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Theory

Banking Development

In his classic work on the philosophy of education, Pedagogy of the Oppressed, Paulo Freire, a Brazilian professor of education, outlined two pedagogical models.  The first, the traditional method, he called “Banking Education.”  He pointed out that in traditional education, the teacher is seen as the ‘bank’ of knowledge, and the students are ‘repositories.’  The educational process consists of the teacher depositing his/her knowledge into the students, while the students are expected to receive the information without question and store it away.  See diagram below:
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Freire argued that this method molds students into unquestioning, uncritical and uncreative people who then become utterly dependent on authority figures for their information and guidance.  This makes them vulnerable to manipulative leaders who can make use of propaganda to sway people’s opinions and support fundamentally flawed programs without question.

Unfortunately many organizations follow a model of development analogous to “Banking Education.”  They perceive of themselves as the ‘bank’ of goods, commodities, services, projects or knowledge and they hand or dole them out to beneficiaries, who are treated like ‘repositories’ of the donations.  The beneficiaries are expected to receive the donations gratefully, without asking questions.  See diagram below:


In this model of development, little regard is given to thinking about issues of dependency or what will happen when the donor finally withdraws.  The beneficiaries, who have been molded to look to the donor to solve their problems and fulfill their needs, will face a crisis when this mechanism then disappears.  They will then seek desperately for another donor, leaving them open to manipulation by opportunistic leaders, for example politicians who promise development projects during their election campaigns but fail to deliver once elected.  Rather than helping the people to solve their own problems, this method transfers power out of the hands of the people to the donor or authority figures.

Partnership and Problem-Solving Development

In contrast to the “Banking” model, Freire put forward an alternative model of education which he called variously “Conscietization,” “Dialogical Education” or “Problem-Solving Education.”  In this model, the teacher and student are on an equal level and act as “co-discoverers,” both teaching each other and both learning through the process of dialogue and problem solving.  He argued education should be based around concrete and real-life situations that are posed to the students as problems which they are then challenged to solve and reflect upon.  Each student shares his/her knowledge and ideas and together they seek to tackle their common problems.  See diagram below:


Freire found, in his work teaching adult literacy among impoverished people, that this method was not only more effective in teaching people how to read, but it also increased people’s capacity for critical thinking, independent problem solving and self-esteem.  He argued that this model of education not only taught people, but also empowered them.

Many NGOs have adapted Freire’s model of problem solving education to their development work.  Rather than seeing themselves as more powerful or necessarily more knowledgeable than the local people, they recognize that they have much to learn from local people who know their own problems the best.  Rather than doling out donations, they work in partnership and negotiation with local people as to the best way forward for the community.  They focus on the concrete problems faced by local people and work with them, sharing knowledge and skills in dialogue and building creative solutions to those problems.  According to this model, the focus is not on donating goods, services or technical advice; rather, the focus is on creative, innovative, critical and empowering problem solving.


This guide to effective project development gives a practical outline of how to facilitate this partnership and problem-solving method.

Principles

1) Process

Central to the partnership and problem-solving theory of project development is the belief that the actual process of deciding which problems to address and developing the project is just as important as the end result of the project itself.  The process in which the project is developed should be designed not only to produce the most effective and efficient projects, but also to encourage the critical thought, teamwork, and education of the stakeholders who take part in the process.  By learning to facilitate the process effectively, people can then solve their own problems once outsider assistance and expertise is gone.

The process advocated for in this guide takes much more thought and work than sending a simple assessment of needs to headquarters and waiting for their opinion on the best next move, but in the end it is more effective.  This is because the top-down, outsider-dependent model transfers power out of the hands of local people to an office several thousand miles away.  It encourages a lack of critical thought and responsibility that can lead to tensions and delays in decisionmaking that reduce the effectiveness of the organization.

2) Pragmatism

Many development projects look wonderful on paper, inspire people with the idea behind them and sound like the cure-all for all problems in the world.  However, they often fail soon after they are implemented because, by being over-idealistic, they fail to take into account the basic realities in the field.

Projects must be created in response to real problems existing in the field and the only way to find out these problems is to hear them expressed the people who know them the best -- those most affected by the problems.  Instead of imposing some magical cure-all from the outside, projects should be developed in constant negotiation with the people affected by the problems the project attempts to address.

Because of this, it is also vitally important that everyone know precisely what problem the project intends to address and how the team plans to solve it.  This is done by guiding the project with a clear and concise plan made up of concrete goals, objectives and methods that convey to all involved the clear boundaries of the project.

3) Participation and Partnership

Participation of all the stakeholders and partnership with various sectors of society is vital to the success of this model of project development.  Basic is the belief that no person holds the monopoly of the truth and that each person’s contribution is vitally important.  Therefore, one listens carefully to the opinions of the local farmer and the distinguished professor -- both can be right, both can be wrong.

Moreover, participation gives people a sense of ownership over the projects.  If people feel they have a real stake in the project’s success, if their pride, energy and time are invested in the project, they are much more likely to work toward its effective implementation and sustain it in the long term.

People are ultimately responsible for their own destiny and by doing everything for the people, NGOs often damage the sense that people control their own lives.  Instead of taking this away from the people, projects should restore power and responsibility back into the hands of the people who will, in the end, have to live with the project’s results.

4) Empowerment

One major objective of most projects should be to work to reduce the dependency of local people on outsider assistance.  There are many ways this can done, such as giving loans rather than donations, building local capacity, handing project operation over to local organizations or the government, or partnering with local communities.

Projects should avoid entrenching exploitative or authoritarian power structures in the communities by giving power or more credence to leaders, wealthy or powerful people.  Rather, attempts should be made to include a cross-section of the local society, allowing all sectors to have say in the decisionmaking process.  Through including local people in the whole process of project development, they can learn the processes of problem solving and decisionmaking that can then later be applied to other problems.

Moreover, projects should work to empower those most disadvantaged in society.  In the Brčko District this includes disabled persons, elderly, farmers, persons in poverty, Roma, unemployed, women and youth.  By working with these disadvantaged sectors, projects should not further disempower them by making them more dependent on outsiders but rather work for their release from those situations.

5) Consciousness

By involving local people in project development, one encourages them to think critically about the problems their community faces.  This process in turn has a consciousness raising effect.  Once people have learned to think systematically in creating projects, they can apply this to other situations.  The whole project development process should work to develop the creative and critical thought of local people.

Therefore, ideas from all members of the team and from local people, no matter how far out or unconventional they originally sound, should be treated seriously and with respect while being subject to the thoughts and suggestions of other team members.

6) Teamwork

In many organizations work becomes fragmented between individuals who become isolated and solely task oriented.  Few people have an overall picture of the intent of the program and work cannot be easily transferred from one person to the next.  This creates a highly inflexible and impersonal work environment that can become dehumanizing and disempowering.

In contrast, this model of project development encourages teamwork that is both task and relationship oriented.  Each member of the team has a good picture and a clear idea of the goals and objectives of the project and where their particular contribution fits in.  Each person is encouraged to share their opinions and ideas, even if they are speaking about a topic that is outside their particular field of expertise.  As each person has a good understanding of the complete picture, work can easily be transferred to other individuals should someone fall ill, go on holiday or become overwhelmed with work.

The Problem Solving Process

This section adapted from: Matthew Bolton, Dr. Dennis Labayen & Eduardo “Toto” Delfin, “The Problem Solving Process,” Participatory Human Development for Worldservice Corps Volunteers (Independence, MO: Outreach International, May 2002), 9-10.  Used with permission.

In our experience, when people hear the abstract concepts presented in the previous “Principles” section they usually say something to the effect of, “Yeah that’s great, but how on earth do you actually do that?”  As we are committed to the pragmatic principle of praxis, we are obligated to suggest a practical methodology to achieve our desired ends.  This method is not a particularly complicated or revolutionary concept and is based on the most basic methodology to human life and decision-making – what we call the Problem Solving Process.

Often when we are asked the question “But how do you do that?” we turn the question around and say, “Well, if you were to do something what kind of method would you use?”

Amazingly, throughout many different cultures and many different situations we have found the basic process of human decision making remains the same.  To illustrate, we will use the example of going to visit a friend who lives some distance from my house.

The first step, before doing anything else, is to know where my friend lives, otherwise I will travel without direction.  In order to find my friend, I must have a basic idea of where s/he lives, how far his/her home is from here.  Moreover, I must also know my friend’s character or situation at this time.  Perhaps s/he has little food or money at this time and my visit would be a burden.

Therefore, the first step the problem solving process is to know, to gather all the important information and to sort it into a systematic framework so one can fully understand the present situation.

However, while knowing where my friend lives is very important, it is not enough to get me to his/her house.  In fact, I sometimes know my friend lives only a few miles away but, preoccupied with the other tasks in life, I forget to visit him/her.  Therefore, I must make the decision to go visit him/her.  I must commit myself to travel the distance.  Thus to decide to act on one’s knowledge of the situation is the second step in the process.

Once I have decided to go to my friend’s house, I will not get there if I do not know the way.  I must either look at a map or ask for directions, planning the route I will take.  I must also pack my bags; packing the things I predict I will need on my journey.  Thus, the third step in the problem-solving process is planning.

One can make the most perfect plans, but if they are never put into effect, they are useless.  A plan in itself will not take me to my friend’s house.  I must act on the plan to ensure it comes to fruition – I must walk, drive, catch the bus or ride the train to my friend’s house.  Thus the fourth step in the process is action.

When I finally arrive at my friend’s house, probably one of the first questions s/he will ask is, “How was the journey?”  This will prompt me to think over my trip, the problems I encountered, the things my plan did not anticipate but also the new things I learned, such as bus or train schedules, and where to take a rest.  Thinking over these things would help to me to better understand the situation and to make better plans the next time I decide to visit my friend.  Thus the fifth step in the problem solving process is evaluation of the effectiveness of the action and plan.

Finally, when I go to bed that night, lying awake before I go to sleep, I will probably mull over the day’s events in my mind.  I will think over the broad lessons I learned about myself and the world that day.  Maybe along the way I was stopped at a police barricade and was questioned by a policeman.  From this encounter I learned about my nervousness in dealing with authority figures, and about how the police act in my country.  Perhaps while walking through a rural area I was awed by the beauty of the forests and the mountains, learning about the great wonder of our world.  Reflecting on these broad lessons about the world might challenge and excite me, encouraging me to visit my friend again.

Thus the final step in the problem solving cycle is reflection, drawing out lessons learned about myself, about other people, and about the world.

While the primary activity in the process is problem solving and decisionmaking process, through praxis, when evaluating and reflecting upon our interaction with and experience in the world, one develops as a human being, learning new skills and receiving new insights.

The following illustrates this ongoing cycle:

          Know



Reflect


Decide
Evaluate


Plan





 Act
This process is the same process used in solving all kinds of problems we face in our lives.  It applies to cooking food, doing homework, farming and financial planning.  We have also discovered this same process is also highly effective when working in the community for development, change and project implementation.

The rest of this guide explains each step in this process as it relates to project development.

1. KNOW the Situation

OBJECTIVE:
To gain a thorough and critical understanding of the situation in the program area, a sense of the range of problems hindering development as well as an awareness of the resources at one’s disposal to help solve such problems.

METHOD:

A. Conduct background research

Meticulous care should be taken by the team to understand the systems, structures, trends and demographics that undergird the social, economic, political, cultural and environmental dynamics in the Brčko District.  This requires very careful and extensive research and documentation, taking advantage of both secondary sources (such as books, articles and internet sites) and primary sources (the people themselves, observation in the field).

Though experts should be consulted from time to time to assist in this research, it is important that they not completely take over the research function.  Each member of the team should be engaged in a continuous process of research, keeping up to date and informed about the various trends that might affect their work.

The bibliography in Appendix 1 lists some starting points from which this research can begin.

B. Identify root problems

Through conversations with the local people staff members should try to find out the problems that currently hinder their community’s development.  However, care should be taken to identify the root issues that undergird initially felt needs.  A need someone immediately expresses when asked about their problems is rarely the root cause of their problems.  Through questioning and critical thinking, Counterpart staff should try to uncover the root problems holding back Brčko’s development.  See example below:

Counterpart Staff Member (CP): Dobar Dan!

Farmer (F): Dobar Dan!

CP: How are you doing of late?

F: Oh, not too good.

CP: Why not?

F: I need some cough medicine.

CP: Really?  What’s the matter?

F: I have a terrible cough and trouble breathing.

CP: Oh dear, I’m sorry.  Do you have any clue what might have caused it?

F: [Lighting up a cigarette] No, but I have noticed I have become more and more short of breath over the last few years.

CP:  Have you ever thought it might have something to do with your smoking?

F: No…although I do smoke much more than I used to…

If the Counterpart staff member had not questioned deeper, s/he would have assumed that the solution to the farmer’s problem was cough medicine.  However, through further questioning and observation, s/he realized that the farmer’s cough was merely an outward sign of a deeper a problem.  To really solve the problem of the farmer’s cough, the farmer needs to give up smoking.  From the conversation we can see that there are several layers, like the skin of an onion, that need to peeled off before getting to the core of the problem:

Initially Expressed Need
Surface Problem
Root Issue

Cough medicine
Bad cough
Smoking too many cigarettes

More rain
Lack of water for crops
Lack of proper irrigation systems

C. Create a problem map

Having identified many problems they can all seem very overwhelming and confusing.  In an attempt to make some sense of the interlinkages and create a visual representation of the problems in the area, it can be helpful to draw a problem map on a large piece of flipchart paper.  This is drawn by marking the relationships between problems with an arrow.  As a rough indicator, the more arrows that point to or come from a problem, the more central it is as a root problem.  One will also often find that problems tend to cluster into groups of related issues.  By working to solve one of these problems, one will also probably have an effect on the others in that cluster.  Through this process one can also look for deeper root issues that underlie several interrelated problems.

See Appendix 2 for an example problem map for the Brčko District that came out of a Counterpart staff meeting.  This covers a wide span of issues, which can seem a little overwhelming; sometimes it is helpful to focus on one particular area, for instance, agricultural or environmental problems.

D. Inventory resources

Sometimes Counterpart just may not have the necessary resources to solve a problem.  This needs to be understood before a project is undertaken.  On the other hand, the field office may have resources that they are not aware of that could improve their future projects.  Therefore, it is very important to inventory the various kinds of resources available to the office.

Resources fall into three basic categories, all very important.  The first is monetary or budgetary resources.  The second is equipment and assets.  The third is human resources.  The following is an example of part of a resource inventory:

Budgetary Resources
Equipment and Assets
Human Resources

Regular budget provided by Counterpart International
Office 

Telephone and fax,
Experienced administrator 

Expert agronomist


Computer, printer, photocopier
English translation skills


Vehicle


2. DECIDE which problem(s) to address and how

OBJECTIVE:

To narrow down to one or two root problems that can be addressed at this time with the available resources and create a rough outline of how to solve them.

METHOD:

A. Filter problems through the mandate

In every place in the world there are more problems than one NGO can deal with by itself.  Therefore, NGOs focus their efforts on a particular aspect of the development process.  This is defined in their mandate.  Counterpart International’s mandate in the Brčko District is Food Security, defined by David Cohen, Director of Program Development at Counterpart as “When all people at all times have both physical and economic access to sufficient food to meet their dietary needs for a productive and healthy life.”

In this case food security is divided into five sub-categories by the donor, USDA.  The following are listed in order of relevance to the donor:

1) Sustainable Agriculture

2) Reforestation

3) Urban Greening, 

4) Environment, 

5) Support of NGOs Interested in Food Security (this “interest” can be interpreted in a broad sense).

Moreover, Counterpart International’s mandate in Brčko puts particular emphasis on returnees and internally displaced persons (in that order).

Therefore, when selecting which problems to address, Counterpart must be careful to filter out those problems, which do not relate to its mandate.  Of course, such problems can be addressed through the angle of food security, or be secondary objectives of the project (for example, building civil society through the organizational development of agricultural organizations), but the overall thrust of the project should be aimed at improving the security of Brčko’s food supply, and restoring the integrity of Brčko’s environment.  See Appendix 3 for more information about food security.

B. Determine criteria for decisionmaking

Even after filtering out problem’s which fall outside Counterpart’s mandate, there will still be a whole host of problems and possible projects.  It may seem quite confusing and staff may have little idea of where to start.  Therefore, it is important to develop a list of criteria by which one chooses which problems to deal with and which projects to undertake.

Often these criteria are in existence in an informal sense through the tradition of the NGO or just by what the staff thinks is a reasonable project.  For instance, even without written criteria, projects will be turned down because of cost, lack of feasibility, lack of necessary skills among the staff, etc.  Most of the process of determining criteria is just writing down, simplifying and formalizing what is already in an informal existence.

Once criteria have been determined, they can be used again, perhaps with some adjustment, the next time one has to design a project.  For example criteria see Appendix 4.

C. Narrow down to realistic possibilities

After drawing up a list of criteria, apply them to the problems threatening food security and the environment in the Brčko District and narrow the list of problems down to the ones that best match the criteria.  It may also be worth linking several problems together to better match the criteria and address several issues at once.

Care should also be taken to ensure that the problem selection process is sensitive to the scale of problems, and the political, social, economic and environmental situation in the district.  Care should be taken to avoid becoming co-opted by narrow nationalistic, elitist or exclusive agendas.  This is best avoided through constant contact with the grassroots and thinking critically about all information received.

For an example, see the table below.  It is, of course, incomplete, as there would be more problems and more criteria to consider.



Criteria



Problems
Solution within capability of CP staff?
Apolitical?
Food Security or Environment?
Will solution improve income-generation capacity?

Lack of foreign investment in technology industry
No
Somewhat
Not directly
Yes

Lack of agricultural knowledge among returnees
Yes
Yes
Yes
Yes

Contamination of river through dumping trash
Yes
Yes
Yes
Probably not

D. Match resources to problems

The key identified problems should then be compared with the inventory of resources made in Step 1D.  Try to link resources within the institution to specific problems and sub-issues and take note of resources that are lacking.  If there are very few resources that could be employed to solve the problem, then the problem is probably beyond the capacity of the office at this time.  However, if only a few resources are lacking, then efforts should be made to plan on how to obtain those resources.  For instance, writing grants, hiring an expert consultant, borrowing equipment from another NGO, etc.

See example below, or for more detailed example see Appendix 5:

Problems
Matching Resources

Lack of agricultural knowledge
Expert agronomist on staff

Lack of printed material on local agriculture
Staff member who used to work for a newspaper

E. Brainstorm project ideas

The next step is to brainstorm creative and imaginative solutions to the problems, using, as much as possible, the available resources.  Efforts should also be made to think of projects that could address several problems.  For, instance, looking at the table above, one could suggest creating an agricultural magazine distributed to local farmers.

The key to brainstorming is to avoid limiting the creativity of the team by constraining them with arguments about what is ‘feasible’ or ‘sensible.’  These concerns, though very important, come later.  The objective here is just to come up with as many ideas as possible.

When the stream of ideas has been exhausted, one can then eliminate the solutions that are very clearly unrealistic and efforts should be made to consolidate several ideas that can be linked together.

F. Make a decision

Once a few nebulous project ideas have been formed, a final decision must be made as to which to pursue.  It is vitally important that all the stakeholders have say in the decision, especially those who are expected to carry the weight of the project’s implementation.  This decision should be made as a team and never autocratically.

While making the decision, it should be made clear that people will be expected to take responsibility for the implementation and that by choosing a certain project over another, they are essentially committing themselves to ensuring the best development of that project.  If people have been fully involved in the decisionmaking process, there can be no excuse that they did not design the project or do not know anything about it, as they were involved in its development from the beginning.

3. PLAN a strategy to guide the project

OBJECTIVE:

To develop a strategy as a team to guide the project’s implementation consisting of the goal, objectives, indicators, methodology, and a specific timeframe.

METHOD:

A. Determine the central goal

Now that the team have decided on a rough outline of the project, it is now important determine the specific and central goal of the project.  This defines the overall intention of the project by stating what central problem is one intends to overcome and what one plans to do about it. It is written in the future tense and in definite terms, for instance “We will solve the problem of lack of water through improving sanitation systems.”  It should sum up the central aim of the project in no more than three sentences.  The following is an example from a recent Counterpart reforestation project:

“We will rebuild and rehabilitate ecological and economic losses caused by deforestation and by the Spruce Bark Beetle in Nursery Petkovaca, Brčko District.  With this reforestation project and with continued forestry protection in Petkovaca we will improve the damaged environmental balance in Brčko District and beyond.”

B. Identify objectives

While the goal expresses the central aim of the project in clear and precise terms, it is still too broad to really explain the specific and basic intentions of the project.  The purpose of objectives is to explain in concrete terms what one plans to do.  The objectives are written in the infinitive form of the verb and are intended to convey action using verbs like “to build,” “to help,” “to create,” “to teach,” etc.

Some examples from the reforestation project:

“To eradicate the spruce bark beetle population in the affected areas.”

“To use the knowledge of a forestry expert to train forestry engineers in effective eradication and population control of the spruce bark beetle.”

“To raise public awareness of the importance of forests in sustaining the environmental balance, the action necessary to protect them, and improving the relation of the community with the forests through a seminar and media coverage of this seminar.”

C. Identify evaluatable indicators

This step is often forgotten.  People often forget to think carefully of concrete evaluatable indicators by which a project can be measured.  It is all very well to say, “We plan to overcome poverty” but if you have no way of measuring poverty, or its eradication then one can never be sure of one’s success.  Therefore, one should draw up quantitative and qualitative indicators by which to measure the progress and success of the project.  These should be written in the format of “This project will be judged as successful based on…” the following are a few indicators identified in the reforestation project:

“This project will be judged as successful based on:

1) The effectiveness of spruce bark beetle eradication in Nursery Petkovaca

2) The proper disposal and burning of cut trees and caught beetles

3) The healthy development of the newly planted seedlings

4) The increase in knowledge and capability of nursery staff to deal with the spruce bark beetle problem

5) The ability to keep to the original timetable and budget.”

D. Plan the methodology

Now that one has a goal, objectives and indicators, one must ask, “How do we plan to achieve them?”  By breaking each objective down into a list of tasks to be completed, one creates an outline of the project’s methodology.  Equally important as the tasks themselves is to whom they are assigned.  It is essential for the success of the project that work is distributed among the stakeholders and team members evenly, fairly, and appropriate to each person’s skills and capacity.  Members of the team should be absolutely clear as to what is expected of them and which tasks they need to carry out.

Also included in the methodology should be monitoring mechanisms to ensure that the project is on track and objectives are being met.  For example, with the reforestation project, Counterpart staff will visit the nursery every week to ensure work is going as planned and a forestry and entomology expert with visit occasionally to offer their advice and evaluate the program.

As things will never go quite as planned, it is important to consider one or two alternative or contingency plans.  They do not have to be as well developed as the main plan, but it is usually good to have a rough idea of ‘Plan B’ before something goes wrong.

E. Establish a timeline

Taking the list of identified tasks, the team should estimate the amount of time necessary for the completion of each task.  Care should be taken to establish the order in which tasks need to be completed and which tasks can be carried out concurrently.  Once this is done, estimate the total time necessary for the completion of the project.  Some people find it then helpful to pin this timeline, perhaps along with the goal and objectives, on the wall in a prominent place to continually remind the team of what needs to be done.
F. Draw up the budget

In a similar fashion to the timeline, the team must then estimate the cost of completing each task and the resources needed to complete it.  These costs are then added up to create the budget of the project.  Emphasis should be placed on cost efficiency and efforts should be made to save money where possible.  However, one should never cut corners if doing so is contrary to the effort to meet one’s objectives.  Remember: More often than not, you get what you pay for.

4. ACT out the strategy

OBJECTIVE:

To implement the project successfully as planned, while allowing flexibility to change the strategy based on new conditions or information.

METHOD:

A. Practice or role-play

Some people laugh when they hear the term “role-play” used in this context.  However, NGOs like Outreach International, which specializes in participatory methods of development, have shown that for tasks which are new to people or are particularly difficult, it is helpful to practice or role-play the event several times before it happens.  For example, if the project includes a seminar put on by a Counterpart staff member who has never taught a class before or who is afraid of public speaking, other staff members should rehearse with him/her, so s/he knows what to expect.

B. Implement the project

Now all the research, decisionmaking and planning is complete, it is finally time to implement the project.  This should be done according to the strategy outlined in the planning stage and completed in a timely and cost efficient manner.

C. Take stock

During the project’s operation, ongoing evaluation of the situation should take place regularly through the monitoring mechanisms laid out in the plan, such as visiting the project site once a week, seeking an expert’s opinion, etc.  Moreover, since no situations can be completely anticipated in advance, all plans have their weaknesses.  Through the monitoring process, one should seek to identify potential weaknesses in the original plan.

D. Readjust the strategy

If there are problems with the original plan, the plan should not be taken dogmatically but rather subject to revision based on realities in the field.  Therefore, based on observations from the monitoring process, the team should revise the objectives of the project where needed.  Adjustments must then be made to the plan of action.

5. EVALUATE the project

OBJECTIVE:

To conduct a final evaluation at the end of the project to determine whether objectives were met based on the identified indicators; to identify areas needing improvement, ways to address these problems and new skills learned.

METHOD:

A. Report to the team on what happened

Each member of the team should report to the group what happened in the duration of the project so as to collectively construct a narrative of the events that occurred during the project’s operation.

B. Compare what happened with the original plan

Once the narrative is complete and agreed upon, this should be compared with the original plan.  The team should answer the following questions: Was the goal achieved?  Were objectives met?  How well did the project succeed, based on the identified indicators?  Were there any additional benefits from the project that were not originally intended?

C. Identify areas needing improvement

Where the project failed to meet the original objectives, care should be taken to identify the factors that caused this.  It may be that these factors are outside the control of the people involved, such as a unusually long winter that adversely effects crops.  However, even though little can often be done about such unexpected events, one can be more prepared for them in the future.

If the weakness is within the control of the implementers of the project, care should be taken to identify the specific root problems undergirding the failure to meet the original objectives.

Finally, the evaluation process should be aimed at improving the effectiveness of the organization in meetings its future objectives, not as a way of being overcritical of certain employees’ failures.  Critiques should be offered openly yet sensitively and framed in an inoffensive manner.

D. Determine a way to address weaknesses

It is quite easy to identify and point out weaknesses, especially if they are not our own, but it takes much more commitment and creatively to face up to the problems and seek ways to address them.  Perhaps, the staff needs more training, perhaps more care should be taken in advance planning, perhaps staff need to be more supportive of each other.  Each weakness should be tackled as a new challenge and not seen as a dead weight pulling the organization down.

E. Identify new skills learned

Also very important is to identify to new skills and practical knowledge gained from working on the project such as improved computer skills, more complete agricultural knowledge or more practice in public speaking.  The team can then add these new skills to the inventory of human resources drawn up in Step 1D and when designing new projects, look for ways to utilize these new resources.

6. REFLECT on lessons learned

OBJECTIVE:
To reflect on one’s emotions and feelings during the course of the project, to extract the broad and more abstract lessons learned from the experience and to find ways to put this new knowledge into action.
METHOD:

A. Discuss feelings

Many organizations will stop at the evaluation stage, believing it sufficient to merely discuss the strengths and weaknesses of the project in comparison with its original objectives.  However, there are deeper lessons that can be drawn out from one’s experience in implementing the project that would be completely missed if attention were not paid to the reflection stage.  One important part of this is discussing the emotions triggered in response to working on the project.  For instance, people may have felt frustrated with the lack of funds or they may have felt empowered working as part of a team.  It is important to share these feelings with the team and process them, looking for the causes of such emotions.  While its primary purpose is to view the project from the angle of emotions, its secondary effect is the always powerful process of catharsis and sharing within a group.  Such openness can help to bring a team together and also help each member of the team understand the emotional style of each person, enabling them to take that into account when working with them.

B.  Identify broad lessons learned from the experience

The evaluation stage extracted the concrete and practical lessons from the experience, such as how better to run a meeting, how to speak in public, or how to plant better crops.  In contrast, the reflection stage looks to draw out the more abstract lessons learned about oneself, about the lives of other people, about systems and structures or about the world in which we live.

For example, in working with farmers one might receive to insights into the rural culture or the worldview of an ordinary farmer.  Working in collaboration with the government one may begin to understand the theory that implicitly undergirds every democratic system, or perhaps see how sometimes governments fail to live up to that ideal.

C. Determine ways to put this new knowledge into action

The evaluation and reflection stage increases one’s knowledge and understanding of oneself, one’s team, city and world.  This then improves and sustains future action, bringing the cycle back around to Step 1: To Know.  During the end of the reflection stage the team and each individual should make a commitment, and determine concrete methods to put this commitment into action, to use their new knowledge to improve their future work with Counterpart.
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Appendix 4: Counterpart Brčko Project Design Criteria

When developing projects undertaken by Counterpart International in Brcko, BiH, the criteria listed below must be rigorously considered.

Section A contains prerequisite questions.  All questions in this section must be answered affirmatively, considered throughout project development, and supported within a proposal.  

Section B contains questions that must be answered by Counterpart Brcko staff.  The answers to these questions must be supported within a proposal.

Section C contains questions that can be considered in project development.  Not all projects will relate to these questions.  If a project does relate to any of these questions, the question(s) should be considered in project development and supported through a proposal.

Section A - Prerequisite Questions

1) Does this project fall within Counterpart Brcko’s mandate as determined by the donor (USDA)?

Mandate = Food Security

(Sub categories of food security, rank ordered by level of relevance to donor):

1) Sustainable Agriculture

2) Reforestation

3) Urban Greening

4) Environment

5) Support of NGOs Interested in Food Security (this “interest” can be taken in a broad sense)

2) Does this project benefit and encourage the participation of all ethnic groups in Brcko?  Does it facilitate team work and team building among ethnic groups?  Does it recognize the equality and worth of all people?

3) Does this project address the problems of a group rather than select individuals?

4) Does this project take into account local conditions, problems and needs, and does it solve problems identified by the local people themselves?

5) Is this project apolitical?  Does it avoid the actual or appearance of alignment with a particular political party or agenda?

6) Is this project within the skills and capacity of Counterpart Brcko staff and all other project participants?

7) Does this project address a problem that is solvable through a logical and implementable course of action?

8) Are all elements of this project cost efficient and within budget specifications?  Does the project provide a large result given the budget parameters?

9) Will this project benefit the capacity of the community?

10)  Will this project improve the conditions of (1) returnees or (2) internally displaced persons (rank ordered according to our mandate) (Note:  This question can be applied in a very general sense)?  

Section B – Questions Requiring Consideration

1) Should this project be publicized?  If yes, can it be effectively publicized in a cost efficient manner?  If it should not be publicized, please justify this standpoint.

2) Is this project sustainable?  If not, justify how this project is beneficial despite its lack of sustainability.

Section C – Questions to be Considered When Applicable

1) Will this project work with existing community organizations such as farmers’ associations, NGOs, youth clubs, or women’s groups or facilitate the creation of new organizations?

2) Does this project facilitate information exchange and active collaboration among organizations/project implementers (such exchange and collaboration should be a goal whenever possible)?  

3) Will this project improve the conditions of any of these disadvantaged sectors (listed alphabetically)?

· Disabled persons

· Elderly

· Farmers

· Persons in poverty

· Roma

· Unemployed

· Women

· Youth

Appendix 5: Counterpart Brčko Resource Inventory

Monetary Resources

· Budget provided by the USDA

· Other possibilities from:

· US Embassy Democracy Grant

· Cooperation with other NGOs

· Cooperation with local or national government

· Cooperation with local farmers or local communities

· Fundraising among local rich

· Fundraising among private companies

Assets

· Office

· Vehicle

· Two Computers, one laptop.

· Printer

· Phone, fax, internet connection

· Photocopier

· Furniture

Information

· Reference materials on Brčko, BiH, environment and agriculture

· Environmental manual

· Posters

· Documentation of previous projects

· Notes, video tapes and brochures of agricultural seminars and interviews

· Information from CP headquarters


Human Resources

· Good contacts

· Banks

· OHR

· Government

· Local NGOs

· Local communities

· Farmers

· Local agricultural experts

· Language and translation skills (in order of ability)

· Local language

· English

· German

· Russian

· Spanish

· Computer skills

· Word processing

· Spreadsheets

· Internet and email

· Powerpoint

· Page layout

· Photo manipulation

· Communication skills

· Interpersonal

· Audiovisual

· Report writing

· Newswriting

· Agricultural expertise

· Agronomy

· Tobacco drying

· Mechanization

· Management experience

· Efficient

· Organizational skills

· Bookkeeping

· Project implementation

· Driving
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