmeijer, Waters-Bayer and Bayer, 1999). Following this exercise, the project team and community groups involved saw the potential for and value of integrating a participatory monitoring and evaluation system into their ongoing work. It was felt that the programme’s commitment to strengthen community groups capacity to self-manage projects could be strengthened in its new phase if a methodology could be found that would allow for community groups in different settings to be involved in monitoring and evaluation (M&E) on an ongoing basis. This would allow the Urban-Rural linkages programme to move away from the approach that had predominated until them, whereby there had been ad hoc community involvement in what essentially remained an agency controlled system. Ideally a system was sought that would help community groups take on the function independently.  

This led to a decision for the programme to become involved in an action research in the use of a GTZ inspired methodology known as Participatory Impact Monitoring (PIM) along with another ACORD programme in Ethiopia. Both programmes were agro-pastoralist focused but whereas the Ethiopia programme was exclusively operating in remote rural settings, the Sudan programme also embraced urban dimensions. Sites were selected within the programmes in order to provide a range of contexts in which the methodology could be tested. In the Sudan programme centres were chosen that would cover both sedentary and mobile groups. Three community groups became part of the pilot exercise. The first from Salal Asir, a settlement with a strategic location on a principle road heading towards the Egyptian border that provides opportunities for trade, chose to use PIM in relation to a bakery project that had just got underway. Second, a women’s group from the village of Fodikwan, one of several such which the programme was supporting to pursue a mixture of income generating and more service oriented functions and in so doing trying to empower women in a society governed by very traditional gender relations. Thirdly, a group of para-vets living in the vicinity of the hamlet of Arakyai, supported by the programme to serve the needs of mobile pastoralists. For the Sudan programme it was considered that the choice of this range of project locations and types would provide a basis for testing the methodology in ways that would be of relevance to its continuing work in the rural areas and small towns of Halaib Province as well as to planned interventions in Port Sudan. 

The action research began in mid-1999 and the pilot phase was completed at the end of 2000. This paper draws on work undertaken in that period, primarily focusing on the work in the Urban-Rural Linkages Programme but also drawing on examples from the Ethiopian Programme to illustrate methodological issues. 

PARTICIPATORY IMPACT MONITORING

PIM is a participatory monitoring and evaluation (PM&E) system that originally came out of work undertaken by the German government agency Deutsche Gesellschaft für Technische Zusammenarbeit (GTZ) in association with various non governmental organisations (NGOs) partners in Asia and Latin America in the mid-1990s (Germann, Gohl and Schwarz 1996). It is presented as a community oriented as opposed to a multi-stakeholder PM&E system and is founded on both community based groups and supporting development organisations formulating their own separate M&E systems around the same intervention. Subsequently, they come together to compare findings and to make decisions on the future of the project jointly. For the duration of the development organisation’s (DO) involvement in the project it is anticipated that PIM will enhance the quality of M&E information that comes out of the project, particularly in relation to the organisational capacity of the community based group or organisation (CBO). Over time, it is assumed that the DO role will scale down to the point where the CBO can continue to manage its own project using their own established M&E system. Therefore the role of the DO is very much one of capacity building and its own M&E work should be designed to facilitate learning for the partner CBO as much as for obtaining a diversity of M&E information. 

Setting up a PIM system

Establishing a PIM system follows a series of clearly defined stages. Initially both the development organisation and the CBO develop their own frameworks for assessing project performance using the following structure as a guideline (Germann et al 1996:Booklet 1:10): 

Phase 1: Steps in introducing PIM

Step 1: What should be watched: group members establish expectations and fears

 (objectives) for a given project

Step 2: How can it be watched: groups find concrete example (indicators) against which

 changes against expectations and fears can be measured 

Step 3: Who should watch: people are identified who will follow up on data collection

Step 4: How can results be documented: the group chooses methods that are

 understandable and appropriate to other group members

Before using the above to formulate PIM frameworks the DO should explore the concepts of monitoring and current local practice in this regard. PIM is then offered as a way of building on what CBOs are already doing but in a more structured fashion. It should be made clear that engaging in PIM is time consuming and groups are invited to consider whether they are prepared to make such a time commitment. Hereafter, the CBO and DO are expected to define expectations and fears and appropriate indicators for these. The idea of presenting objectives as fears is somewhat unconventional but it allows groups to express the project in terms of potential areas of failure or weakness and if well explained appears to encourage a free flow of ideas. In the ACORD action research, community group members were encouraged to work in sub-groups to arrive at as many expectations and fears as possible and then to present their ideas visually and explain them to the rest of the group. Once all possible ideas were shown a process of selecting the most important or relevant ideas was undertaken. The process of arriving at an initial sample of objectives and indicators took several sessions normally over more than one day. Inevitably there is much learning by doing and the PIM frameworks tend to evolve over time as both DO and CBO get used to the system. ACORD found it more effective if the community group is given the space to develop its own ideas first and then the DO/NGO can respond with its own system. The latter should seek to complement the former by focusing on monitoring different objectives and/or indicators as well as looking to use different monitoring techniques. In this way the DO/NGO ensures that a range of learning in terms of both data collected and methodologies used takes place. Allowing the CBO the space to develop its own ideas first also helps avoid having the DO/NGO foisting its agenda on the community representatives, a tendency that must be guarded against throughout the PIM process.  

The task of facilitating community groups to establish a structured monitoring system is likely to be very new for the DO/NGO and provides a range of challenges. Particular facilitational challenges are faced when as was the case in the ACORD programmes,  the partner communities were by and large illiterate. This is an area where the GTZ materials, which had been developed in contexts of relatively strong literacy provided little assistance. The ACORD teams therefore experimented with establishing monitoring frameworks that could be represented both in written and visual form.  The initial presentation and discussion of concepts and the introduction of the steps in the PIM system were also done using visual images. Here, though, some of the original PIM Handbook materials are drawn and are done so in a field-friendly manner that can be relatively easily adapted for local use. 

The example below of a visual representation of expectations and accompanying indicators is taken from ACORD’s Ethiopia programme in Gambella region. This was drawn by a woman’s group that used PIM to assess performance of a newly established communal shop. This is followed by the same information plus the fears in written form..

   Figure 1: Visualisation of PIM framework expectations by Pine Women’s Group
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Table 1: Women’s Group PIM, Pine Village, Ethiopia

	EXPECTATIONS
	INDICATORS

	1. People from 15 surrounding villages will come and use the community shop
	The number of people from each village coming to the shop

	2. The stock from the shop will be exhausted quickly
	No. times women go to Kuergegn to collect new stock for a range of items sold in shop

	3. That there will be food consumed during the difficult seasons (rainy and cultivation)


	· Full grain stores during times of shortage

· Plenty in cooking pot during lean period

· Children happy and play throughout year

	4. People will be eating wild leaves that require salt on a regular basis
	The consumption of different types of wild leaf that require salt by community members

	FEARS
	

	1. Low numbers of women at meetings 
	Number of women attending meetings

	2. Recording data for the shop will be poor
	Records will not be complete

	3.   Funds from the shop will be embezzled
	Funds available less than true amount 


Ideas and images are closely based on those originally suggested and drawn by the group themselves. Some of the ideas included would not possibly have occurred to outsiders. For example in the framework above, expectation four, which states that: “people will be eating wild leaves that require salt on a regular basis”. Salt was not regularly to be found in the village, but it was something the shop was intending to supply, hence the indicator that leaves would be able to be eaten regularly. 

Once an initial framework is established, then monitoring methods need to be devised. Again this presents challenges when working with non-literate groups. Experience showed that, as with objectives and indicators, careful articulation of methods is required from the outset or else the system will function poorly. With experience it became easier to predict what would and would not work and very general elements of the framework were rejected. With regard to methods, vague ideas such as “observation” or “recording” were replaced by more precisely defined methods. Choosing monitoring or observation methods for recording data was a mutual learning process. DO/NGO ideas for measurement were often initially totally incomprehensible to local system users with symbols such as ticks, arrows or stylised faces revealing literate or cultural biases. Certain other symbols such as waxing and waning moons or simply drawn representations of physical objects proved much more accessible. Non-literate people have their own ways of counting as in the case of tying notes in rope to record numbers as was explained by farmers in Ethiopia. Using familiar concepts is highly recommended, at least in the very early stages, though the DO/NGO can induct CBO members in new ways of recording or scoring.

The following NGO PIM taken from Ethiopia for the same women’s group provides an example of trying to use a range of methods for recording progress against indicators. These include PRA tools (mobility maps, daily routines), drawings (pictures of gender taboos) as well as various charts and matrixes. It can also be seen how the ACORD team incorporated several socio-cultural aspects (e.g. group performance and gender roles) as well as the more technical/economic aspects (service delivery and fund performance). This can be contrasted with the women’s framework above which, with the exception of fear one on attendance at meetings, is dominated by economic or livelihood oriented indicators. 

Table 2: NGO PIM for Pine Women’s Group

	Expectations
	Indicators
	Observation methods

	1. Women’s group is a genuine forum for decision making
	· Number and. & frequency of issues discussed in forum


	· Chart showing meeting: attendance; duration; no. decisions made

	2. Group brings about positive changes in attitudes towards gender
	· Decreased gender taboos

· Changes in men’s roles
	· Scoring against pictures showing cultural taboos

· Comparing daily routines over time

	3. Group project’s result in positive changes in access to and control over resources
	· No. women involved in IGAs

· Increase in women’s decision making over household expenditure
	· Counting and charting 

· Harvard access/ control matrix

	4. Improved service delivery as a result of projects run by women’s group
	· Increased number & type of goods in village

· Labour saved
	· Count and chart 

· Mobility map showing women’s movements

	Fears
	
	

	5. Men feel discriminated against
	· Men’s unwillingness to let women attend meetings
	· Attendance matrix

	6. Poor fund performance
	· Failure to pay contributions
	· Chart of default rates


Once the framework has been established and the data collectors/recorders selected, PIM moves to phase two of the PIM system, which involves autonomous presentation of the monitoring findings to respective group members. The GTZ materials suggest the following steps (Germann et al 1996: Booklet 1:10)

Phase 2:  Steps in carrying out PIM

Step 5: What was observed: the monitoring group feeds back to the main group its 

            findings at a meeting

Step 6: Why these results: the group analyses the findings

Step 7: What action should be taken: the group decides what follow up action needs to

            be taken.     

This is followed by so called Joint Review Workshops (JRW) where the DO and the CBO come together to share their separate findings and to use them to take decisions about the direction the project will take as well as to revise the PIM frameworks if necessary (ibid.: Booklet 2:32). It is recommended that such events take place every three months. In the ACORD Sudan programme, JRWs were held on average every four months.

Phase 3: Procedure at the Joint Reflection Workshop

Step 1: Compare observations: what has changed.

Step 2: Analyse what people have learned: socio-cultural or technical impact 

Step 3: Take decisions: what action must be taken

Step 4: Improve the monitoring system (if necessary): how can we improve our impact

             monitoring

After the workshop

Step 5: Each group evaluates sessions by themselves to draw conclusions for the future 

The basic PIM steps would seem to be consistent with the fundamentals of most PM&E systems. In a review of recent experience in the use of PM&E systems, Guijt (2000: 202) identifies ten core steps that characterize most PM&E approaches. These closely correspond to the PIM steps. Those not explicitly mentioned in the GTZ materials include identifying who should and wants to be involved in the PM&E and a greater emphasis on adaptation of monitoring methodologies. The former is a must for any genuinely participatory system and was emphasised by the ACORD teams from the outset. In the ACORD Sudan experience one CBO from the village of Eit decided early on that it was not prepared to commit the time required after it had started, though there were also internal divisions within the CBO. With regard to the second point it was also the ACORD experience that considerable effort had to be put into finding appropriate methodologies and that the GTZ PIM system, although acknowledging this, provides little guidance. Experience in the use of Participatory Learning and Action (PLA) methods, such as diagramming and mapping helped in this regard, though considerable new learning went into the process of communicating through drawing. 

THE URBAN-RURAL LINKAGES PROGRAMME EXPERIENCE WITH PIM

The year and a half of experimentation with PIM by the Sudan Urban-Rural Linkages Programme (URLP) saw much learning as the system developed and monitoring information collected against the indicators started to be used for decision making. Close interaction between the CBOs and URLP using PIM has resulted in a considerable amount of change in the monitoring system in the two out of three pilot locations and to decisions being made, which have helped shape the direction taken by these initiatives.  

Fodikwan: a case of evolving frameworks  

Fodikwan is a rural centre located in the extreme north of Halaib Province, very near to the disputed Egyptian-Sudanese border. It has grown in recent years as a result of increased sedentarization as well as the disruption faced by local populations from Egypt’s annexation of the so called Halaib triangle just to the north. The project involved in the PIM pilot was the women’s centre. This was established shortly before ACORD became involved in the area in 1998 using the communities’ own funds and labour. It is one of several such projects supported by URLP. In traditional Beja society women have had little contact with the outside world. Supporting women only centres serves both practical and strategic needs. They can act as a focus for skills and income oriented activities and provide a space for women to come together to discuss and plan their futures.

The Fodikwan women’s centre was the project, amongst those involved in the pilot, which made the most extensive changes to its PIM system. Over a series of Joint Review Meetings the framework was altered several times from its original form, as shown in tables 3 and 4 below, until it took the form of that shown in table 5. The biggest single change was the decision for the NGO and community frameworks to be combined into one which is to be followed up by the women’s group. 
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Table 3: Fodikwan Women’s Group - Community PIM: mid 1999

	Expectations
	Indicators

	1. Gaining practical new skills
	· Number of women gaining skills and types of skills

	2. Women centre members increase their income
	· Amount of income of individual trainees obtained through skills gained in centre

	3. To provide welfare support to the poorest women in the village
	· Number of poor families which have saved expenses from tailoring

	4. Inclusion of children in centre activities
	· Increase in women centre working hours

· Increased fluency of spoken Arabic

	Fears
	

	5. Loss of assets & materials as a result of the poor condition of the women’s centre
	· Number of items damaged or lost and/or destruction of the centre

	6. No technician to maintain materials
	· Number of machines that cannot be used

	7. Sewing machine spare parts unavailable
	· As above 


Table 4: Fodikwan Women’s Group – NGO PIM: mid 1999

	Expectations
	Indicators

	1. Women gain skills and literacy training
	· No of women involved in the different training courses in the centre

	2. Women have more time to discuss own issues
	· Duration of the courses in the centre; time the centre is open

	3. Increased income for trained women
	· Products sold per trainee appearance of new retailing activities

	4. Women encouraged and express themselves to local leaders and outsiders
	· No. of women participating in meetings 

· No. of new projects initiated by women

	Fears
	· 

	5. Lack of non-ACORD finance
	· Local fund size does not grow

	6. Local culture prevents participation of women
	· Decrease in number of trained women

	7. Conflict created between wives & husbands
	· Number of women coming late to centre

	8. Packages of training have to be repeated
	· No of women registered for training


Table 5: Fodikwan Women’s Group – Joint Framework: end 2000

	Fears & Expectations
	Indicators

	1. Gaining practical new skills and literacy training
	· Number of women gaining skills and types of skills

	2. Women have more time to

discuss own issues
	· Duration of the courses in the centre

· Time the centre is open

	3. Women encouraged and express themselves to local leaders & outsiders
	· No. of women participating in meetings 

· No. of new projects initiated by women

	4. Lack of non-ACORD finance
	· Local fund size does not grow

	5. Women centre members increase their income
	· Amount of income of individual trainees obtained through skills gained in centre

	6. Use of women’s centre as an anti-natal clinic
	· Number of women using the centre as an ANC clinic

	7.    To provide welfare support to

      the poorest women in the village
	· Number of poor families which have saved expenses from tailoring 


Close analysis of the frameworks shows that eight of the fourteen original objectives and indicators were retained while seven were dropped and one, that for use of the clinic by TBAs, was added. Those dropped were either due to the fact that no activity took place such as “Use of the centre for children’s education”, due to a lack of resources for the purpose or because the objective was no longer perceived as being a live monitoring issue. Examples of the latter include CBO objective 5 on the condition of the centre which was dropped once the centre was constructed of permanent materials and NGO objectives 6 and 7 on male opposition because the project saw no sign of men being against their womenfolk’s involvement in the centre. 

The URLP team has however committed itself to following up on a number of new issues that it considered were not covered in sufficient depth by either the NGO or community frameworks as follows:

· the impact of the different training courses on women’s livelihoods in the community

· assessment of the financial sustainability of the centre

· assessing the benefits of TBA for women beyond the number of safe deliveries 

· long-term changes in gender relations as a result of the project

Overall it seems that the PIM system has benefited from a preparedness to make changes. The move to combine the two frameworks is a bold step and effectively hands over routine monitoring work to the women’s group. On reflection, though, it is apparent that the initial CBO and NGO frameworks were too similar and more emphasis should have been given to the NGO monitoring different objectives and/or indicators not covered by the CBO such as the ACORD team are now proposing they will now focus upon. 

Salal Asir: a case of learning to trust community instincts the hard way   

Salal Asir was selected for the pilot due to its being a trading post on the highway to Egypt. It has attracted a more than one hundred households who draw advantage from the marketing opportunities that arise from passing traffic. The community bakery project began in June 1999, though it was not operational until mid-November and from the beginning it has been monitored using PIM. The project has experienced mixed fortunes in the course of the pilot period. Many of the problem areas that have arisen were, though, anticipated by the original expectations and fears of the community. The case study is illustrative both of the value of developing monitoring capacity for community groups and of how, if PIM had been promoted a little more rigorously along the recommended lines, some of the problems could probably have been avoided.

 Salal Asir PIM Framework: original expectations and fears

	Community Expectations
	NGO Expectation

	1. Increase in income for project
	1. Local people gain new skills

	2. Local people gain new skills
	2. Increase in the level of market 

    refreshment on offer

	3. Project results in the development of managerial skills for the community
	3. Reduction in women’s workload

	4. Market for goods improves
	4. Enhance women involvement in  community management

	              Community Fears
	NGO Fears

	5. Credit offered to customers
	5.  Poor management of project

	6. Shortage of raw materials on regular basis for bakery
	6.  Project management dominated by  men

	7.   Low levels of literacy prevents effective project  management
	7.  Shortage of raw materials for the project


Monitoring information collected in April and May and shared at the Joint Review Workshop (JRW) in May with ACORD staff showed that although the project was having positive effects in terms of reducing workload particularly for women, in economic terms the project was not performing well. Basic data in April and early May showed that inputs were exceeding outputs by an average of Ls 7500
 on a daily basis. This was a reversal of the profitability it displayed in early months at the end of 1999. In some ways though this was not totally surprising since certain expectations such as the volume of passing traffic had not been of the extent anticipated due to the opening up of a new route to the border and because the village had faced other considerable problems associated with a lack of rains. As a result of the latter, many people left the village from January to mid-March on the news of rainfall in the vicinity of the village of Eit. Consequently, the capacity at the bakery was reduced to a minimum. At the same time running costs such as firewood increased with a severe reduction in local collection and sale. 

However, the running of the bakery at a loss was a serious matter and one that could not continue indefinitely. When the committee reformed and resumed its monitoring activities it was decided at a meeting with ACORD staff to take steps to cover the losses which included providing firewood on a “Nafir” basis (community donations) as well as to increase the price of bread from Ls 100 to Ls 125 per piece. The committee also undertook to closely investigate sales and production costs. On closer inspection of sales it was discovered that there was in fact no need to raise the price since costs were more or less being covered. It also transpired that the person who was given chief responsibility for overseeing financial management of the bakery, the local teacher, one of the few literate persons in the village, had taken advantage of his position to take a certain amount of bread for his personal use and to provide bread on credit to other persons on certain occasions. 

Following these findings, the project committee undertook in its Joint Review Meeting with ACORD to appoint a sub-committee of three persons who were to monitor production and sales on a daily basis, to ensure that the bakery was run in the interests of the entire community. Interestingly, initially, the other committee members did not want to directly confront the teacher because they value the fact that he is present in their village when so few people with his skills and status are available and prepared to stay in remote communities like their own. However shortly after the May JRW, it was decided to ask the teacher to leave the working group. Almost immediately afterwards, the bakery started to make a daily profit of some Ls 2-3000. 

By October the project had made a total profit of Ls 235,000. At this point the committee made a decision to purchase flour and firewood in bulk. The hired labourer was sent to Port Sudan to obtain more than Ls 100,000 worth of flour. More than twenty days later he had not returned and the suspicion was that he had run off with the money. The committee had originally intended to train local people to take over the running of the bakery. Latterly, they had made this plan more explicit. It is to be hoped that they are not too late in carrying out their original intentions. 

The ACORD team and the community have learnt some important lessons from this experience that are relevant to their work using PIM. First, that the commitment to close monitoring that PIM offered proved useful in analysing and tackling problems. Second, that the community’s original expectations and fears (profitability; marketing; supply problems; wrongful extension of credit; community management and the literacy issue) have proven to be very insightful in terms of the key issues facing the project. Interestingly, it was suggested in early JRWs that certain expectations and fears that did not appear to be realised, such as extension of too much credit, the literacy issue and supply problems, should be dropped. It later transpired that all of these were key problems. This suggests that, though early evidence may prove encouraging, expectations and fears should not be rapidly abandoned or changed. 

The third lesson is that if the team had been more insistent and rigorous in developing the PIM in the way that was originally intended then some of the problems could have been avoided. In the event, despite a commitment to using visual tools to allow the framework to be accessible to all participants, the team caved into suggestions that the community could make use of the literacy skills of the local teacher. This rendered much of the system, especially the accounting, inaccessible to most of the project group. The ACORD staff has observed that villagers place high status on literacy and view them as the most reliable way for accurately recording information even if they do not possess these skills themselves. However, it has been shown that the literate can manipulate this to their advantage. The Red Sea Hills team is now committing itself to facilitating the development of a monitoring system that is accessible to the entire community. 

MONITORING OUTPUTS 

URLP and its partners amassed and recorded an extensive body of monitoring information which can be used for various purposes. Amongst this information it is possible to identify at three broad categories:

· Progress: examples include the number trainees involved in the different skills trainings and their different levels of attainment in Fodikwan and the numbers of animals being treated for different diseases in Arakyai

· Financial performance/viability of the projects: information on the income of the Salal Asir and Fodikwan projects and the debt/credit situation for Arakyai

· Impact: the call on veterinary services from within and without the project village in Arakyai; the changes in the number of establishments selling goods which are dependent on the provision of bread as a supplement in Salal Asir and information on the number, type and result of encounters the newly formed women’s centre has had with external bodies and men to further women’s interests in Fodikwan. 

Such information has been used in the Joint Review Workshops between the URLP team and the community groups to help make decisions about the next steps for the project, including refining the framework itself. Assessment of financial performance was used to make bulk purchases and to exclude outsiders as described in the case study above. In Arakyai there has been a suspension of credit for veterinary services based on an assessment of a negative initial experience with credit undermining village fund for veterinary drugs. The CBO also decided it no longer needs ACORD to provide para-vets with incentives, once it is established that the project is able to cover these costs for itself. In Fodikwan close tracking of trainee performance led to the decision by the women to provide peer support for those who are under-performing so as to supplement the work of the trainer and to bring up the general standard of the group.

It was also recognised at the end of the pilot that the monitoring information collected over the lifetime of the pilot had not been fully analysed or exploited. It has to date largely been used for ongoing management at project level. However the types of information being generated have the potential to serve a range of strategic and practical purposes for both NGO and community. For the CBOs this includes promoting greater accountability to project members and other village based stakeholders and communicating to other interested actors about their work including for attracting other sources of funding. For the DO/NGO the available information can be used to report on progress and impact of the project as well as the use of the methodology to stakeholders and/or other interested parties.

LESSONS LEARNED

The learning process has not always been smooth but both the ACORD URPL team and the counterpart CBOs believe that the process of collection and analysis and its use for decision making have had positive effects on the programme. The RSHP team believes that PIM has resulted in more careful analysis about what is happening to the project on by both parties which has resulted in better follow up and planning. All three community groups still involved in the pilot are committed to continue into the next phase. In the words of one of the women on the Salal Asir Bakery project committee:

“By using this method we have discovered mistakes at an early stage because we have regular meetings. In the past we have only discovered mistakes much more slowly.” (Amna, Head of Women’s Committee, May 2000).
PIM as a capacity building approach 

A concern that was often expressed in the pilot period was that the process of introducing and developing the PIM system was time consuming for both the ACORD team and the communities involved. PIM is though most usefully viewed as a capacity building intervention and not simply a means for obtaining monitoring and evaluation information. It has considerable potential for enhancing local organisations capabilities to take over responsibility for project management and therefore for promoting sustainability of externally supported interventions. As a capacity building strategy, there are significant resourcing implications for agencies considering utilising the approach. Adequate human resources and time need to be allocated to allow the different actors to engage fully with what is an intensive process for all involved. 

The need for methodological rigour

Organisations considering using the approach must make sure that the right mix of skills exists internally before they embark on helping others to develop their own M&E system. Learning by doing is always going to be an important part of the experience but unless the facilitating development organisation members have a good conceptual understanding and practice in using monitoring and evaluation systems participatory methods the PM&E system is likely to be considerably sub-optimal. Assuming the team has the tools, it should be borne in mind that participatory approaches require every bit as much rigour in their application as conventional methods. The value of regular and rigorous, as opposed to ad hoc and superficial monitoring, analysis of data and decision making are all the more important in PM&E systems where it is the job of outsiders attempt to demonstrate the value of community groups actively using more structured monitoring systems for project management. Care in crafting the elements of the PIM framework and in ensuring careful analysis of data is essential. Establishing precise objectives and indicators and clear but straightforward methods for measuring is important in any M&E system. In the early stages the Sudan programme did not fully appreciate this with the result that methods were not adequately specified leading to the collection of information in a manner that did not always allow for precise comparison of data series over time. Lack of rigour in appropriately applying the methodology was also demonstrated to the cost of the people of Salal Asir where a lack of tailoring to the illiterate majority was exploited by the few literate persons in the group. 

Rigour does not mean inflexibility. Preparedness to allow PIM frameworks to evolve would seem to be helpful. In the case of URLP the proportion of change to the frameworks seemed to be proportionate to the amount of investment made by community groups as a whole. However, the Salal Asir project shows the danger of allowing for too much rapid change and perhaps points to a need for revisiting original ideas that have been abandoned. At times the URLP’s teams shortcomings in terms of understanding the different levels of monitoring and evaluation that should be being undertaken meant that their own PIM framework replicated too much of the CBOs work and that inadequate use was being  made of available monitoring information.  

Drawing on other participatory approaches to enrich PIM  

Participatory Impact Monitoring can be considered as one amongst a growing number of approaches being experimented with in the relatively new field of participatory monitoring and evaluation. The learning undertaken and written up by GTZ was one of the earliest attempts to pull together learning into a resource pack for wider sharing and use. It remains a good starting point for users interested in community oriented PM&E systems. In the light of more recent work, it is apparent that PIM contains most of what are seen as the key elements required for effective PM&E systems. In addition to the core steps described above, it has been argued that good PM&E is founded on four key principles, those of flexibility, negotiation, participation and learning (Estrella 2000:4). PIM can generally be assessed positively in this light, though the guidelines cannot guarantee success in these terms by themselves. A weakness of the GTZ materials is that they were developed with little reference to the by then well-established body of work and experience on other participatory approaches. The original PIM materials are therefore a useful addition to the field but can be complemented by the analysis and tools coming out of work being undertaken by other practitioners in PM&E and other related participatory development fields. Using a combination of approaches can help address one of the major challenges of making PIM applicable to the many development contexts were there is a high degree of illiteracy. It is hoped that the work of ACORD, which attempted to integrate ideas inspired by some of these other approaches has gone some way to demonstrating that this is possible. 

Applicability across contexts

The ACORD PIM experiment partly set out to explore in what contexts it could work effectively. GTZ experience suggested that PIM works best with established community groups that have prior experience of project management. The ACORD experience suggested that what was most important, regardless of the age or experience of the group, was a strong collective identity and shared commitment to the success of the enterprise within the group and that neither CBO leadership or DO/NGO is domineering in its behaviour. In the URLP, the intervention worked least effectively in Arakyai. This was partly because there was no great collectivity in the group and because of logistic difficulties with collecting data with a range of stakeholders involved in the project. Many users of para-veterinary services were often difficult to contact. The method seems to be appropriate for groups who have regular contact and have strong shared interests. This may not lend itself to situations of social fragmentation such as is present in many large urban centres. However, where urban-based groups reproduce established social structures and institutions or are able to create deep-rooted new ones, the methodology should prove to be widely applicable. ACORD is working in different urban contexts where these conditions apply. The Beja living in Port Sudan are an example of a group which has replicated rural networks in town by living, working and organising themselves according to lineage groups which respect established social institutions. The ACORD Ethiopia programme has positive experience of working with ethnically mixed urban-based groups who have organised themselves using the strong and enduring institution of the funeral society that unite people in town regardless of class, ethnic or gender affiliations. In urban centres such as Addis Ababa and Dire Dawa ACORD has been able to effectively harness these bodies, which traditionally redistribute collective resources, for the purposes of micro-finance interventions. Such instances where groups display strong social cohesion are those that could be expected to successfully adopt participatory monitoring and evaluation systems. 

A main focus of the URLP programme interventions in town will be the promotion of credit circles. Communities will also be approached to present income or service oriented projects to be supported by the programme. Another strategy will be to facilitate women’s collective interests as has been the case in Halaib Province. The pilot project appears to have worked sufficiently well in similar contexts in Halaib Province for it to merit extension into urban areas. ACORD URLP is committed to expanding its use of PIM to new areas of the programme, taking on board the adaptations and many lessons it has learnt from the pilot phase. Experience to date shows that where the group dynamic is strong, PIM provides an effective means for promoting project management, as well as offering a way of assessing and thereby potentially strengthening group performance in a variety of contexts.
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Figure 2: Visualization of PIM framework by ACORD team for Fodikwan Women’s Centre 


The visualised framework developed mid 2000 correspond to objectives 1, 2, 3, 4/5, 6 in table 5  
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� Ls is the abbreviation for Sudanese Pounds, the old but widely used name for the national currency now officially renamed the Sudanese Dinar (SD). The exchange rate has from 1999 to 2001 held steady at between Ls 2500-2600 to the US Dollar.     
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