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PREFACE

PREFACE TO THE SECOND EDITION

Since the first edition of From the Roots Up was printed, we have
received comments and suggestions from readers working with inter-
national NGOs, educational institutions and U.S. based grassroots
organizations. We were able to incorporate much of this feedback into
this revised second edition of the field guide.

While most people found the format user friendly, several readers
commented that the density of the guide made it difficult to find the
information they needed. In response, we expanded Chapter Two to
provide a chapter by chapter outline of the guide’s contents. Used in
combination with the Table of Contents, this should make it easier to
move through the guide.

We also tried to respond to some of the common questions that
emerged regarding the process. Many users wondered how the meth-
ods outlined in the guide could be “ scaled back,” or used in less
intensive and time consuming ways. Angus Heard-Hughes from
Heifer Project Internationa wrote, “1 found myself wondering how
this elaborate process/set of tools might be simplified for an organiza-
tion unable to conduct an all out self-assessment.” At the end of
Chapter Five we attempt to address this concern, although we wel-
come others' ideas on the issue. Another common question was how
to deal with resistance to change, particularly from organizational
leaders who may feel threatened by certain outcomes of the self-
assessment. In the chapter on Working with Facilitators (Chapter
Seven) we added a section on how to anticipate and address this type
of resistance. We also expanded Chapter Three to include more
information on the benefits of organizational self-assessment and how
organization members can continue to learn and improve once they
have reached their capacity-strengthening goals.

Readers a so shared their feedback on the level of detail and structure.
Robert Chamberswrote, “A virtue is being systematic and prepared in
advance. But thereisadownside to that because it can lead to domi-
nance and too much structure... Reading this makes me recognize
anarchic tendenciesin myself. | have been advocating ‘ optimal
unpreparedness’ in my book, and there is over-preparedness here. But
you could argue that structure and discipline are needed. Trade-offs,
asever.”

From the Roots Up i
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While we agree that there is a danger in over-preparedness, we suggest
that thereis an even greater risk with insufficient preparation, particu-
larly when facilitators lack the depth of experience needed to conceive
new exercises or processes on the spot. Our experience has shown that
structure, when it is not rigid, can actually increase facilitators' ability
to be flexible and innovative. As unexpected issues or needs emerge,
it ismuch easier to adapt and change planned exercisesthan it isto
invent activities from scratch. Problems arise not when thereistoo
much structure, but when the facilitators are unable or unwilling to
make changes in response to the participants' priorities, feedback and
learning styles. Rather than advocating for “optimal unpreparedness,”
we encourage optimal preparedness tempered by responsiveness and
flexibility.

We have tried to emphasize throughout the guide that the methods
presented are only suggestions, and that they always need to be
adapted and changed to fit specific contexts and needs. However, by
providing the process details, we do run the risk of stifling innovation.
This challenge of trying to give enough information so that users at
different skill and experience levels can effectively apply the methods,
but still promote flexibility and creativity, is one with which we
continue to struggle. In the end we have decided that providing too
little information could exclude more users than including too much
detail, and we ask those wanting less structure to use the outline in
Chapter Two and the Table of Contents to navigate and find the
information they can use.

Thanks to all those who shared their encouragement and suggestions
with us. We particularly appreciate learning about how users are
applying and adapting these methods in avariety of contexts. We
hope that others will share their feedback with us so that we can
continue to learn from these experiences and improve this resource.
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THE Bi1G PICTURE

1.1 TrReNDS IN DEVELOPMENT

The number and size of local hon-government organizations (NGOs)
and community-based organizations (CBOs) involved in development
work has rapidly increased over the last 15 years. At the sametime,
local government structuresin many parts of the world have assumed
more responsibility for promoting community development in re-
sponse to trends towards government decentralization and democrati-
zation. These trends have not always been accompanied by an im-
provement in program performance at the community or district levels.
In many countries there are signs that a rapid expansion of local
NGOs/CBOs and the increasing role of local government may actually
be lowering the quality of community development programs overall,
partly because local organizations have limited capacity and experi-
ence in participatory approaches to community development.

Recently there has also been a shift in the donor community towards a
“performance culture” emphasizing effectiveness, impact, cost-effi-
ciency and accountability. However, evaluations of local develop-
ment programs typically only measure results in terms of outcomes
and benefits (i.e., clean water, increased income, etc.). Often, they do
not assess the process dimensions of the program (the way these
outcomes were achieved), although thereis a growing realization that
poor performance may be linked to internal organizational problems.

In response to this realization, the emerging trend in impact assess-
ment and evaluation is to include management and capacity issues.
Thisis designed to increase the effectiveness and viability of local
organizations as organizations, rather than only focusing on what they
do (i.e., the projects they and their community partners implement).
This more holistic approach recognizes that project assessment cannot
be divorced from the assessment of the organizations that plan, imple-
ment, support or fund them. Assessing the organizational capacity of
intermediary NGOs, CBOs and local governments has become an
essential competency area.

This shift to capacity building and institutional strengthening is also
linked to the notion of “sustainability” and “ strengthening civil soci-
ety,” with the recognition that community capacity requires supportive
local organizational structures and processes. It isleading donor
agencies away from micro-management and towards transfering the
responsibilities of assessment and improvement onto the local organi-
zations themselves.

In This Chapter

1.1 Trends in Development

1.2 Two Perspectives on Capacity
Assessment

1.3 Developing These Tools &
Methods

1.4 The Cycle & Actors of the
Development Process

From the Roots Up 1
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Capacity buildingan be
understood as an explicit effort
to improve an organization's
performance in relation to its
purpose, context, resources and
sustainability. The aim is to
develop a more effective, viable,
autonomous and legitimate local
organization by creating the
conditions in which change can
take place from within the group
or organization.

2 World Neighbors Field Guide

1.2 Two PeERsSPECTIVES ON CAPACITY ASSESSMENT

Capacity assessment is currently being approached from two perspec-
tives. First, many Northern agencies are concerned about appraising
the capacity of their partners and of new organizations they are consid-
ering funding. These agencies are devel oping tools and procedures to
enable their staff to carry out assessments in order to make funding
decisions and provide advice. (Some agencies have even developed
computer software programs to assess NGO capacity!)

Initialy, therefore, demand for assessing organizational capacity has
come from Northern donor agencies seeking an approach that can
assist them as they move away from a“project” model towards pro-
gram or partner-based funding.

More recently, many donor agencies have started supporting a second
approach that helpslocal NGOs, CBOs and government structures
carry our their own self-assessments. This approach is based on the
principle that ongoing self-assessment and learning is integral to being
a healthy organization. It arose partly in response to the criticisms,
voiced by Southern organizations, that Northern systems for assessing
capacity were too culturally biased, too rigid and too quantitative. In
addition, many development organizations want the values of partici-
pation that are promoted in program work to be reflected in the way
capacity assessment is carried out.

However, while participatory tools and methods have become wide-
spread in development work, suprisingly little use has yet been made
of their potential to strengthen the capacity of local organizations.
Relatively little is written about how to use participatory toolsto
enable intermediary and community organizations assess their
strengths and weaknesses, reflect on their performance, learn from
experience, identify priorities for program development and strengthen
their organizational capacity.

1.3 DeveLorPING THESE TooLs & METHODS

World Neighbors' purpose isto strengthen the capacity of
marginalized communities to meet their basic needs, and to determine
and sustain an equitable and inclusive development process. The issue
of community and organizational capacity is therefore central to our
work. Working in partnership with individuals and organizations at
the local level, World Neighborsis recognized as aleader in participa-
tory, people-centered approaches to community devel opment.
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In order to engage in an inter-institutional learning process, a team of
World Neighbors experienced field staff came together in 1995 to
form the Action Learning Group (ALG). One of its goals was to
analyze, document and promote effective strategies for strengthening
the capacities of community-level organizations and local institutions.
Since itsinception, the ALG has conceived, field-tested and adapted
participatory action learning methods to understand, assess and docu-
ment change in community and organizational capacity.

Field experience in Bolivia, Burkina Faso, Ghana, Honduras, Indone-
sia, Kenya, Mali, Nepal, Nigeria and the USA indicates that the meth-

ods devel oped through this ongoing process of “learning by doing” can

be a powerful way to enable community groups and organizations to
assess and improve their performance and viability.

1.4 THE CvycLE & AcTORS OF THE DEVELOPMENT PROCESS

This self-assessment process was designed to be used within a broader
approach of sustainable development which seeks to increase the level
of self-reliance and effectiveness of local organizations. There are as
many ways to strengthen local groups and organizations as there are
development programs; even different World Neighbors programs
around the world use a variety of development approaches based on
the local context and needs.

Voisins Mondiaux (World Neighbors-West Africa), with whom the
tools and methods presented in this guide were first developed and
tested, works with isolated, rural communitiesin sub-Saharan Africa.
The programs begin where the people are and help them to find solu-

tions to the problems that they face with regard to food security, health

and environmental degradation. From the beginning, thereis a capac-
ity building component to the work, with efforts to strengthen the
capacities of community members to organize themselves, access
needed resources and eventually take over full responsibility for their
development program.

The following diagramsiillustrate how this gradual capacity building
process takes place in the West African communities with whom
Voisins Mondiaux works.

Three Views of
Capacity Building

Capacity building as a means: to
strengthen the organization's
ability to carry out specific
activities.

Capacity building as a process
to enable the organization to
continually reflect and adapt its
purpose in response to change
and learning; to connect its
evolving purpose and vision on
the one hand and its structure
and development activities on
the other.

Capacity building as an end: to
strengthen an organization's
ability to survive, become self-
sustaining and fulfill its purpose.

From the Roots Up 3



THE Bic PicTURE

1. Initiation:In the rural and marginalized areas where World

Neighbors-West Africaworks, local organizational structures are
often non-existent, weak, divided and/or not able to

1. Initiation

WN-West Africa

adapt to the rapidly changing forces that influence

External communities ability to meet their basic needs.
Resources Therefore, most of the initiative to implement a

development program initially comes from WN staff
o members, all of whom are nationals of the countries
where they work. These staff members hire and train

—
Local
Program ﬁo local resource people to work directly with commu-
\ nity leaders and groups to identify and respond to
o o community needs. WN works with different villages

"0\,

in the same area, although initially there may be little
cooperation or interaction among villages. WN staff
also serve asthe primary link with external funding
agencies, while working with community members to

4 World Neighbors Field Guide

2.

mobilize local resources.

Co-ManagementAslocal program staff and villagers work
together on projects that respond to the expressed needs of the
communities, such as water systems or communal grain banks,
other more intangible accomplishments are also taking place.
Village participants are pooling their resources, discussing their
shared problems, and strengthening the abilities of local leadersto
mobilize the community to undertake development activities. At
the same time, WN local staff members are devel oping their own
skills, their understanding of local concerns and resources, and
thelir relationship with community members. As the program
supported by World Neighbors-West Africa becomes stronger, it
begins to take on its own identity. Program staff may decide to
move towards forming their

11. Co-Management

own local NGO, and they
begin to build more direct

External relationships with external
2/1 Resources donors. Also at this stage,

: t villages may officially form
et itens, athougr ey re.
,h tl
’*V_I%\f”/\ still largely dependent on the
; Locrillm — ‘ intermediary NGO for
rog funding and management of
the development initiatives.

WN-West
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3. Accompaniment:Therole of local program staff gradually
shifts from an operational one to a more supportive one, helping
the Village Devel opment Committees strengthen their capacity to
implement and eval uate development efforts, access financial
resources and eventually take over responsibility for al facets of
the process at the village level. Neighboring villages may join
together to form an Intervillage Association to
address larger issues and to strengthen the

communities’ ability to further their common 1. Accompaniment External
interests. This Intervillage Association also / Resources

begins to form direct relationships with WN-West
external partners, including donors and local Africa
government agencies. Program staff are also Intervillage Assouaﬂon

structures. Depending on the context, local
staff may transform themselves into an au-
tonomous, local NGO, working in partnership
with World Neighbors-West Africa.

taking on more responsibility for accessing
their funding and for administering the larger o
development program, while working with the &
communities on forming strong organizational .
\

4. Partnership At this stage, the gradual shift of responsibility at
both the community and program levelsis largely completed. The
Intervillage A ssociation takes over implementation, management
and evaluation of the community’s development activities. Asthe
support needs of the active villages diminish, the newly formed
local NGO will begin to organize other villages. The relationship
between WN and the local NGO has evolved into a partnership.
Likewise, the NGO and
the Intervillage Associa-

tion may work together to IV. Partnership External
strengthen the capacity of Resources

newly formed local WN-West

organizations. World Africa 7\
Neighbors may continue / Intervillage
to provide technical Association

support to the NGO, but it /Y

isthe NGO that initiates o & — oo
thisexchange. Similarly, o o
the local NGO will

continue to work with the oo
Intervillage Association m

at their request.

From the Roots Up 5
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The ALG has also learned that, while applying capacity assessment
methods is a fundamental component of an effective devel opment
strategy, these tools are not sufficient in and of themselves to
strengthen capacity. Organizational capacity isacomplex and context
specific phenomenon. Due to these complexities, enhancing organiza-
tional capacity takestime to achieve and requires a coherent, long-term
strategy that goes far beyond tools.

Overview: Looking at the Big Picture

1.

An increase in the number of local NGOs and CBOs, along with widespread decentralization, has
resulted in a shift towards local organizations taking on more responsibility for development programs.
However, this shift has not always resulted in improvements in program performance, partly due to a
lack of local organizational capacity.

The emerging trend in impact assessment and evaluation is to include management and capacity issues,
recognizing that project assessment cannot be divorced from organizational assessment.

Capacity assessment is currently being approached from two perspectives. One is primarily externally
driven and is used for making funding decisions, and the other is more internally driven and is based on
the principle that ongoing self-assessment is integral to being a healthy organization.

This self-assessment process is designed to be used within a broader approach of sustainable
development aimed towards increasing the level of self-reliance and effectiveness of local
organizations.

Capacity assessment tools are not in and of themselves sufficient to strengthen organizational capacity.
Strengthening capacity takes time to achieve and requires a coherent, long-term strategy that goes
far beyond tools.

6 World Neighbors Field Guide
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2.1 THE STORY OF STONE Soup

A traveler was walking down the road when he came upon alively
market. He had walked for many hours that day and was quite hungry,
so he asked one of the villagers at the market for help finding some-
thing to eat. The man replied that he himself did not have enough to
feed his own family and was unable to help the stranger. After several
others responded in the same manner, the traveler almost gave up
hope. But then he spotted a smooth, round stone alittle bit larger than
aripe mango, and suddenly had an idea. The traveler picked up the
rock and announced to the men and women at the market that he
possessed a magic cooking stone.

A small crowd surrounded the stranger, waiting to hear more. Once
the traveler won the attention of the villagers, he explained that with
this magic stone, he could make enough soup to feed the entire village.
He only needed someone to loan him a pot and some water, and he
would demonstrate.

Immediately one of the women who lived nearby offered to bring
everyone to her home in order to see this miracle for themselves. The
crowd followed the woman and the traveler to the house, where a pot
of water was aready bubbling on the fire in preparation for dinner.
The traveler ceremoniously placed the stone in the water and smiled
confidently at the skeptical group.

“You know,” said the traveler, “ Stone Soup is very good all by itself,
but if you really want to make it right, you should add a few carrots to
the pot. It'stoo bad that we don’t have any carrots.”

A man in the crowd stepped forward with a bunch of carrots that he
had bought at the market and added them to the pot. A woman then
suggested that if carrots would make the soup better, surely an onion
or two could not hurt. She generously donated a couple of onions
from her basket to be chopped and added to the meal.

Each time something was added, another person from the group would
contribute a new ingredient until the pot was full of sweet vegetables,
chicken and spices. When the soup was cooked, al the villagers ate
heartily, exclaiming that the traveler did indeed possess aremarkable
stone.

In This Chapter

2.1 The Story of Stone Soup

2.2 Think of This Guide as a Stone
2.3 Who Should Use This Guide?
2.4 How To Use This Guide

2.5 How To NOT Use This Guide

From the Roots Up 7
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2.2 THINK oF THiIS GUIDE AS A STONE

Just as the traveler used a simple stone to help avillage create awon-
derful meal, this guide should be used as a catalyst for collective
innovation and action. The facilitator brings this*“stone” to the work-
shop, aswell as his or her experience, but it is the participants who
supply the vegetables and spicesin the form of new ideas and insights
into how to adapt these methods to the local context and needs.

This guide, therefore, is not designed to be followed step by step like a
recipe, but rather should be used to stimulate the creation of methods
and exercises that address each specific situation. Our aimisto give
the reader an understanding of the underlying concepts and building
blocks of capacity building and participatory action learning so that he
or she can adapt the exercises and methods presented, or invent new
ones.

2.3 WHo SHouLb Use THis GUIDE?

This guide has been written specifically for local intermediary organi-
zations* working with community-based partners to address problems
related to hunger, poverty, environmental degradation, illiteracy and
poor health. However, the methods and exercises presented have been
successfully adapted to fit many different contexts in both developing
and industrialized countries. Throughout the guide you will find tips
on how to adapt and create exercises and methods to fit the specific
needs of the organization with which you are working.

The intended readers (or the “ Y ou”) of this guide are facilitators

hel ping organization members conduct their own self-assessments.
But again, we hope that the information presented will be useful to a
wider audience, including World Neighbors field staff and program
partners, our peer agencies, intermediary organizations, local govern-
ment agencies and other development practitioners. This guide may
also be helpful to program managers, donor organizations and policy
makers by offering a conceptual framework in which to assess their
capacity building efforts.

Participants in a guided self-assessment could be staff, volunteers,
board members, members of community groups or networks, or any
other group of people who have come together to pursue a common
goal. The process and exercises will always need to be designed and
adapted depending on who is participating in the self-assessment.

*Please see pg. 182, Appendix 1 for a definition of intermediary organization.
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2.4 How To Use THis GuIDE

At the beginning of each chapter is a quick reference guide showing
the chapter’s contents. At the end of every chapter isan overview
highlighting the main ideas presented. Some readers may want to read
through the entire guide and then use these reference tools to quickly
go back to sections they would like to review. Other users may decide
to read only those sections that seem relevant to their work. We hope
the format of the guide accomodates both styles of use.

Chapter Three provides an overview of the main concepts of organi-
zational self-assessment, including organizational development,
capacity areas and locally generated indicators. This chapter also
discusses how guided self-assessment works, what it can address and
the relationship between capacity and the transference of responsibili-
ties.

Chapter Four presentsideas for preparing exercises, including a*“tool
kit” and process for creating participatory exercises, ways to adapt
exercises to specific contexts and needs, and how to use the prepara-
tion process to strengthen faciliators' abilities and understanding.

Chapter Five gives an overview of planning a guided self-assessment
workshop, particularly selecting and sequencing exerices. A group
process for setting the workshop agendais presented, as well as ex-
ample schedules.

Chapter Six specifically addresses conducting fieldwork, including
logistics, choosing participants, setting the agenda, and adapting
exercises to the community level.

Working with facilitatorsis covered in Chapter Seven. Topicsin-
clude team selection, training and capacity building and giving (and
receiving) constructive feedback.

Chapter Eight addresses analysis and documentation issues, including
ways to synthesize and analyze information as a group, how to accu-
rately and completely capture exercise results and discussions, tips for
organizing data, and a process for writing areport collectively.

In Chapter Nineisareferencelist of the exercisesincluded in this
guide. Thisallowsreadersto quickly get an overview of the exercises
and their possible applications in order to find those that can be used
or adapted to meet their specific needs. The exercises which follow
are not presented sequentially, but rather by theme. While some users
may decide to apply the exercises in the order in which they are pre-

From the Roots Up 9
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sented, that is by no means the only way to organize a self-assessment
workshop. [NOTE: See 5.5 Sdlecting & Sequencing Exercises (pg.
36) for more on this subject.]

At the end of this guide are severa Appendices, including a Glossary
of Key Concepts and alist of Recommended Resources. Listed are
many excellent publications about participatory methods, effective
facilitation and capacity building from which we have drawn and to
which we refer readers seeking more information.

2.5 How To NOT UsEe THis GuIDE

Thisguideis published in aformat that is easily photocopied in the
hopes that, as you change and create the methods presented here, you
will construct your own guide. Each time that you conduct an organi-
zational self-assessment, you will invent new exercises, devise better

Send your ideas to: systems and develop stronger facilitation skills. It isimportant to take
Communications Associate thetime to document these experiences so that your guide can grow
World Neighbors and “learn” asyou do. Rather than following the procedures outlined
4127 NW 122nd Street in this book, we encourage you to take this information and make it
Oklahoma City, OK your own.
73120-8869 USA
fax: (405) 752-9393 We hope that you will share your innovative ideas with us aswell.

email: actionlearning@wn.org  Please send us your new or adapted exercises, more effective meth-
ods, or lessons learned. If we include your submission in an up-
dated version of thisguide (with due credit going to you), we will
send you a complimentary copy of the new guide. Make sureto
include your name, organization, mailing address and email (if avail-
able) when sending in contributions.

Overview: Using This Guide

1. This guide should be used to stimulate the creation of methods and exercises that address each
situation. Eventually you will create your own guide based on your experience.

2. This guide has been written specifically for local intermediary organizations working with community
partners addressing problems related to hunger, poverty, environmental degradation, illiteracy and poor
health. However, the methods and exercises presented can be adapted to fit many different situations.

3. Each time that you conduct an organizational self-assessment, you will invent new exercises, devise
better systems and develop stronger facilitation skills. It is important to take the time to document
these experiences so that your guide can grow and “learn” as you do.

4. We encourage you to share your ideas and innovations with us. If we include your contributions in an
updated version of this guide, we will send you a complimentary copy.

10 Wworld Neighbors Field Guide
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3.1 WHAT Is GUIDED SELF-ASSESSMENT?

The self-assessment process presented in thisfield guide is designed to
help organizations recognize their own potential and decide for them-
selves how to best address the challenges they face. This process
provides organizations with the tools and perspectives necessary to
regularly reflect on their performance, and to improve and adapt their
plans and activities according to their purpose, context and resources.

A critical component of community and local organizational capacity
building isto place aflexible and practical self-assessment method in
the hands of community and organization members. This enables
participants to identify the priority capacity areasto be strengthened in
order to improve the effectiveness and sustainability of their program
activities. For each of these capacities, participants formulate their
own indicators to be used to evaluate the organization’ s current capac-
ity and to monitor progress over time.

3.2 WHy Do GuIDED SELF-ASSESSMENT?

As more organizations and donors realize that the effectiveness and
sustainability of their development efforts are linked to strong
organizational capacity, organizational assessment isincreasingly
being included as a part of monitoring and evaluation. They are
finding that evaluation of projects cannot be divorced from the
assessment of the organizations that plan, implement, support or fund
them. Thisisleading away from evaluations that focus exclusively on
what organizations do, and toward more holistic assessments that take
into account other organizational issues such asidentity, relationships
with others, and decision-making.

Stakeholders may be involved, to varying degrees, in the planning,
implementation, analysis and communication stages of an
organizational assessment, depending on the objectives and methods
used. Participatory approaches to organizational assessment, such as
the those presented in this guide, are emerging partially in response to
the critique of Southern NGOs that northern systems for assessment
are too culturally biased, too rigid, and too quantitative. In addition,
Southern NGOs express a desire to have the values of participation
they promote in their program work be reflected in the way assessment
is carried out. Guided self-assessment offers several other important
advantages over assessment approaches that rely more heavily on
outside evaluators or predetermined methods.

In This Chapter

3.1 What Is Guided Self-
Assessment?

3.2 Why Do Guided Self-
Assessment?

3.3 Understanding Organizational
Development

3.4 What Are Capacity Areas?
3.5 Locally Generated Indicators

3.6 How Guided Self-Assessment
Works

3.7 What Happens When You Reach
Stage Five?

3.8 What Can A Guided Self-
Assessment Address?

3.9 Organizational Capacity
Building & Transfer of
Responsibility

From the Roots Up 11
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Guided self-assessment is based on the principle that ongoing self-
assessment and learning isintegral to being a healthy organisation.
The process can strengthen participants analytical skills and
contribute to creating a culture of learning within the organization. In
order to bring lasting change, an organizational assessment cannot be a
one-time activity, but must build the foundation for ongoing reflection,
learning and growth. When organization members are actively
involved (and not just consulted) in all stages of the assessment, they
will be able to continue to learn and improve with little or no outside
support. While the results and insights that emerge from an assessment
are important, the true value of guided self-assessment is its potential
to foster more systematic and ongoing organizational reflection and
development.

The results from a guided self-assessment emerge from the partici-
pants own analytical processes. It isthereforelesslikely that the
implications and recommendations will be dismissed asirrelevant or
unrealistic. While reports prepared by outside evaluators may sit
unopened on shelves, organization members are less likely to ignore
findings that they themselves generated and articulated. A key chal-
lenge, however, is moving from these findings to taking actions to
improve effectiveness and viability. This movement from learning
towards action depends greatly on the organization’s leaders and their
ability to foster a strong commitment to change.

Thisis not to say that other organizational evaluation approaches are
not useful or effective. What isimportant is that the methods used are
appropriate to the overall objectives of the assessment. Guided self-
assessment is an effective approach when the objectives are to promote
organizational reflection and learning, and when the motivation for
improvement and change comes from the organization members
themselves.

3.3 UNDERSTANDING ORGANIZATIONAL DEVELOPMENT

When seeking to measure organizational capacity, it iscritical to
remember that all organizations go through various stages of develop-
ment. No organization comesinto existence fully mature with all its
capacities strong. On the other hand, not all organizations consistently
move forward in their development. Some get “ stuck” in one stage, or
may even regress depending on internal and external factors (i.e., the
departure of akey leader or the discontinuation of funding).

The guided self-assessment process seeks to help organization mem-
bersidentify at what developmental stage they are currently and what
actions they can take to evolve, improve performance and become
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more viable. This concept of evolutionary development can take the
negative judgement out of assessment. For example, an organization
isnot “poor” at raising funds and “good” at mobilizing volunteers, but
rather has a more fully developed capacity, at this stage in its devel op-
ment, to mobilize people than to raise financial resources.

World Neighbors has found using the analogy of atree to be an effec-
tive way to help participants identify these stages. A tree, when it first
emerges from the ground, is particularly vulnerable and requires
nurturing and protection to survive. Asatree matures, its roots grow
deeper and it becomes more capable of fending for itself. The more
mature the tree becomes, the more fruit it can bear. Likewise, an
organization gradually grows into a viable and self-sustaining entity
that becomes less vulnerable to threats, |ess dependent on outside
support and more effective in its performance. [NOTE: Seethe A
Common Under standing of Organizational Development exercise (pg.
97) for how to present these concepts to workshop participants.]

Five Stages of Organizational Development

Stage 2 Emerging

Stage 3 Growing

G,
o "::i-l':.:l.“f'l II;J'-'\I.-__l -
g ol .___--"

{::‘- Hq\ lIIL"I - .-:‘.!_.": 1-“\"
I |

Stage 1 Embryonic

......

At the Embryonicstage, the

tree is a vulnerable seed
trying to penetrate the soil.
At this stage, an organization
is just beginning to form and
to define itself.

At the Emergingstage, the tree
has broken through the soil to
benefit from the sunlight.
However, it is still vulnerable,
and its roots are not deep.

Stage 4 Well A,
Developed i FadF . Stage 5 Mature
& 4 % PR -]
When_a tree (_or_an ;5_ & ) :_. T = J £ A Mature tree (or organi-
organization)isinthe %~ " o g M BT 2l zation) is able to continu-
L el o Ko T ' i . . .y

Well Developet_js_tage, o . A pat oy, T ally bear large quantities of
its roots (capacities) I\ [} = fruits (or results). Due to
are strong and deep, | 1 its capacity building
er_Jlt (results) starts W nTa _"T__' = 2 efforts, an organization at
being produced, and it R A j;rrf _”‘:'_ this stage has become a
can withstand all but 4 | - a3 4 viable and permanent local
the most extreme , institution.
threats.

At the Growingstage, the tree is
becoming stronger and develops
deeper roots. An organization at this
stage can protect itself from many
threats, although it is still vulnerable
to significant negative forces.
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3.4 WHAT ARe CapPACITY AREAS?

Capacity areas tend to address WHO the organizationis (i.e., its

purpose, values and approach that give it adistinct identity), WHAT
the organization does (i.e., its choice of activities, level of efficiency,
etc.), HOW it operates (i.e., management issues, resource mobilization,
etc.) and with WHOM (it relates (i.e., program participants, donors,
etc.). These capacity areas affect the performance and viability of local

organizations.

Examples of Capacity Areas

LEcITIMACY &
RecoGNITION

IDENTITY &
ViISION

SYSTEMS &
PROCEDURES

PERFORMANCE &
REsuLTs

Official/Legal
Recognition

Shared Hopes &
Commitment

Communication
Systems

Able to Identify &
Prioritize Problems

GOVERNANCE &

Clarity of Vision,
Purpose & Direction

Organizational
Learning

Acquire & Adapt
New Practices

Staff & Volunteer
Evaluation/ Incentives

Implementation of
Program Activities

LEADERSHIP
Shared Values &
Broad-based Philosophy
Leadership
Systems of RESOURCE

Accountability

MoBILIZATION

RELATIONSHIPS

Planning, Monitoring
& Evaluation

Representative
Decision Making

Systems for
Generating Revenue

Mediation & Conflict
Resolution

Mobilizing Human
Capital

Intra-organizational
Collaboration

ADVOCACY

Linkages with
External Agencies

Locally Appropriate
Application of Policy

Obtaining External
Funding

Negotiation for
Services & Resources

Advocating & Lobbying
for Local Interests
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3.5 LocaLLy GENERATED INDICATORS

Indicators are used to measure capacity and to track progress. Partici-
pants generate capacity indicators by imagining what their organiza-
tion or community group would be like at each of the five stages of
organizationa development. For example, an organization with an
Embryonic capacity to collaborate with other groups may only recog-
nize the need, but be unable to initiate partnerships. At the Emerging
stage, the organization would be able to identify potential partners, and
so on. Inthisway organizations are able to diagnose their current
developmental stage and measure the progress made over time.

A critical principle underlying the methods presented in this guideis
that participants generate their own capacity indicators. Field tests of
these exercises have generated awealth of sample indicators, pre-
sented here to serve only as examples. It should be emphasized that it
isthe process of generating locally appropriate indicators of organiza-

tional capacity that isimportant, and not the indicators themselves.

Examples of Indicators

CAPACITIES
Self-Financing Collaboration Program Evaluation IS
STAGES d Organizing
: annual informal iitiati
. initiative comes
Embryonic raises less than recognizes need to evaluation meetings i
20% of core costs . S from outside
collaborate with communities
identifies potential lans include some L
partners plans Includ takes initiative to
Emerging raises 20-30% of __ specific indicators call meetings
core costs Initiates contact to measure results
with potential
partners i
raises 30-50% of program evaluations | ['some responsibility
Growing core costs collaborates with use participatory for running
several groups methods meetings

staff spend at least

Well Developed

raises 50-90% of
core costs

receives significant
support from
partners

10% of time on
evaluation

| all program plans

Mature

full responsibility
for calling & running
meetings

include impact

indicators

raises more than
90% of core costs

benefits from all
forms of support
from partners

evaluations include
nonparticipants &
wider community

use of specific,
measurable
indicators

diverse interest
groups are involved

written record of
meeting discussions
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Organizational
Self-Assessment

Diagnosing weak &
strong capacities

Envisioning “Mature”
Stages for Capacities

Identifying context
specific Indicators

Developing short &
long-term Objectives

Formulating
Action Plans
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3.6 How GuIDED SELF-ASSESSMENT WORKS

The tools and methods presented in this guide help participants
strengthen their organizational capacity by:

» Diagnosing and prioritizing the organization’ s strengths and
weaknesses

» Developing locally appropriate indicators for continuing to
measure these capacities

* ldentifying concrete actions that will help the organization to
mature

An important component of this processis that the participants them-
selves generate and analyze the information. For example, an organi-
zation might decide that its system of financial mobilization and
accountability needs to be strengthened. On the other hand, partici-
pants may conclude that their organization already has a strong and
clear vision. What isimportant in the processisthat local organiza-
tions define their own list of important “ capacity areas’ to be
strengthened and the indicators for measuring them.

Once organization membersidentify their priority capacity areas, they
need to envision what a strong or “Mature” level would look like for
each capacity asit relates to their purpose and performance. With this
ideal in mind, participants then identify the different evolutionary
stages that their organization must go through to achieve this objec-
tive.

Taking the capacity mobilizing financial resources as an example,
organization members might decide that a Mature organization would
raise and manage 100% of its core administrative and operating budget
from diverse local funding sources. An Embryonic group, on the other
hand, would rely on external donors for most of its financial needs. In
between these two extremes, participants would identify the character-
istics of an organization that is Emerging (i.e., raising 25% of its core
budget), Growing (i.e., raising 50% of its core budget and handling
most of the accounting duties) and Well Developed (i.e., raising 75%
of its core budget with full responsibility for financial planning and
management).

Once these stages are outlined, participants identify indicators for
measuring these capacity areas, so that they can continue to assess
their organization and develop their short and long-term capacity
strengthening objectives for the future.
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Participants then need to devise strategies and plan activities to
achieve these capacity building objectives. This entailsidentifying
what combination of system, structure, and environmental factors limit
performance and how these can be overcome. It also requires support-
ing organization members to select the right mix of tools, methods and
strategies for bringing about the required changes. These will vary
according to the capacitiesidentified.

Continuing with the previous example, an organization that wanted to
increase its capacity to raise and manage local funds could decideto
ask the support organization to provide a special grant for setting up
more effective fund development activities. Or, participants may
decide to begin charging anominal fee to all NGOs that participate in
anetwork that the organization sponsors. The key is helping organiza-
tional members have a clear understanding of their short and long-
term objectives, what they need to do to achieve them and how they
are going to measure their progress along the way. Capacity goals
should seek both to improve performance or impact, and to enhance
the organization’ sviability.

3.7 WHAT HaPPENS WHEN You ReacH Stace Five?

Overtime, the organization will ideally reach the Mature level for some
of the capacitiesthat it is working to strengthen. For example, an
organization may eventually increase its self-financing capacity until it
meets its ultimate goal of raising more than 90% of its core funding.
When this happens, the organization members can choose between two
strategies for continued growth and development. They may decide to
direct their efforts away from the more mature capacities and focus
their energy on improving the weaker capacity areas. If organization
members score afive on the indicators they have set for self-financing,
for example, they may stop their efforts to strengthen this capacity and
focus on weaker areas.

A second option isto “raise the bar” by reformulating the indicators. In
the above example, the organization could make the indicators for self-
financing more challenging by adding that a certain amount of funding
should come from local sources. If the organization members refor-
mulate indicators, their organization’s score on the capacity would
initially drop because new and higher standards would be set. A drop
in score would not indicate a diminished ability to raise funds, but
rather provide room for continued improvement. This needsto be kept
inmind if comparisons over time are being made. In practice, with an
ever changing environment, organizations must be constantly learning
and adapting to remain viable, including re-examining their capacity

building efforts and the indicators used to measure progress.
From the Roots Up 17



GUIDED SELF-ASSESSMENT

3.8 WHAT CaN A GUIDED SELF-ASSESSMENT ADDRESS?

A guided organizational self-assessment can cover avariety of themes
at both the organizational level and at the program or community level.
These themes fall into four broad categories: To Do, To Be, To Relate
and To Manage. Understanding these themes can help facilitators and
organization members identify the focus of the self-assessment.

Organizational Self-Assessment Themes

To Do To Do
o= . To Relate
U@ EE (Organization Levell) (Community Level) To Manage
Dol T Constituencies
L elivery o Human Resource Community Groups
PUI"pOSE/MISSIOn Services & Benefits Effects & Impacts Management ( Yy p )
- - Local & Regional
Identity Needs Assessment Effectiveness Financial Government
& Planning i Management
Partners & Peer
Autonom Implementation L - Organizations
I — Y - Participation Organizational 9
Legitimacy & Choice of Activities Learning & Change || Donors & Funding
Recognition ] . Sources
Sustainability of Leadership &
Relevance of Activities Decision-Makin i
Approach & Values Activities g Networkln_g & Influ-
i - encing
Sustainability & Strategies & Relevance of Circulation of Infor-
us o Activities mation
Viability Efficiency . ﬁgggiﬁa’o&n
. Gender & Equity Mobilization of -
Monitoring & R Technical/Support
. esources .
Evaluation Services

3.9 OrcaNIZATIONAL CAPACITY BUILDING & THE
TRANSFER OF RESPONSIBILITY

Building capacity of local organizationsis not enough to ensure a self-
sustaining development process. If the supporting intermediary orga-
nization strengthens the capacity of the local organization or commu-
nity group, but does not progressively hand over responsibility for
program activities commensurately, the capacity will go unused and
may belost. On the other hand, if the supporting organization hands
over responsibilities too quickly and without ensuring that its local
partner has devel oped the underlying necessary capacities, thereisa
great risk of failure.

For the capacity building process to become effective and self-sustain-
ing, therefore, there must be an appropriate dynamic and progressive
equilibrium between the degree of responsibility and the
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organization’s capacity. The organizationa self-assessment process
can help ensure that this occurs.

The shaded boxes within the diagram represent the increasing level of
responsibility held by alocal organization asit buildsits capacity. At
the beginning, communities or embryonic organizations are Respon-
sive and focused on technical training and activities. Most of the
resources and program implementation are managed by externa staff
who consult community members about decisions. Progressively, an
organization will Share Responsibility for program implementation
asit developsits organizational capacities and strengthensits leader-
ship structure. Asthelocal organization continues to mature, it will
take over | mplementation, or the management of the day to day
operations of the program. With growing responsibility, the organiza-
tion focuses on Self-Financing and long-term planning to continue to
become more sustainable and autonomous. Once the local organiza-
tion has achieved I ndependence, it continues to build links with other
agencies in an ongoing effort to improve performance and viability.

Nature of

Relationship Embryonic Emerging Growing Well Developed

Organizational Development Stages

Mature

Consultative/

Partnership Independence

Increasing

Supportive Relationships Focused

Self-Financing
Accompaniment Viability/Autonomy
Increasing Autonomy Focused

Program

Implementation
Co-Management Management Focused

Organizational Support Shared

Responsibility

Process Focused

Initiation . EQSP:)/rjASiv_e _
Appraisal/Planning echnical/Activity
Focused
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Overview: Key Principles & Best Practice For Strengthening Organizational Capad

1. Guided organizational self-assessment is designed to help organizations recognize their own potential
and decide for themselves how to best address the challenges they face.

2. Assessing the process dimensions of a development program is important for improving the self-
reliance of local organizations and for strengthening a community's capacity to take collective action.

3. Guided self-assessment helps to create a culture of learning within an organization and provides
recommendations for change that are generated and articulated by the participants themselves.

4. All organizations go through a series of developmental stages, which can be illustrated using the
analogy of a tree.

5. Capacity areas tend to address who the organization is, what the organization does, how it operates and
with whom it relates.

6. A critical component of participatory self-assessment is that local organizations define their own list
of important capacity areas to be strengthened and the indicators for measuring them.

7. Inorder to smoothly transfer the responsibility from an external agency to local organizations, there
must first be mechanisms in place by which leaders and community members diagnose and address their
organizational strengths and weaknesses in undertaking collective action.

8. Once organizations reach their capacity goals, they can choose to focus on strengthening other capac-
ity areas or to reformulate indicators.

9. For the capacity building process to become effective and self-sustaining, there must be an
appropriate dynamic and progressive equilibrium between the degree of responsibility and the
organization’s capacity.
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PREPARING EXERCISES

4.1 THE IMPORTANCE OF CREATING & ADAPTING EXERCISES

It isimportant to stress again that every self-assessment process needs
to be designed in away that addresses the specific needs of the organi-
zation or community group. Therefore, facilitators not only need to be
able to conduct participatory activities, they must also have the ability
to adapt and create exercises to fit the context in which they are work-

ing.

In this chapter we present some key principles and processes that can
help facilitators invent new exercises and change the ones presented in
this guide.

4.2 TooL KiIT FOR PARTICIPATORY EXERCISES

Participatory exercisesrely on adiverse set of tools used to elicit,
organize, visualize, verify, analyze and interpret information. These
toolsinclude:

* Listing & Brainstorming

» Key Words

* Grouping & Categorizing
e Scoring

* Ranking

*  Weighting

» Matrices

* Diagrams

e Maps

» Caendars

* Timelines

* Graphs & Charts

* Direct Observation & Gathering Quantifiable Data
e Mini-Surveys

* Anaogies & Metaphors

» Dialogue & Semi-Structured Interview

What follows is a brief description of each tool, its purpose and uses,
and examples of how it can be applied.

In This Chapter

4.2

4.3

4.4

4.5

4.6

4.1 The Importance of Creating

& Adapting Exercises

Tool Kit for Participatory
Exercises

Combining Tools To Form
Exercises

The Building Blocks of
Participatory Exercises

Designing New Exercises:
Group Process

Adapting & Mastering
Exercises: Group Process
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Listing &

BrainstormingThistool is often used at the begin-

ning of an exerciseto systematically elicit information through a group

Characteristics of a
Viable Organization

Effective Strong
Leadership Management
Broad-based Effective Staff
Leadership Training

Accurate Record
Keeping

Capacity to Write
Funding Proposals

High Level of
Participation

Good Financial
Management

Clear Goals &
Objectives

Good Information
Systems

discussion around afundamental question (i.e., What are
the characteristics of aviable organization?). Listing &
Brainstorming can generate criteria, activities, capacities,
lists of people or any other information accessible from
the collective experience and knowledge of the group.

Often the group’ s list will be completed or comple-
mented by one prepared ahead of time by the facilitators.
It isimportant to stress that these checklists should be
used as a secondary source of ideas, after the group has
had an opportunity to pull from its own knowledge base.
In addition, only those items from the checklist that are
accepted by the participants should be added to alist.
Those that are accepted should be written on different
colored cards or in adifferent color marker to distinguish
them from the participants’ ideas.

Many exercisesin thisguide use Listing & Brainstorm-
ing, including: Relationships Assessment (pg. 142),
History of Support (pg. 118) and Activities Onion ( pg.
120).

What Is Our Organizational Purpose
(Ke;« Words from Individuals)

Key Words:Thistool is used to elicit
participants’ understandings of key concepts
or ideas. Rather than asking group members

N

Healthy Children &
Mothers

Livelihood
Empowerment
Building Partnerships

to formulate complete definitions, generating
Key Words allows participants to capture the
essence of their perceptions, which can then
be synthesized to form a group definition.

Key Words can also show patterns in under-

Women’'s Empowerment
Economic Development
Healthy Families

Food Security

Strong Community

standing by analyzing repeated words or
ideas, and can be used to symbolize more
complex concepts that would be too cumber-
someto use in their entirety during exercises.

Income Generation
Helping Women

Health

Food Security
Community Empowerment

Exercisesin this guide that use Key Words
include: A Common Under standing of Capac-
ity Building (pg. 95), A Common Under stand-
ing of Organizational Development (pg. 97)

and Purpose Mapping (pg. 106).
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Grouping & CategorizingThistool alows participants to sort
information into broader categories. This can be used for grouping

similar ideas, identifying patterns
within data, organizing families of
information based on useful catego-
ries(i.e., Internal Issuesvs. Externd
Issues or Getting Better, Staying the
Same, Getting Worse), or as an
initial step of Ranking. Grouping &
Categorizing is particularly useful
for dealing with large amounts of
information by reducing a number
of distinct el ements down to more
manageabl e categories.

Exercisesin this guide that use
Grouping & Categorizing include:
Strengths & Weaknesses (pg. 110)
and Trend Analysis: Women’ s Well-
Being (pg. 160).

Scoring: Scoring entails

BETTER than Before

Women's Income
Levels

Trends: Women’s Well Being

The SAME as Before| WORSE than Before

Girls Attending
School

Time Spent Doing Agricultural
Domestic Work Production
Reproductive Household
Health Expenses

Infant & Child
Health

Women's Mobility
& Participation

Quality of Female
Leadership

Overall Status of
Women

evaluating capacitiesusing a
predetermined scale. Scoring
isuseful for identifying

Viability Assessment

strengths and weaknesses,
making comparisons between
past and current situations, and
identifying trends by averaging
scores. Scoring can be under-
taken by a group, or can be

done individually to capture
each participant’ s assessment
of the situation.

It isimportant to understand
that scores are not meant to be

statistically significant, but
rather illustrate participants
perceptions and to identify
major trends and differences
(i.e., highsand lows).

Characteristics of a . . participant 3 | A
Viable Organization Participant 1 | Participant 2 articipan verage
Effective 3 3 4 3.3
Leadership
Capacity to Raise 2 3 2 2.3
Funds
High Level of
Participation 3 3 3 3
Good
Documentation 3 3 2 2.7
Strong Staff 3 3 4 3.3
Training Program

Scale: 1 = Embryonic, 2 = Emerging, 3 = Growing, 4 = Well Developed, 5 = Mature

Many exercisesin this guide use Scoring, including: Leadership Assess-

ment (pg. 134) and Activities Performance Assessment (pg. 122).
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Women’s Priority Needs
(In order of Importance)

#1 Access to clean #4 Livestock

water production
training
#2 Loans for

starting small #5 LdOW cost
businesses medicines

#3 A;ccess _to RH/ #6 Literacy
FP Services training

Ranking : Ranking hel ps participants compare elements
or information on the basis of strength, importance or other
criteria defined by the group. By assigning each element a
value in relationship to the others, the participants can
prioritize and identify the relative strength or value of each.

Exercisesin this guide that use Ranking include: Well-Being
Ranking (pg. 114) and Viability Assessment (pg. 150).

Weighting: Weighting is atool that shows the distribu-
tion of significance, importance, participation or responsi-
bility among elements. Participants are given acertain
number of small stones or beans that they can distribute
among different elements in whatever way they seefit. For
example, in order to measure the degrees of responsibility
held by different actorsin aliteracy program, participants
can distribute ten beans among the actors based on their

level of involvement with each activity. Weighting can also be used to
prioritize, giving participants more freedom than Ranking.

Exercisesin this guide that use Weighting include: Transfer of
Responsibilities (pg. 156) and Prioritizing Capacity Areas (pg. 170).

Transfer of Tasks & Responsibilities
PAST (1995) PRESENT (1999) FUTURE (2003)
Tasks Village Local Local | Village Local Local | Village Local Local
Group NGO Gov. Group NGO Gov. Group NGO Gov.
XXXXX XXXXX XXXXX
Fundraising XXXXX XXXXX XXXXX
1 Choosing XXXXX[  XXXX XXXXH XXXX | XXXXH XXX XX
Trainers X X
Scheduling XXXXX XXX | XXXXXH XXXXX|
Trainings XXXXX XX XXXXX
Follow-up XXXXX| XXXXX| XXXXX| XXXXX
XXXXX| XXXXX|
Organizing  I'yoxx|  xx XXXXN XX XXXXX
I Participants XXX XXX XXXXX
Designing XXXXX| XXXX XX XX | oxxx | xoookf  xx
Training Tools X XXX
‘{ Evaluation  pxxxx O] XXXXX YOO XXXXK XXX XX
Totals 13 44 13 16 43 11 38 26 6
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Matrices:A matrix is used to relate two sets of data together. It
also allows participants to categorize information into two groups
simultaneously. For example, a matrix can sort community groups
based on the level of support they have received and the degree to
which their organizational capacities have developed over time.

Exercisesin this
guide that use
Matrices include:
Decision-Making

High Level of
Self Reliance

Medium Level 0|
Self Reliance

Community Support/Self-Reliance Matrix

If Low Level of
Self Reliance

Analysis (pg. 132),

Men’s Group
(Village A)

Women's Group
(Village A)

. High Level of
Community Sup- Support
port/Self-Reliance
(pg.154) and Medium Level
Threats to Viability of Support
(pg. 158). Low Level of

Support

Men’s Group
(Village B)

\Women's Group

(Village B)

Diagrams: Thistool helps participants visualize information that
relates to systems or relationships among actors or structures. Dia-
grams can show how different elements interact or work together, the
direction of this exchange, and overlapping interests or commonalties.
Certain diagrams, such as flow charts, can aso illustrate cause and

effect relationships by

demonstrating a sequence
of events and the corre-
sponding impacts.

Information Flow Analysis

Board

Funders

Types of diagramsin-
clude: Venn Diagrams,
Organizational Diagrams,

™

Executive

/'

Flow Charts and Spider /I DL

Diagrams. /l l/ &I\
. N Management Fundraising

Exercisesincluded in this

guide that use Diagrams

include: Organizational Field Staff

Structure (pg. 130),
Information Flow Analysis
(pg. 138) and Pyramid of
Action (pg. 178).

AR

Village Groups
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Maps: A map presents a holistic picture of acommunity or an area
in order to examine spatial location and distribution. They can be

Social Map

Community
Gardens

School

Pharmacy

t‘ ]
Grain bank
N\ 2N

Chief's
house

Water well |

used to look at distribution of resources,
services, problems, participation or impact,
among others. Different types of maps
include Social Maps, which show house-
holds and infrastructure, Physical Maps,
which illustrate terrain and environmental
features, and Mobility Maps, which show
movement in relation to a fixed point such
asaclinic. Maps are often used to assess
factorsrelating to access to services.

Exercisesin this guide that use a map
include: Social Map (pg. 112).

Calendars: Caendars show cyclical
patterns by organizing informationin a
seasonal or chronological order within a
certain time period. By representing
information in a calendar, participants can

identify patterns that are related to time (such as seasons, days of the
week, etc.) Possible usesfor thistool include analyzing changesin
participation over time, or tracking men and women’s work schedules.

Seasonal Calendar

JUNE [JULY

AUG.‘SEPT, OCT.|NOV.|DEC.|JAN. | FEB. | MAR.| APR.| MAY

DRY SE.

\
DR P
.'Q =~

RN

9B

ASON RAINY SEASON DRY SEASON

JUNE |JULY

AUG.

SEPTJOCT.| NOV. [DEC.| JAN.

%”@FW

RICE/CORN

+
=

#pe | £

CASSAVA
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Timelines: Unlike calendars, which illustrate cyclical changes, a
timeline shows a sequence of activities, or progressive change. These
changes can then be sorted into positive, neutral or negative events,
depending on their impact on the organization or community.

Exercisesincluded in this guide that use Timelines include: Organiza-
tional Timeline (pg. 102), Timeline Analysis: Organizational Develop-
ment Stages (pg. 104) and Relationships with Community Groups (pg.
144).

EXERCISES

Organizational Timeline

1994 1995 1996 1997

Creation of the Joined regional

Organization

NGO network ||| Started working

1998 1999

Village #2

formed group Restructuring/

2 new positions

Village Group #1

staff member

Started working . in village #2 —

+ in village #1 Hired Health Village 721 Staff training on

- iilage fundraising

Gained Legal Promoter formed group

Status

— Hired 2 Program
program staff Evaluation
Major grant not
Conflict with renewed

- Replacement of 11| other local NGO > staff

members leave

changes name

Graphs Graphs offer avisual
way of representing numerical
information. Thistool translates
numbers into geometrical shapes
to illustrate relationships among
measurements. Graphs can be
used to compare information, or
to represent percentages or
degrees.

Types of graphsinclude bar
graphs and pie charts.

Viability Assessment

5

4

3

2

1

0
Effective Program Financial Monitoring & Documentation
Leadership Planning Management  Assessment

Average Scores given to Organizational Capacities: 1 = Embryonic, 5 = Mature
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Direct Observationin addition to the information provided
verbally by the participants, alarge amount of data can be collected
through observation and direct data collection. Examples of this
include walking through the village, attending community meetings,
observing body language, reviewing reports or records, and measuring
program results such as trees planted, crop yields or infant weight.
Thistool is also used to verify information collected through participa-
tory exercises.

Mini-Survey:Thisisasimpletool for collecting basic informa:
tion in a systematic manner. Mini-surveys allow usersto look at
percentages of the total and identify correlations among different
variables or elements. For example, a mini-survey could be used to
find out which households, out of al of the households in a commu-
nity, participate in a development project. It could then elicit which of
these households are headed by single women with children.

Information is generated by taking the complete list of community
members or households generated with a mapping tool, and then
systematically identifying which households meet certain criteria.

Mini-Survey
Adopted low grazing Used clinic in last All Children
system year Attend School

Household Al X

Household A2 X X X
Household A3 X X

Household B1 X

Household B2 X

Household B3 X X
Household B4 X X
Household C1 X

Household C2 X
Household D1 X X
Household D2 X

Household D3 X
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Analogy & Metaphor Thistool is
used to synthesize information and to
give it meaning through the use of an
analogy or metaphor. Analogies such as
atree can illustrate relationships among
data while providing an accessible way
for participants to quickly take in and
analyze the information. Analogy &
Metaphor are particularly useful when
trying to combine and present complex
concepts or findings.

Exercisesin this guide that use Analogy
& Metaphor include: A Common Under-
standing of Organizational Devel opment
(pg. 97), A Common Under standing of
Self-Assessment (pg. 98) and Problem
Tree Analysis (pg. 128).

Dialogue & Semi-Structured
Interview: Semi-Structured Inter-
view (SSl) isthe principle tool that is
included in almost every exercise. Any-
one can ask questions, but the manner of
doing so can considerably affect the
quality of the responses. The mgjor

PREPARING EXERCISES

Problem Tree

h

Unemployment /y

Shortages of

Raw Materials

Poverty

\(

/

Low Crop
Productivity

% Malnutrition

Decline in Soil
Fertility

b

=) >§ —
//

) ) Deforestation
Soil Erosion

T

)|

themesto be addressed in the SSI are prepared in advance. However,
the facilitator must construct the actual questions as the interview
proceeds, and in light of the exercise results. In thisway, the interview
issimilar to agroup discussion, or an informal conversation. Facilita-
tors must practice agreat deal in order to develop the art of SSI.
Often, answers to one question will spark new questions that can
deepen participants’ understanding of the issue being addressed. Key
words to use to ensure open-ended questions include: Who?, What?,
Why?, When?, How? and Where? Facilitators should avoid closed
guestions that can be answered with only yes or no. It isaso impor-
tant to avoid leading questions that signal to participants the

facilitator’ s expected answer.

Almost all of the exercisesin thisfield guide include SSI Questions,
including Purpose-Problems-1mpact-Objectives-Activities (pg. 124),
Management Efficiency Assessment (pg. 136) and Trend Analysis:

Renewable Natural Resources (pg. 162).
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Building Blocks of
Participatory Exercises

Relevance

Objectives

Participants

Tools

Steps

Checklists

Preparation

SSI1 Questions

Tips
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4.3 ComBINING TooLs To ForRM EXERCISES

Often you will want to combine different tools in order to €elicit,
organize, present and analyze information. For example, an exercise
may first ask participants to BRAINSTORM all the characteristics of
an effective leader, then GROUP similar characteristics together, and
then SCORE their own organization. The facilitator may then want to
present these scores in the form of a GRAPH in order to help the
participants to analyze the implications.

The more comfortable you become with the underlying tools of par-
ticipatory exercises, the more flexibility and creativity you will havein
building your own.

4.4 THe BuiLDING BLocks oF PARTICIPATORY EXERCISES

Every participatory exercise in thisfield guide can be deconstructed
down to its fundamental parts, or building blocks. These parts can be
changed to adapt or create exercises based on the specific context and
needs of any given situation. These building blocks include:

Relevance: What is the fundamental issue being addressed? How
does the exercise contribute to the overall objectives of the assess-
ment? How does thisissue relate to the organization’ s performance,
impact and/or viability?

Objectives: What specific information is being sought? What do you
hope to learn from the exercise?

Participants: Who is able to generate this information? Who should
participate in the collection and analysis of the data?

Tools: What isthe most effective way to élicit, organize, visualize and
analyze the information? [NOTE: See 4.2 Tool Kit for Participatory
Exercises (pg. 21).]

Steps: What will participants be asked to do? In what order?

Checklist: How can you complement local knowledge by bringing in
another perspective?

Preparation: What exercises do you need to conduct beforehand?
What materials and visuals will this exercise require?
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Semi-Structured Interview Questions (SSI): How will you stimulate
analysis and interpretation among participants?

Tips: What are the possible difficulties and ways of overcoming them?

4.5 DesieNING NEw Exercises: GRoupr PROCESS

Once you understand these tools and building blocks, you can invent
exercises to fit the specific needs of the organization or community
group. This creative process can itself be a participatory activity
carried out by the facilitation team. Here we present one possible
sequence for carrying out this process.

Discussthe Relevance & Objectives. What do you want to discover
and why? It isimportant to relate these questions to the overall objec-
tives of the assessment. The WHAT? statements are written on cards*
as objectives and the WHY ? statement is written as the relevance.

Decide Who Should Participate: Who will most likely be able to
provide this information? Who should be involved in collecting and
analyzing thisinformation? Y ou should consider the different per-
spectives of the various stakeholder groups to get both a complete
understanding of the situation as well asto verify the data. Write
down the participation criteria on cards and place them under the
relevance and objectives cards.

Eliciting Initial Information: Thefirst steps of the exercise will be
designed to draw upon participants experience and knowledgein
order to elicit basic data. This may involve brainstorming characteris-
tics, listing households, naming tasks, etc. It may be necessary to
build on thisinitial information by using a series of linked inquiries, or
steps that pull out multiple sets of information. For example, in the
Rel ationships Assessment exercise (pg. 142), the participants first
identify all the organizations or groups with which they relate, and
then brainstorm the different categories or types of relationships.
Think about the initial information needed and the possible tools that
could generate this data.

Organizing & Visualizing Information: How you organize and
visualize the datawill give the information meaning and guide the
analysis process. Do you want to illustrate relationships among pieces
of information? Track progress over time? Identify patterns? Assess
the current situation? Based on these decisions, identify the tools
appropriate to the exercise.

*Cards can be sheets of colored paper cut in halves or thirds.

Steps For Designing
New Exercises

Relevance &
Objectives

Choosing
Participants

Eliciting Initial
Information

Organizing &
Visualizing Data

Formulating SSI
Questions

Documenting Basic
Steps

Simulating
Exercise

Role Playing &
Debriefing

Refining
SSI1 Questions

Preparation &
Needed Materials

Field Testing
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32 World Neighbors Field Guide

Guiding Interpretation: Make an initia list of Semi-Structured
Interview Questions designed to stimulate analysis and interpretation.
Things to highlight through the SSI process include:

e Extremes

e Variations & Divergences

e Striking Similarities

e Information that contradicts or confirms findings from previous
exercises

SSI questions should help participants identify possible explanations
and implications for their organization or community group.

Document Basic Steps: Once you have a sketch of the exercise, make
an outline of the basic steps to be followed. Y ou may want to write
each step on acard in order to make changes later.

Simulate Exercise: One person in the group quickly simulates the
exercise by narrating the steps and going through the motions. Make
adjustments to the steps based on how well the exercise worked in the
simulation.

Role Play: Group members take on the roles of facilitators or partici-
pants and go through the exercise playing their assigned parts. This
process serves to further test the exercise and generates a checklist,
while helping to anticipate difficulties and increase the facilitators
familiarity with the process.

Debrief: After the role playing session, discuss as a group how the
exercise steps flowed and evaluate the visualization. Identify potential
difficulties and try to find solutions, which can be included as TIPS.

Refine SSI Questions: Review the original questions and make
changes based on the role playing and debriefing.

Preparation: Make alist of what preparation and materials will be
needed to conduct this exercise.

Field Test: Exercisesare never “Done.” An ongoing process of field
testing occurs every time that you conduct the exercise with a group.
Through the post-exercise debriefing process, you can evaluate the
exercise on the basis of whether it successfully elicited the desired
information and whether the participants understood the relevance and
significance of the findings.



PREPARING EXERCISES

4.6 ADAPTING & MASTERING ExERcCISES: GROUP PROCESS

Exercises should always be adapted to the specific needs and situations
of the organization. The process of adapting exercises, when donein a
participatory manner, can also serve to strengthen facilitators' under-
standing and comfort levels by giving them the opportunity to role
play and reflect on the exercises being prepared.

Here we present one sequence of steps that can be used to adapt
exercises to the specific context in which they will be used. [NOTE:
For more information on adapting exercises specifically to thefield
level, please see Chapter 6: Preparing For Fieldwork (pg. 47).]

Review the Relevance & Objectives. Review the relevance and
objectives of the exercise, and adapt them to the overall workshop
objectives and specific information being sought.

Review Steps. The group members write a summary, or outline of the
exercise steps on cards, making any necessary changesto the original.

Decide Roles: Decide who will be the principle facilitator and the
note taker for this exercise.

First Role Play: With one person playing the role of facilitator and
the others playing participants, simulate conducting the exercise.

Constructive Criticism: Reflect on how the exercise worked and
suggest changes to improveit. Facilitators can critique their own
performance and then listen as the others give feedback [NOTE: See
Chapter 7: Working With Facilitators (pg. 59) for more information
on the Self-Critiquing Process.]

Second Role Play: Role play the exercise again, trying to incorporate
the lessons |learned from the self-critiquing process.

Debriefing: Once again reflect on how the exercise worked, keeping
in mind the specific situation in which the exercise will be applied.

Review All the Steps. The entire group reviews the exercise steps.

Determinethe Criteriafor Participation: Decide how the partici-
pants will be chosen and what characteristics are required.

Materials. Makealist of all the materials and preparation needed.

Steps For
Adapting Exercises

Review Relevance &
Objectives

Review
Exercise Steps

Decide Roles

First Role Play

Constructive
Criticism

Second Role Play

Second Debriefing

Review All
Exercise Steps

Determine Criteria
for Participation

Necessary Materials

Prepare Checklist &

SSI1 Questions

Prepare Visuals
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Prepare a Checklist: Asagroup, prepare a checklist using the results
generated from the simulations.

Prepare SSI Questions. Write the Semi-Structured Interview Ques-
tions, highlighting variations, striking similarities or patterns, and
apparent contradictions.

Prepare Visuals: Decide how the exercise will be presented and
conducted visually, and prepare any necessary materials (i.e., flip
charts, checklists, etc.).

Overview: Principles & Best Practice For Preparing Exercises

1. Every guided self-assessment needs to be designed to address the specific needs of the organization
or community group. Facilitators therefore should be able to adapt and create exercises that fit the
context in which they will be used.

2. Participatory exercises rely on a diverse set of tools to elicit, organize, visualize, verify, analyze and
interpret information.

3. Often it is necessary to combine multiple tools when designing exercises. The more comfortable you
are in your understanding of these tools, the more creative you can be.

4. Exercises can be deconstructed down to their fundamental parts, or building blocks. These can be
changed to create new exercises. This process of inventing exercises can itself be a participatory
activity carried out by the facilitation team.

5. Exercises will always need to be adjusted to fit the participants, the goals or the situation. The
process of adapting exercises, when done as a group process, can also serve to increase facilitators’
understanding of and comfort levels with the exercises.
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5.1 PLANNING A WORKSHOP

Planning an organizational self-assessment workshop entails gathering
the necessary materials, addressing logistical concerns, setting the
overall schedule, and selecting and sequencing exercises. Some of this
preparation needs to be done ahead of time with the facilitation team,
while other aspects of the planning process are better addressed as a
large group with all the participants.

No matter how well you plan, there will always be surprises along the
way. In some ways, you can plan for these surprises by designing the
workshop program to be flexible. Unexpected events and unantici-

pated critical issues emerging from the exercises are to be “expected.”

The more time you spend preparing for the workshop, the more
effectively you will use the time available, and the more meaningful
the information generated will be.

5.2 NEcessARY MATERIALS

The materials required depend on the exercises that you choose to
conduct. However, below isalist of commonly used materials:

e Cards (multi-colored paper cut into halves or thirds)
» Scissors
» LargeRoalls of Paper or Flip Charts

e Markers
e Pens, Pencils & Erasers
» Masking Tape

* Beansor Stones

» Scotch Tape for securing cardsto posters
* Rubber Bands for bundling cards

* Notebooks or Loose Leaf Paper for taking notes
o Stapler & Staplesfor collating notes

»  Paper clips

* Envelopesor foldersfor storing papers

e Calculator (optional)

» Computer & Printer (optional)

» Diskettes (if using a computer)

» Camera& Film (optional)

In This Chapter

5.1 Planning a Workshop
5.2 Necessary Materials
5.3 Logistical Issues
5.4 Workshop Program

5.5 Selecting & Sequencing
Exercises

5.6 Designing the Preliminary
Plan

5.7 Guiding Principles for
Choosing & Sequencing
Exercises

5.8 Choosing & Sequencing
Exercises: Group Process

5.9 Example of Workshop
Schedule I: Initial Exercises

5.10 Example of Workshop
Schedule I'l: Community
Level

5.11 Example of Workshop
Schedule 111: Exploring
Critical Issues

5.12 Example of Workshop
Schedule 1V: Implications &
Action Plans

5.13 Scaling Down the
Assessment Process
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Choosing & Sequencing
Exercises

Start with Overview
of the Organization

Build Trust Early in
the Process

Identify Critical
Issues

Gradually Deepen
Analysis

Cross Check &
Verify Information

Address Sensitive
Issues towards End

Synthesize &
Analyze Results

End with Workshop
Overview/Conclusions
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5.3 LocisTicaL IssuEs

Some common logistical issues include the space in which the work-
shop will be taking place, refreshments and meals, transportation,
lodging, circulation of information, note taking and data entry. Many
of these concerns can be addressed by the participants. Y ou may want
to have them form small teams, or committees, that are charged with
arranging these needs. [NOTE: See the Responsibilities & Logistics
exercise (pg. 94) for more on how to form these task groups.]

5.4 \WoRKksHOP PROGRAM

A self- assessment workshop can be split up into six major phases.
Theseinclude:

*  Preparation

» Exercises

* Synthesis& Analysis

* Verification & Follow-up

* Implications & Action Plans
*  Report Writing

These phases are not necessarily sequential; for example, periodic
synthesis and analysis is needed before continuing with new exercises.
When making an overall schedule, keep in mind how the phases work
together.

It is also easy to underestimate the time each phase will require.
Preparing the facilitators and designing the exercises can easily take a
full week. Unforeseen events such as holidays, or unexpected critical
issues may require more time than was scheduled. Often thereis not
enough time | eft at the report writing phase to do a sufficient job of
capturing the findings. In order to avoid this, try to plan conserva-
tively, leaving an extraday or two open. [NOTE: Please see the
Establishing the Workshop Program exercise (pg. 93) for more on
designing the overall workshop schedule as a group.]

5.5 SELECTING & SEQUENCING EXERCISES

During the preparation phase, the facilitation team needs to plan at
least a tentative workshop schedule. Thisisaccomplished by select-
ing, adapting and creating different exercises, and combining them
together in a sequence to meet the specific objectives of the self-
assessment.
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This selection and sequencing must be done for each new situation in
which the exercises are to be applied. It is essential to understand that
only the underlying principles of the process can be transferred from
context to context. All other elements of the methodol ogy presented in
this guide, including the choice and sequencing of exercises, must be
adapted by the facilitatorsto fit each situation.

Too often, however, there is atendency to see the exercises as an end
in and of themselves, rather than as a means to generate collaborative
analysis of key issues. Inexperienced practitioners may lack the confi-
dence to adapt the process to new circumstances or emerging situa-
tions. Others may have atendency to use predetermined sequences
with arigid attitude. Some field teams can become obsessed with
dealing with each exercise rather than allowing exercises to flow and
innovating new exercises as required.

The challenge in planning an organizational self-assessment, therefore,
isto provide enough “structure” to ensure coherence and rigor, while
allowing the workshop to have enough flexibility to explore emerging
issues. Each exercise is useful only if it addresses particular issues or
guestions, and these cannot be determined in advance. Usually, it is
the workshop coordinator, or team leader, who ensures that the exer-
cises are used flexibly. The facilitation team should understand that
every organizational self-assessment will require its own adapted set
and sequence of exercises.

5.6 DESIGNING THE PRELIMINARY PLAN

A number of factors will influence the design of the preliminary
workshop plan. The most important of these are:

» Objectives of the organizational self-assessment

* Number of days and participants the local organization or
community group iswilling to commit to the process

» Time period over which the workshop isto be undertaken

»  Number of facilitators on the team

Once these basic factors have been considered, there are no hard and
fast rules about how to select and sequence the exercises. However,
the following principles can guide the design of the preliminary
workshop plan.

Every guided organizational self-
assessment will require its own
adapted set and sequence of
exercises. Only the underlying
principles of the process can be
transferred from context to
context.
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5.7 GuibpING PrINCIPLES FOR CHOOSING & SEQUENCING
ExERcCISES

Start with general exercisesthat will provide an overview of:

» theorganization, its purpose, available resources and the wider
context

» therange of activities and services being undertaken by the organi-
zation and its main target groups

» the problems or issues that the organization members perceive they
arefacing

Select initial exercises that:

e Quickly build trust, enable facilitators to understand internal
dynamics and reveal the characteristics of participants

* Help participants quickly become familiar and comfortable with
the self-assessment methods and approaches

Select exercises that will identify critical issues within each of the four
main dimensions of the organizational self-assessment:

* TO DO: Performance/l mpact

* TO BE: Identity, Vision, Viability, Autonomy

» TORELATE: Relationships

»  TO MANAGE: Governance, Management, Systems, etc.

Progressively identify and prioritize critical issues that merit further
exploration. Adapt or create exercises to address these emerging
issues.

One of the strengths of the organizational self-assessment processis
the way in which outcomes of one exercise flow into another. This
continuity increases the relevance and reliability of the discussions,
and allows further probing of key issues. Sequence exercisesto allow
participants to gradually and progressively deegpen their understanding
and analysis of complicated issues. Some issues may need to be
broken down into various parts before participants can make an in-
formed assessment.

Select exercises to cross check and verify important information
relating to critical issues.

Conduct exercises that explore controversial or sensitive issues near
the end of the workshop, when a higher level of trust has hopefully
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been established between facilitators and organization members, as
well as among participants.

Towards the end, include several exercises that synthesize critical
issues. These enable participants to develop action plans.

Conclude the self-assessment process with general summary exercises,
that outline the provisional results and conclusions. At this point data
can be verified, errorsidentified, gaps filled and conclusions affirmed.
The summary exercises can also generate a sense of ownership, which
will be essential for moving from assessment to action.

5.8 CHoOSING & SEQUENCING ExERCISES: GROUP PROCESS

Choosing and sequencing exercises should be done by the facilitation
team, with input from the local organization or community group
members. The process of selecting exercises includes:

* ldentifying the key information or areas to be explored, in relation
to the overall workshop objectives

* ldentifying what information is already available in other forms

» Deciding which exercisesto usein order to elicit the desired
information

» Designing adaily plan that is achievable in the time available

Here we present one possible process for helping the faciliation team
choose and sequence exercises based on these elements. To prepare
for this discussion, you will need to write down the names of the
possible exercises on cards and prepare alarge calendar with the
workshop dates. This calendar can simply be each day written on a
card that will be taped to the wall or placed on the floor. [NOTE: If
you are selecting exercises for program or community-level assess-
ment, please see Chapter 6: Preparing for Fieldwork (pg. 47) for an
adapted version of this process.]

Review Organizational Themes. Revisit with the facilitators the
different themes that can be covered in an organizational self-assess-
ment (To Do, To Be, To Relate and To Manage).

Review Workshop Objectives. Looking at the workshop objectives,
ask the facilitators to identify the key information necessary to reach
these goals. Write their responses on cards. Then ask them to sort
these cards into two categories, based on the availability of the infor-
mation: “Organizationa Level” and “Program (or Community) Level.”

Group Process for Choosing
& Sequencing Exercises

Review Organizational
Themes

Review Workshop
Objectives

Identify Other
Information Sources

Present Preliminary
Agenda

Present Workshop
Calendar

Prioritize Exercises

Set & Finalize the
Agenda
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Other Sources of Information: Take the cards from the “Organiza-
tional” column and place them in arow. Starting with the first item,
ask the group to identify other sources of thisinformation (i.e., reports,
past assessment results, etc.) Write these on cards and place them
underneath the information card. [NOTE: Simply because information
is available from other sources does not necessarily eliminateit from
the list. For example, an organizational self-assessment can be used to
verify the accuracy of reports and deepen the analysis. However, this
process can help prioritize information in the face of time limitations.]

Other Sources of Information

. Self-Financing & o . . .
Strengths & Communication & Mobilizing Local Viability & Relationships with
Weaknesses Documentation Resources Autonomy Other Organizations
1995 Assessment Annual Reports Financial Reports Strategic Plan Memorandums of
Understanding
Annual Reports Photographs Financial Reports
Past newsletters Annual Reports
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Present Preliminary Agenda: Display all the exercise cards and pull
out some that seem to correspond with the objectives of the workshop.
Asagroup, identify the exercises that will elicit the desired informa-
tion, discussing ways to adapt or combine exercises. If needed, invent
new exercises to meet the needs of the workshop. [NOTE: See Chap-
ter 4: Preparing Exercises (pg. 21).] Make sure that the facilitators
can justify their choicesin relation to the workshop objectives.

Present the Calendar: Present the calendar and block out the days/
times reserved for non-exercise related activities. These include travel,
fieldwork, holidays and time off, synthesis and analysis sessions, and
report writing. In the remaining time slots, begin to distribute the
exercisesin alogical order to test if the proposed agendais redlistic.

Prioritize Exercises: If the proposed list of exercisesistoo ambitious
for the time available, the facilitators will need to prioritize. One way
to do thisis to have them sort the exercise cards into three columns:
“Very Important,” “ Important” and “Less Important.” Another way
would be to give each facilitator ten beans or stones and ask them to
distribute these “votes” among the various possible exercises. [NOTE:
See 4.2 Toolkit for Participatory Exercises (pg. 21).]
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Set the Agenda: Once the facilitators have narrowed down the list of
exercises, arrange them again on the calendar. Discuss as agroup the
possible sequences and make adjustments as necessary. Confirm that
the proposed agenda will meet the needs of the organization as stated

in the overall objectives.

Finalizethe Agenda: Once the facilitators are in agreement that the
agenda is reasonabl e and meets the objectives, present it to the organi-
zation members for discussion, changes and approval. Keep the
agenda posted during the entire workshop.

5.9 ExampLE oF WORKSHOP ScHEDULE I: INITIAL
EXERCISES

Here we present the first week’ s schedule of an organizational self-
assessment workshop conducted in Mali (1999). The objectives of the
assessment were to evaluate the intermediary organization’s own
development and level of autonomy while also ng their efforts
to strengthen the capacity of intervillage associations. The team of
five facilitators and one team leader spent several days preparing
preliminary objectives and aworkshop schedule, which were then
modified by the organization members.

Notice that the group split up into two sub-groups for the first week.
Each sub-group was led by two members of the facilitation team, who
took turns facilitating and taking notes. There were between six and
eight participants in each group, and the team leader went back and
forth between the two groups providing support.

The first week was designed to clarify the objectives and structure of
the self-assessment, to elicit basic information about the organization
and to begin exploring the critical issues affecting its performance and
viability. Time was also set aside for building team spirit, addressing
logistical questions and debriefing with the facilitation team. At the
end of the week, one day was devoted to synthesizing and analyzing
the findings thus far in order to determine the next steps necessary in
the self-assessment process.

Please al so notice that during the week, the team reduced the number
of exercisesthat they conducted each day from seven to four. This
was in response to feedback from the participants that the fast pace
was not allowing them enough time to fully explore the issues that
were emerging.

Whatever process you use, the
following factors should be
taken into consideration when
prioritizing exercises:

Are certain exercises
prerequisite for
others?

Can exercises be
adapted to elicit the
information more
efficiently?

Can the information be
elicited in other ways
at a later time?

What exercises are
complementary to the
community level
assessment process?
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Initial activities are designed to
familiarize the participants with
the participatory process, build
trust and address logistical
questions.

Start with exercises that provide
an overview of the organization.

Select exercises that identify
critical issues around the four
main dimensions of an
organizational self-assessment.

Sequence exercises to allow
participants to progressively
deepen their understanding and
analysis of complicated issues.
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Example Workshop Schedule 1: Initial Exercises

Monday Morning Introductions & Ice Breakers
Hopes & Fears
Defining Workshop Objectives & Focus
Establishing the Workshop Program
Responsibilities & Logistics
Afternoon |A Common Understanding of Capacity Building
& Organizational Assessment
Evening Meeting with Facilitators
Tuesday Morning Review Schedule & Announcements
Purpose Mapping
Orga_nlza_tlonal Activities Onion
Timeline
Afternoon L . i i
€rnoo Timeline Analysis el o
Assessment
SIS & Donor Assessment
Weaknesses
Closing
Evening Meeting with Facilitators
Wednesday Morning Review Schedule & Announcements
Activities
History of Support Performance
Assessment
Afternoon Transfer of Viability
Responsibilities Assessment
Closing
Evening Meeting with Facilitators
Thursday Morning Review Schedule & Announcements
Support/Self-Reliance Threats to
Matrix Viability
Afternoon | Strengthening Village Autonomy
Capacity Assessment
Closing
Evening Meeting with Facilitators
Friday All Day Synthesis & Analysis
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5.10 ExamprLE oF WoRksHopr ScHeDULE 11: CoMmMmuNITY
LEVEL

Oncetheinitial exercises were completed, the organization members
prepared to do fieldwork with the intervillage associations. [NOTE:
Please see Chapter 6: Preparing for Fieldwork (pg. 47) for more

information on this process.] The team split up to work in two areas

and conducted the following exercises.

Example Workshop Schedule 11: Community Level

Subgroup 1: Subgroup 2: Subgroup 3:
Mission Histor Women
Sunday Morning Travel
Afternoon Opening Meetings
Monday i P MapDi Organizational Strengths &
AE urpose Mapping Timeline Weaknesses
Afternoon o ]
Organizational Timeline Analysis Information
Structure Flow
Evening Meeting with Facilitators
Mornin . i
Tuesday g Information Strengths & Evolu_t|on_ of
Organizational
Flow Weaknesses .
Capacities
Afternoon Viability Autonomy Trend Analysis:
Assessment & Assessment Women's
Threats to Well-Being
Viability
Evening Meeting with Facilitators
Wednesday Morning Evolution of Transfer of Program Results:
Organlz‘_alt_lonal Responsibilities Health
Capacities
Afternoon Trend Analysis: | Program Results: | Trend Analysis:
Food Security Agriculture Health
Evening Meeting with Facilitators
Thursday Morning Class Villages by Impact: Food Impact: Health
Capacity Security ’
Afternoon Agﬂ;;{)tg’rmzteﬁ? & Impact: Food | Motivation of
- Security (cont.
Reliance Matrix v ( ) | Female Leaders
Evening Meeting with Facilitators
Friday All Day Synthesis & Analysis

Repeat some exercises
with other participants
to verify and deepen
important information
relating to critical
issues.

Conduct exercises that
explore controversial
or sensitive issues near
the end of the
workshop.
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5.11 ExampLE oF WORKSHOP ScHEDULE 111: EXPLORING
CriTicAL IsSSUES

The organization members then came back together after spending a
week inthefield. Several days of the third week were devoted to
presenting and discussing the results of the community level self-
assessment. Based on the themes that had emerged from the process
thusfar, the facilitators added four more exercises to the schedule
before moving on to implications and action plans.

Example Workshop Schedule 111: Exploring Critical Issues

Date Time Group A

Progressively identify Saturday Morning Presentations of Community Level Results
and prioritize critical Monday All Day Presentations of Community Level Results (cont.)
issues that merit Evening Meeting with Facilitators
further exploration. - Review Schedule & A T
Adapt or create Tuesday Morning eview Schedule nnouncements
exercises to address Strengthening the Capacity of| Strengthening Negotiation &
these emerging issues. Women's Organizations Collaboration Capacities
Afternoon Planning & Evaluation Mobilizing Local Resources/
Assessment Self-Financing
Evening Meeting with Facilitators

5.12 ExampLE oF WORKSHOP ScHEDULE 1V: IMPLICATIONS
& AcTioN PLANS

Time was then devoted to reviewing all of the findings generated by
the exercises, and to pulling out the major implications for the organi-
zation and for the intervillage associations.

Once the organization members had identified the implications, they
prepared Capacity Trees for both their own organization and for each
of the two intervillage associations. [NOTE: See the Synthesis of
Critical Issues exercise (pg. 164) for more on Capacity Trees.] A
meeting with representatives from the villages was held to discuss the
implications and to develop action plans.
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Example Workshop Schedule 1V: Implications & Action Plans, part |

Organization

All Organization &

Small Groups

Members Village Members
Preparation for
Wednesda
y All Day Meeting
Thursday Morning Introductions &
Program Presentation
Synthesis of Critical
Issues
Afternoon Prioritization of
Critical Issues
Evening Facilitators Meeting
Friday Morning Priority Issues
Pyramids of Action
Afternoon Discussions of Action
Plans
Evening Facilitators Meeting

After the intervillage associations devel oped their action plans, the
intermediary organization went through the same process for them-
selves. While they were formulating their own action plan, the organi-

zation members also participated in an exercise designed to stimulate
thought around how they could incorporate participatory methods into
their regular monitoring and evaluation systems. In thisway the group
not only came up with a plan of how to strengthen their organizational
capacities, but also how to continue to monitor their own organiza-
tional development in the future.

Example Workshop Schedule 1V: Implications & Action Plans, part 11

Time Organization Members

Appreciation of Participatory

Friday Afternoon Exercises & Methods
Morning Prioritization of Critical Issues
Saturday ; -
Pyramid of Action
Afternoon

action.

Strategies for Phasing Out

The final days of the self-assessment were then devoted to organizing
al of the materials that had been generated during the workshop
(visuals, notes, etc.) and to writing the report. [NOTE: Please see
Chapter 8: Analysis & Documentation (pg. 69) for more on this

process.]

Near the end of the workshop, include
several exercises that synthesize and
prioritize critical issues to enable
participants to develop action plans.

The summary exercises generate a
sense of ownership, which will be
essential for moving from assessment to
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5.13 ScaLiING DowN THE ASSESSMENT PROCESS

A full-fledged application of the organizational self-assessment pro-
cess outlined in this guide could take considerable time and resources.
Some of the organizational self-assessments using this comprehensive
approach took over three weeks to complete and involved staff mem-
bers, outside resource people and program participants. 1t was afull
time, intensive process, particularly for the facilitation team who
regularly met in the evenings or before morning sessions.

Thisis only one of many waysto go about a self-assessment. Itis
entirely possible (and indeed often more realistic) to focus the assess-
ment on one or two critical issues affecting the organization, reducing
the number of exercises and amount of time needed to compl ete the
process. Once the organization members become comfortable using
the methods, they may decide to use abbreviated versions of these
exercises during planning or evaluation meetings, or with new pro-
gram staff or participants.

When determining the scope of an assessment workshop, you may

want to consider the following:

* WHY isthe organization interested in self-assessment?

*  WHAT arethe perceived priority issues or themes to be addressed?

*  What RESOURCES are available to conduct the self-assessment?

* How much TIME is available to undertake the process?

*  What CONNECTIONS are there between the priority issues and
other themes? Do these need to be addressed as well?

Overview: Principles & Best Practice For Planning a Workshop

application.

1. Planning for an organizational self-assessment requires gathering the necessary materials, addressing
logistical concerns, setting the agenda, selecting and sequencing exercises and choosing participants.

2. Every organizational self-assessment will require its own adapted set and sequence of exercises. Only
the underlying principles of the process can be transferred from context to context.

3. The process of selecting exercises includes: identifying the key information or areas to be explored,
identifying what information is already available in other forms, deciding which exercises will elicit
the desired information and designing a daily plan that is achievable in the time available.

4. There are many different ways to use these tools and methods, depending on the needs and available
resources of the organization. Developing the skills of organization members to use these methods
helps to “institutionalize” the participatory assessment process and allows for greater flexibility in its
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6.1 PrRePARING FOR FIELDWORK

In order to verify and deepen the findings generated at the organization
level, it isimportant to conduct exercises with community members.
Thisis also an opportunity for the organization members to facilitate
these exercises and for community groups to evaluate their own orga-
nizational development.

Much of the information in the previous chapter applies to conducting
fieldwork aswell. However, there are many aspects of adapting these
methods to the community level that require special preparation.

Preparing to conduct participatory exercises with program participants
entails many elements, including:

« Logistical Questions: Transportation, food and lodging, setting
the dates, explaining the purpose of the participatory activitiesto
local leaders in advance, etc.

« Materials: Making sure that al the teams have the materials they
will need whilein the field.

« Participants: Choosing the communities and deciding which
participants to gather together.

+ Setting the Agenda: Particularly if the team is splitting up to work
with severa communities, you will need to decide together what
exercises to cover and any key information you want to gather.

+ Dividing Into Teams: The facilitators will need to divide into
well-balanced teams and then into sub-teams of two or three
people each.

« Adapting the Methods: Trandating key concepts into the local
language, adapting tools to work for non-literate participants, etc.

« Preparing Facilitators: Most likely some of the organization
members will be facilitating these exercises for the first time and
will need to become comfortable with both the methods and their
new role.

Be sure to leave plenty of time for this preparation. The more time
facilitators have to become familiar and comfortablein their roles, the
more effective their time spent with the program participants will be.

6.1

6.2

6.3

6.4

6.5

6.6

6.7

6.8

In This Chapter

Preparing for Fieldwork
Logistics

Materials

Choosing Participants
Setting the Agenda

Things to Remember When
Setting the Agenda

Dividing Into Teams & Sub-
Teams

Adapting Exercises to the
Community Level & Preparing
Facilitators
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6.2 LocGisTICcs

Fieldwork presents many logistical challenges. It may be necessary
to visit the workshop sites in advance in order to negotiate lodging,
food and workspace. It is critical to the success of the fieldwork that
community and organization members clearly understand and work
together on the logistical arrangements for the team’svisit. Some
logistical issuesto resolve include:

Conditionsin the Field: Make sure that the team members under-
stand in advance the conditionsin the field, including sleeping
arrangements, food, water availability and toilet facilities. This
information will help the team prepare and pack appropriately.

Use Local Resour ces Whenever Possible: Make alist of local
resources available to the team members, including bedding, chairs
and utensils. If the community members agree to provide these
materials, use them respectfully and appreciatively. Bringing too
many outside supplies can be insulting to your hosts.

Food: Food is more than just another logistical concern. It can serve
to build relationships and trust, or to cause tension and misunder-
standing. Strive for equality and share meals with participants when
possible. If some are traveling to participate in the workshop, make
sure that arrangements have been made for feeding them. While food
should not be presented as an incentive to participate, remember that
people are contributing their time and energy to the process, which
should be compensated by at least ensuring that everyoneis ad-
equately fed.

Wor kspaces: Locate venues for different types of work, including
large areas for group meetings, private places for conducting exer-
cises dealing with sensitive issues, spaces with walls or trees for
displaying visuals, safe space for storing supplies and areas for
meetings with the team or community members. Comfort issues
such as shade from the sun and mats on the floor should be consid-
ered. Also remember to arrange for alight source for evening
meetings.

Weather: When conducting exercises outside, wind can quickly
scatter cards and extreme heat can drain participants and facilitators
energy. Depending on the season, plan for diverse weather possibili-
ties, including strong wind, rain or extreme temperatures.
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6.3 MATERIALS

Many of the same materias listed in the previous chapter [5.2 Neces-
sary Materials (pg. 35)] are also needed in the field. However, when
too many supplies are brought in from the outside, there is a danger
that community members will see the self-assessment process as
requiring outside resources. In order to help local participants take
ownership of the process and recognize the possibility of conducting
the exercises themselves, try to use local materials whenever possible.

6.4 CHOOSING PARTICIPANTS

The choice of participants can greatly affect the quality of the self-
assessment. No matter how well prepared or skilled afacilitator is, a
workshop will not succeed without the right participants. This choice
should be based on who in the community is best positioned to provide
the right mix of knowledge and experience needed for each exercise.
Diversity of perspectives, sensitivity to the issues and ability to fully
participate should also be taken into account.

Thereis an important difference between maximum participation and
optimal participation. Often it isargued that, if participation isthe
goal, then increased participation is always better. However, our
experience has shown that organizations and communities benefit
more from optimal participation, which seeks to match participants
with the exercises or activities that will best use their skills, experi-
ences and knowledge. Rather than trying to get everyone to participate
in all phases of the self-assessment, it may be more effective to iden-
tify qualified and representative participants. The information gener-
ated during the exercises can be verified and completed using a
broader reaching technique such as a community general meeting or a
more detailed household survey. Synthesis and analysis sessions can
also be opportunities for bringing more people into the process.

The guidelines presented below may help workshop organizers bring
together participants in away that both achieves the workshop goals
and uses participants’ time efficiently.

Identify Criteriafor Each Exercise or Group: Who is best equipped
to participate in the planned exercises? What skills, experiences or
knowledge do they need? How many participants are needed? [NOTE:
Most exercises work best with between six and 12 participants.] Also
consider representation issues, such as gender and ethnic diversity.

Try to make sure that traditionally marginalized members of the
community are heard.

Local Materials

Ashes

Chalk

Pebbles & Stones

Sticks & Straw

Nuts & Beans

Dirt or Sand

Cloth & String
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Information Gathered
About Participants

Name

Age & Gender

Position in
Community Group

Years with Program

Level of Literacy or
Education

Availability during
Workshop
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Work with Community Representatives. Explain the participation
criteria(i.e., long history with the organization, familiarity with house-
hold situations, etc.) for the planned exercises to severa members of
the community group. Ask them to help identify participants with
these characteristics. These representatives should also understand the
overall goals of the workshop in order to explain it to the potential
participants.

Make Cardsfor All Participants: Once al of the participants have
come together, record information about each one on cards (seellist for
ideas). These cards can be used throughout the process to match
participants with exercises.

Have the Representatives Group Cards: Once the community
representatives with whom you have been working understand the
criteria, ask them to use the cards to match the participants with the
planned exercises.

Begin the Workshop with More General Exercises: Thisgivesthe
organizers a chance to refine the distribution of participants and recruit
more if needed.

Adjusting to Personality I ssues: Participants with strong personali-
ties can sometimes skew the results of an exercise by dominating the
discussion. Their energy may be more constructively used in primarily
objective activities such as mapping.

Sengitivity to Issues: It is aso important to be aware of potentially
sensitive issues for some participants. For example, aleader may not
be comfortable participating in an exercise evaluating the quality of
leadership in the community.

Literacy: Whileit is not necessary to be literate to participate in
exercises, it can be helpful to have at |east one or two literate partici-
pantsin each group. They can help to facilitate and read cards back to
the participants, shifting some of the control away from the facilitator.
Literate participants can aso help to verify the accuracy of there-
corded information.

Flexibility: Try to be flexible when choosing and grouping partici-
pants. Remember that some will not be able to participate during the
entire process, nor isit necessary to keep the same people grouped
together. Monitor and adjust the distribution of participants through-
out the whole workshop, based on feedback and direct observation.
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6.5 SETTING THE AGENDA

To conduct fieldwork, the members of the intermediary organization

who have been participants will most likely join the core facilitation

team. Before leaving for the field, members of this expanded facilita- Two Purposes of
tion team need to decide what information they are seeking and what Fieldwork
exercises will best achieve these goals. It isimportant to remember

that the purpose of the fieldwork istwo-fold. One, thisis an opportu- Getting Feedback on

nity for the intermediary organization to hear program participants Program Activities

feedback on its support activities. But this could also be an opportu-

nity for members of the community group to assess their own organi- _ )
ational ability to sustain the benefits and process. These two themes Helping Community

z ) y - ) P ) Members Assess Their

should guide the choice of exercises. Own Capacities

Onceinthefield, teamswill most likely adjust their schedulesin
response to community members expressed interests, unexpected
outcomes of preliminary exercises, or time limitations. However, a
general agenda helps the different teams to gather informationin a
coordinated fashion. This coordination is critical for making compari-
sons across communities, as well as making sure that the overall
objectives are reached. The process of setting the agendaincludes:

* ldentifying the key information or areas to be explored, in relation
to the overall workshop objectives

* ldentifying what information is already available in other forms

» Deciding which exercisesto usein order to elicit the desired
information

» Designing adaily plan for the community level portion of the
workshop

All of the facilitators and organization members participating in the
workshop should be involved in setting the agenda for the fieldwork
portion of the self-assessment. Here we present one model for facili-
tating this discussion. In order to prepare for this process, the core
facilitation team will need to write the names of the possible exercises
on cards and prepare alarge calendar showing all of the days devoted
to fieldwork. This calendar can ssmply be each day written on a card
that will be taped to the wall or placed on the floor.

Review the Organizational Themes. Revisit with the group the
different themes that can be covered through a self-assessment (To
Do, To Be, To Relate, To Manage).

Review the Objectives: The overall self-assessment objectives should
still be prominently displayed.
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Whatever process you
decide to use, the following
factors should be taken into

consideration when
prioritizing exercises:

Are certain exercises
prerequisite for
others?

Can some exercises be
adapted to elicit the
information more
efficiently? (i.e.,
combining exercises).

Can the information be
elicited in other ways
at a later time?

—1 What exercises are
complementary to the
workshop findings at
the organizational
level?
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I dentify the Key Information: Looking at the workshop objectives,
ask the organization members to identify the key information neces-
sary to reach these goals and write their responses on cards. Now have
them sort the cards into two categories. “ Organizational Level” and
“Program (or Community) Level.” [NOTE: You may have already
generated these lists with the core facilitation team during the overall
preparation phase, in which case you can simply present the lists of
desired information for group discussion and modifications.]

Other Available Sources of Information: Take the cards from the
“Program” column and place them in arow. Starting with the first
item, ask the group what other sources of information are available
(i.e., reports, photos, testimonies, etc.) Write these on cards and place
them underneath the information card. Repeat this process for each.
[NOTE: Simply because information is available from other sources
does not necessarily eliminate it from the list. However, this process
can help prioritize information in the face of time limitations.]

Present Preliminary Agenda: Display all the exercise cards and pull
out those that the facilitators previously identified as possibilities.
Explain why the core facilitation team chose these exercises. At this
point the entire group will discuss all the possible exercises and add/
take away from the proposed list as appropriate. Make sure the group
members can justify their decisionsin relation to the objectives and
list of available information.

Present the Calendar: Present the calendar and block out the days/
times reserved for non-exercise related activities. These include travel
time, the opening meeting, any foreseen interruptions (i.e., market
days or holidays) and time set aside for synthesis and analysis. Inthe
remaining time slots, begin to distribute the exercise cardsin alogical
order to seeif the proposed agendaisrealistic. Remember that the
participants will be splitting into smaller groups to conduct different
exercises ssmultaneously. We recommend scheduling no more than
two exercises per day for each sub-group. [See the Establishing a
Workshop Program exercise (pg. 93) for an example of a calendar.]

Prioritizethe Exercises: If the proposed list of exercisesisunredlis-
tic, the group members will need to prioritize. One way to do thisisto
have them sort the exercise cards into three columns; “Very Impor-
tant,” “Important” and “Less Important.” Another way would be to
give each member ten beans or stones and ask them to distribute these
“votes’ among the various possible exercises.
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Set the Agenda: Once the organization members have narrowed
down the list of exercises, arrange them again on the calendar. Dis-
cuss as a group the possible sequencing and make adjustments as
necessary. Confirm that the proposed agenda will meet the needs of
both the organization and the community participants.

Finalizethe Agenda: Once everyoneisin agreement that the agenda

is reasonable and meets the workshop objectives, make sure that the
schedule is recorded and distributed to everyone in the group.

Example Fieldwork Schedule

Date Subgroup 1: Subgroup 2: Subgroup 3:
Mission Histor Women
Sunday Morning Travel
Afternoon Opening Meetings
Monday i Purpose Mapping | Organizational Strengths &
eI P pping Timeline Weaknesses
Afternoon L i
Organizational | Timeline Analysis Information
Structure Flow
Evening Meeting with Facilitators
Mornin . i
Tuesday g Information Strengths & Evolution of
Organizational
Flow Weaknesses o
Capacities
Afternoon Viability Autonomy Trend Analysis:
Assessment & Assessment Women's Well-
Threats to Being
Viability
Evening Meeting with Facilitators
Wednesday Morning Evolution of Transfer of Program Results:
Organlzgt_lonal Responsibilities Health
Capacities
Afternoon Trend Analysis: | Program Results: | Trend Analysis:
Food Security Agriculture Health
Evening Meeting with Facilitators
Thursday Morning Class Villages by Impact: Food Impact: Health
Capacity Security '
Afternoon A;tlwty i/l/astrllé( & Impact: Food Motivation of
upport/Sett- Security (cont.) | Female Leaders
Reliance Matrix
Evening Meeting with Facilitators
Friday All Day Synthesis & Analysis
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Make sure that inexperienced
people are matched up with more
experienced people, and that there
are no major personality clashes.
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6.6 THINGS TO REMEMBER WHEN SETTING THE AGENDA

» Keepin mind that the exercises may take longer to complete out in
the field than they did with the intermediary organization mem-
bers. Issues such asilliteracy, interruptions and inexperience of
the facilitators and participants can prolong the sessions.

* Theteamswill most likely be splitting up into sub-teams to carry
out several exercises at the sametime. Make surethat thisis
reflected in the agenda.

» Each sub-team will often work with the same group of participants
throughout the process, although thisis not always necessary. If
certain exercises require aparticular type of participant (i.e.,
women, leaders, elders, etc.) you will have to make sure that the
group participating in the exercises fits these criteria. It can be
helpful to divide the teamsinto sub-teams around these character-
istics (i.e., the women'’ s group, the village leaders group, etc.) and
then assign the exercises accordingly.

6.7 DivipinG INTO TEAMS & Sus-TEAMS

Once the agenda is set, the expanded facilitation team will need to
decide how it isgoing to divide in order to carry out the work. First, if
the team will be conducting the exercises with multiple communities,
they will need to divide into teams. Then, each team will divide into
sub-teams according to the series of exercises they will conduct.

To prepare for this process, make cards with the names of all the
facilitators and all the participating communities. Also, prepare aflip
chart with the criteriafor choosing team members. This could include:

» Knowledge of thelocal language

* Knowledge of the area

» Experience and comfort with participatory methods

* Relationship with the leaders and community members
» Gender

To savetime, acore group of people can prepare a preliminary team
distribution ahead of time to present to the larger group.

Assessthe Situation: Look at all the names of potential team mem-
bers and the number of participating communities. Decide how many
people will travel to each.
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Create Balanced Teams. Informally assess each member based on
the list of criteria. Begin placing the member cards underneath the

location cards, trying to create balanced teams so that collectively each

team meets all of the criteria. Keep in mind the importance of gender
balance aswell.

Sub-divide Teams: Once the preliminary teams have been identified,
try to create sub-teams (2-3 people) out of the teams. Members of
these sub-teams will conduct a series of exercises, taking turns facili-
tating, taking notes and supporting the process.

Assign Exercise Groups: Now try to assign each sub-team a series of

exercises. Make surethat for each site, there is a sub-team that can
carry out each of the proposed series of exercises. Make adjustments
as necessary.

Finalize Teams & Sub-Teams. Once you have distributed all the
members into sub-teams, go back and make sure that the original
criteriaare still being met. If this process has been done with a small
group, it will be necessary to present these teams to the larger group.

6.8 ADAPTING EXxERcISES TO THE COMMUNITY LEVEL &
PREPARING FACILITATORS

Aswas said many times before, participatory exercises and methods
will always need to be adapted to the specific situation, depending on
the overall objectives, the time and resources available, etc. Preparing
to conduct participatory exercises with program participantsis no
exception. Additionally, preparation for fieldwork can also pose the
new challenges of language, relatively inexperienced facilitators and
participants who are unfamiliar with the process. The steps proposed
below can help facilitators become more comfortable in their roles and
with the exercises, at the same time that they are adapting the methods
to the needs of the community participants. [NOTE: For more on how
to help people become effective facilitators, please see Chapter 7:
Working With Facilitators (pg. 59).]

To prepare, facilitators should divide into their assigned sub-teams. |If
severa sub-teamswill be facilitating the same exercise under similar
circumstances (language, types of participants, etc.), they should work
together to adapt the exercise in order to ensure consistency.

Review the Relevance & Objectives. Review the relevance and
objectives of the exercise and adapt them (if necessary) to the local
context and needs.

The exercises presented in this
guide not only need to be adapted
to each situation, but also require
good facilitation to be effective.
I the organization members are
unfamiliar with the exercises or
the approach, be sure to allow
sufficient time for preparation and
training.

This investment of time will
improve the quality of the results
and help the organization
incorporate the participatory
process into their ongoing
activities and systems.
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When role playing the exercise,
organization members should try
to give the responses they think

will be given in a real life situation.
In this way, the team can
generate a “checklist” of possible
responses for key steps. When in
the field, they can use this
checklist to stimulate ideas among
the participants.
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Review Steps. The group members write a summary, or outline, of
the exercise steps on cards, making any necessary changes to the
original exercise. Each member takes aturn explaining the process to
the others.

First Simulation: With one person playing the role of facilitator and
the others acting as participants, quickly simulate conducting the
exercise.

Trandlate Key Concepts: Identify and trans ate the key concepts into
the local language. This may include the relevance and objectives, the
checklist, or larger ideas such as * Organizational Development.”

Decideon Roles: Each sub-team decides who will be the principle
facilitator and the note taker for this exercise. [NOTE: These roles can
change for each exercise that the sub-team conducts.]

RolePlay in Local Language: Sub-team membersrole play the
exercisein thelocal language. If several sub-teams are working
together, choose one to facilitate while the other members play the role
of participants.

Constructive Criticism: Members of the sub-team facilitating the
exercise critique their own performance and then listen as the others
givefeedback. [NOTE: See 7.6 Constructive Feedback & Self-Cri-
tique (pg. 63) for more information on the Self-Critiquing Process.]

Second Role Play: Role play the exercise again, with a different
group member facilitating.

Review Steps. The entire group reviews the exercise steps.

Prepare a Checklist: Asagroup, prepare a checklist in the local
language.

Prepare SSI Questions. Write the Semi-Structured Interview Ques-
tions and translate them into the local language. Remember that SS|
Questions should stimulate analysis and interpretation by highlighting
extremes, variations, contradictions and patterns.

Materials. Makealist of all the materials and preparation needed for
the exercise.

Prepare Visuals. Decide how the exercise will be presented and
conducted visually, and prepare any necessary materials.
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Overview: Principles & Best Practice For Preparing For Fieldwork

1. Inorder to verify and deepen the findings generated at the organization level, it is important to
conduct exercises with program participants. This is also an opportunity for the organization
members to facilitate these exercises and for community groups to evaluate their own organizational
development.

2. Make sure that facilitation teams are well-balanced and are capable of conducting all of their assigned
exercises.

3. Participatory exercises always need to be adapted to the specific situation, depending on the overall
objectives, the time and resources available, etc. In addition, preparation for fieldwork can also pose
the new challenges of language, inexperienced facilitators and participants who may be unfamiliar with
the process.

4. Participatory exercises not only need to be adapted to each situation, but also require good
facilitation to be effective. If the organization members are unfamiliar with the exercises or the
approach, be sure to allow sufficient time for preparation and training.
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7.1 WoRrKING WITH FACILITATORS

Capacity building workshops will most likely be conducted by ateam
of local facilitators led by ateam leader. It isimportant that the facili-
tation team members are well selected, work well together, are com-
fortable with the tools as well as the facilitation process, and are open
to constructive criticism and self-critique. This chapter discusses some
key ideas and techniques to achieve these goals, as well as takes you
through the process of debriefing with the team.

For amore indepth look at helping facilitators build their skills and
work effectively together, we recommend Participatory Learning &
Action: A Trainer’s Guide which islisted in the Recommended Re-
sources Appendix.

7.2 TEAM SELECTION PROCESS

Achieving abalance is an important part of building an effective team.
Language skills, gender and experience should all be taken into consid-
eration. Keep in mind that while some characteristics of good facilita-
torsare inherent (i.e., awarm, open personality), many can be learned
or enhanced through experience and practice (i.e., the ability to sense
and respond to the mood and needs of agroup). Rather than try to find
team members with a particular skill set, remember that each person
brings to the process his or her own unique experiences. It isimportant
that the team leader recognizes these different gifts and assets, and
helps the group to form in away that takes advantage of this diversity.

In This Chapter

7.1 Working With Facilitators
7.2 Team Selection Process
7.3 Training Styles

7.4 Strengthening Facilitation
Capacities

7.5 Stages of Facilitation
Capacity Development

7.6 Constructive Feedback &
Self-Critique

7.7 Maintaining & Monitoring
Group Morale

7.8 Anticipating & Addressing
Resistance to Change

7.9 Refining the Workshop
Schedule

Y ou may also want to
include both people
affiliated with the

Important Characteristics of Facilitators

organization and
external resource
people. Having differ-

Familiarity with the
local culture & language

Familiarity with NGO
culture & issues

ent perspectives can
enhance theteam’s
ability to interpret
results and identify

Good facilitation,
research, analytical &
writing skills

Ability to
establish trust

critical issues.

Sense of fun

Creativity & Flexibility
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7.3 TRAINING STYLES

Once the facilitation team is formed, it is time to prepare for the
workshop. The team leader’ srole isto help the other members de-
velop the skills and abilities necessary to effectively and sensitively
apply participatory methods. Simply telling team members how to
conduct exercises may seem like the most efficient way to prepare,
especially when timeislimited. However, this approach not only
contradicts the underlying principles of participatory action learning, it
also rarely leads to strong group building or areal understanding of
participatory methodology. In addition, aconventional training ap-
proach is not sensitive to the fact that different people learn in different
ways and at different rates.

The team leader should instead take the time to encourage reflection
and creativity by maximizing facilitation team members’' participation
in the training and by minimizing one-sided communication, such as
lecturing. Remember that the team leader can be seen to hold more

Characteristics of an Effective Facilitator

LISTENING SKILLS

TeaM BUILDING
SKILLS

Listens carefully

COMMUNICATION
SKILLS

SYNTHESIS &
ANALYSIS

Promotes a
Team Spirit

Observant

Addresses
Participants’
Concerns

Good Teaching
Skills

PERSONAL
CHARACTERISTICS

Uses Visual Aids

Able to Synthesize

Sensitive to
Body Language

Courteous

Creates a Positive
Environment

Able to Speak
Audibly/Clearly

Information .
Curious
Able to
Stimulate Analysis .
Patient

COMPREHENSION
SKILLS

Able to
Build Trust

Presents Concepts
in Simple Language

Periodically
Reviews/Recaps

Sense of Humor

Verifies
Information

Understands
Methods

Manages Group
Power Dynamics

Timve Use

Ensures Everyone
Understands

Self-Confident

Well Prepared

Adapts to the
Situation

Non-Authoritarian

Tolerant

Able to Accept
Constructive
Criticism
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authority, at least at theinitial stages of the process. It istherefore
even more important that the team leader be sensitive to how much he/
she is dominating the learning process. The facilitation team may
want to consider rotating the team leader (or coordinator) position
among the members in order to reduce the chance for one person to
dominate the entire proceedings, and to give other group members an
opportunity to develop their leadership skills.

One effective technique for helping facilitators reflect on and improve
their skillsisto brainstorm as a group al the characteristics of an
effective facilitator. The team leader may want to suggest others from
achecklist to complete the team’s list. Then, the facilitation team
works together to group similar criteriainto categoriesin order to
identify broader characteristics. This brainstorming activity helpsthe
team to generate its own list of criteria on which they will evaluate
their performance during the workshop.

7.4 STRENGTHENING FAcILITATION CAPACITIES

Preparing to facilitate a self-assessment is not simply a matter of
designing an agenda or practicing using the specific tools. Itisaso an
important opportunity for facilitation team members to deepen their
understanding of the facilitator’s role and to develop their abilitiesto
effectively support a group learning process. Many of the team mem-
bers may need to make a shift from aleadership or teaching mode to a
more supportive, guiding and enabling one. This includes:

» Listening rather then talking
» Encouraging discovery rather than presenting information
» Being flexible and responsive rather than controlling

The facilitator’ sroleisto help individuals, groups and communities
identify their own needs, priorities and potential for change through
collective action. He/she achieves this by:

» Getting information out there for the organization or community to
examine and explore

» Helping participants analyze and interpret information

* Posing probing questions and clarifying results

No matter how much preparation they do, facilitators may still feel
uncomfortable or unsure of themselves once they start working with
participants. At best, the preparation period can give the team mem-
bers a solid foundation on which to build. It isimportant to emphasize
that developing and improving facilitation skillsis a continuous,
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Just like riding a bicycle or
learning to swim, you can only
learn to facilitate by practicing
and learning from both your
successes and mistakes.
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hands-on process. Just like riding a bicycle or learning to swim, you
can only learn to facilitate by practicing and learning from both your
successes and mistakes.

7.5 STAacES OF FACILITATION CAPACITY DEVELOPMENT

Conducting an organizational self-assessment, or any type of intensive
participatory activity, is an opportunity to strengthen the capacity of
local facilitators who then can become resource people, conduct future
workshops and train others. It isimportant to see the process as an
apprenticeship during which less experienced facilitators can learn
from those with more experience. Just asthereis an evolutionary
process in organizational development, there are also facilitation
capacity stages that require different types of support and enable
facilitators to work in different ways.

Embryonic: Anindividual is exposed to the participatory approach
for the first time, perhaps as a member of an organization. Hisor her
primary role at this stage is participant.

Emerging: After learning about participatory methods as a partici-
pant, an individual facilitates exercises with a group, for example at
the community-level during an organizational self-assessment. He or
she may need to follow a guide without adapting the exercises to the
situation dueto alack of experience or confidence. At this stage,
beginning facilitators need guidance from a more experienced person
who can help them with both facilitation and in using the methods
more effectively.

Growing: At thisstage afacilitator may be a member of afacilitation
team, taking on more responsibility for planning, implementing and
evaluating a participatory workshop. Asamember of the team, he or
she becomes more familiar and comfortable with adapting and creating
exercises, and continues to develop his or her facilitation skills through
regular feedback sessions.

Well Developed: A facilitator at this point has enough experience
with participatory methods to take on more of aleadership role within
afacilitation team. He or she can serve as aresource person for orga-
nizations and groups carrying out action learning activities. Facilitators
at this stage can also develop their own tools and methods, relying less
on written guides.

Mature: A “mature’ facilitator is able to help others develop their
facilitation skills. He or she may serve as ateam leader and can
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mentor less experienced facilitators during participatory workshops.
At this stage, afacilitator is very comfortable devel oping workshops
tailored to specific situations, designing exercises and coordinating the
process from preparation to action planning.

Just as organizations can more openly assess their capacity levels
using the analogy of a growing tree, so can facilitators measure their
skills using these developmental stages. Facilitators may be able to

more easily give and receive constructive criticism when their

abilitities are assessed using this non-judgemental scale.

Roles &
Responsibilities

Embryonic

Facilitation Development Stages

Emerging

Growing

Well Developed

Mature

Team Leader
Trains &
Mentors

Facilitator
Leads &
Supports

Team Member
Facilitates &
Plans

Beginner
Facilitates with

Support

Participant
Exposure to
Methods

Able to participate

in exercises

Able to adapt, some
planning & exercise

creation

Able to lead & train
new facilitators

Able to plan, adapt

& create, some
leadership

Able to facilitate
with support, little
adaptation

7.6 CoNsTRUCTIVE FEEDBACK & SELF-CRITIQUE

Developing facilitation skills, at any stage, is an ongoing, hands-on
process that requires the ability to be self-critical and to accept feed-
back from others. Facilitation islearning centered; you help others
learn while you grow aswell. Really good facilitators are not those
people who “know” how to facilitate; they are the ones who have the
courage to continually try out new ideas and welcome both positive
and critical feedback.

Once the workshop begins, regular review sessions should be held to
help the facilitators reflect on the process, share ideas and exchange
feedback. Thisis also the time to review the information generated,

make adjustments to the workshop plan, and decide on the next steps.
Effective team leaders encourage facilitators to do their own reflection
and feedback.
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Steps for Debriefing with
Facilitators

Self-Critique
(Strengths)

Self-Critique
(Weaknesses)

Feedback

Reflecting on
Workshop

Examining
Critical Issues
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One way to do thisisto hold review meetings at the beginning, middie
and/or end of each day of the workshop. Use thistime to talk about
how the team members felt before, during and after conducting par-
ticular exercises. Discuss any difficulties and how they were resolved,
aswell aswhat made the exercises successful. Then reflect on the
processin general. Here we present one possible sequence for con-
ducting these debriefing sessions.

Sdf Critique (Strengths): Going around the circle, the facilitators
each reflect on the day and share some of the positive aspects of their
own facilitation. Encourage them to identify how they have improved,
particularly in light of previous feedback. [NOTE: For the criteriato
use in the Self Critique process, the facilitators can refer to the Charac-
teristics of an Effective Facilitator list generated by them, or adapted
from pg. 60.]

Sdf Critique (Weaknesses): Go around the circle and have the
facilitators list some things that could have been improved in their own
facilitation. Facilitators should try to give specific examples of when
they felt their facilitation could have been better and how they will
work to improve these skills.

Feedback: Once each team member has critiqued his or her own
performance, then they each hear feedback from the other members of
the team. If the facilitators are working in pairs (i.e., one facilitates
while the other takes notes), then the partners critique each other,
starting with the positive and then suggesting ways to improve.

Reflecting on the Workshop: Asagroup discuss, how the workshop
went that day. This discussion could include the morale level of the
participants and facilitators, time management and the quality and
relevance of the information generated. Try to cite specific examples
whenever possible, as well as changes that need to be made.

Examining Critical Issues: What were the critical issues that
emerged during the day? How do they fit in with the overall assess-
ment? Were there any surprising results that need to be examined
further?

7.7 MAINTAINING & MoNITORING GRouP MORALE

Making sure that participants energy and enthusiasm levels remain

high throughout the self-assessment can be challenging. Even when
time seems limited, facilitators need to set aside periodic breaks for

fun “energizers.” There are many games that can be played to get
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participants moving and laughing. Often the participants themselves
come up with creative activities to conduct. Singing songs, dancing
and exercising can also be effective energizers for a sluggish group.
Several of the books listed in Appendix 2: Recommended Resources

provide good ideas for group energizers and fun activities.

It isimportant to set up a process
by which participants can regularly
communicate their feelings about
the workshop to the facilitation
team. By taking a“mood reading”
everyday, facilitators can quickly
make adjustments to the schedule
or facilitation style in response to
participants’ expressed prefer-
ences. One effective way of
monitoring the group’s mood isto
create a“Mood Meter” poster. At
the end of every day, participants
can anonymously rate the session
in different categories (for ex-

Mood Meter

S,

S

@

Facilitation X X X X X X
Content XX XX X X
Participation X X X X X X

ample: Facilitation, Participation and Content), using asimple scale
such as Good, Fair, or Needs Improvement. This scale can be visual
aswell, with drawings of facial expressions or cups filled with differ-
ent levels of liquid. There should also be abox or envelope where

participants can leave more detailed comments and suggestions for the

facilitators.

This feedback can be reviewed during the debriefing process, and a
brief report should be given at the beginning of the next day’ s session.

7.8 ANTICIPATING & ADDRESSING RESISTANCE TO CHANGE

The self-assessment exercises described in this guide, if well facili-
tated, can identify critical issues requiring substantial changes to
improve organizational performance and viability. Past experience
indicates some changes are likely to be perceived as threatening to
members of the organization, whose interests may be affected. Some
members may be unwilling to take a critical ook at their organization,
thinking “we are working hard, and are doing all right...why make
changes?’ On the other hand, the process may reveal that the

organization’s activities are not having the intended impact in terms of

its purpose. Leaders within the organization, learning this, may be-
come defensive. If care is not taken, they may criticize the methodol-
ogy or the facilitators, or even abruptly end the assessment process.
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Facilitators of organizational self-assessments must learn how to
anticipate resistance. This requires guiding the process to prevent
strongly negative (or defensive) reactions that may block change. One
may think that information generated by organizational members
themselves, in a participatory way, will automatically be accepted, but
thisis not always the case. Like communities, organizations have
different interest groups. Each group may have different perspectives.
The facilitator must create a positive dynamic for improvement and
avoid situationsin which the analysis of organizational strengths and
weaknesses generates strong resistance.

A key point to remember is that the leaders and decision-makers
within the organization have to support the process, and endorse the
results generated by the participants. Without their support, thereis
little chance that any recommended actions will be carried out. Here
are sometipsfor facilitators to avoid potential resistance:

Meet with Leaders. Conduct preparatory meetings with leaders and
key members before the self-assessment. Discuss the terms of refer-
ence and agree on the mandate. Explain the overall process, and
emphasize that there must be a clear willingness and commitment of
organizational members not only to participate, but to change. Good
preparation and clear understandings beforehand will generate a
higher level of trust.

Develop Guidelines Beforehand for Dealing with Sensitive | ssues:
Take the organization or community |eaders aside beforehand and
explain that the self-assessment may possibly reveal sensitive areas,
including issues that may reflect critically on the organization and its
leaders. Ask them about how they may react should this occur. Ex-
plain that, as afacilitator, you are there to help them become more
effective, not to criticize them. Ask them what guidelines they would
propose to deal with sensitive issues, should they arise. For example,
they may request that you ask for permission to undertake exercises
that address |eadership or decision-making. There is nothing to be
gained by surprising potentially sensitive exercises on leaders.

Start with “ Safe” Exercises. Always start with more general and less
threatening exercises. Thiswill give participants more time to get used
to the participatory process of dialogue and analysis, and generate a
positive group dynamic. As understanding of, and trust in, the process
isbuilt, it will enable the participants to better address more sensitive
issues later.
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Use Your Own Best Judgment: If avery tense situation arises, it may
be better to postpone the discussion. Use this pause to consult with key
members of the organization or community about how best to proceed.

Ask L eadersto Encourage Openness. Ask the leaders to encourage
the organization or community members to be frank and honest in
expressing their opinions, without fear of negative consequences for
speaking openly. Y ou may decide to develop ground rules, such as
nothing said during the assessment can be used against someone later,
to create a safe environment for honest discussion. Ask participantsto
let go of the normal hierarchy of the organization by affirming the
equality of every person in the process.

Share Reportswith Leaders: Always ask the organization or com-
munity leadersto review assessment reports before they are made
public, especially sectionsthat contain critical or sensitive information.
While participants may accept points of self-critique during internal
sessions, they may be strongly concerned if such information is shared
externally, especially with funders.

If signs of resistance or defensiveness do appear, ook for the underly-
ing causes by talking with group members privately about it. Try to
identify whether the resistance is resulting from misperceptions, or
whether there are real reasons that need to be addressed. Ultimately, if
participants are unwilling to take a critical ook at their organization,
then the facilitator must accept this. At the reporting phase, this can be
dealt with by presenting the recommendations of participants and
facilitators separately.

7.9 REFINING THE WORKSHOP SCHEDULE

Daily meetings with the facilitation team members provide an opportu-
nity to refine the schedul e based on feedback from the participants,
emerging critical issues or time constraints. During the review ses-
sion, the facilitators share their thoughts about the workshop process
and identify the significant results of the exercises that they had con-
ducted. The team then needs to adjust the workshop schedulein
response to these observations. Some common adjustments are:

» Over-Ambitious Schedule: The participants may express adesire
to slow down, or the facilitators may feel that they are rushing to
complete the planned exercises which negatively affects their
facilitation.
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* Unexpected Results: New exercises may need to be added to
respond to unexpected issues that arise. Or, planned exercises may
be unnecessary in light of workshop results.

* Team Changes. Teams may need to be re-formed due to absences,
personal conflicts or participants knowledge or experience.

Once the team has identified what changes need to be made to the next
day’ s schedule, make a chart with columns for WHAT, WHEN and
WHO. Then write on cards all the activities of the day, including
breaks and meals, when they will occur and who will be responsible
for carrying them out. This revised schedule should be presented to
the participants, with explanations for any changes, at the beginning of
the next day.

Overview: Principles & Best Practice For Working With Facilitators

1. Achieving a balance is an important part of building an effective team. Language skills, gender and
experience should all be taken into consideration. Rather than trying to find team members with a
particular skill set, remember that each person brings to the process his or her own unique
experiences.

2. The team leader should take the time to encourage reflection and creativity by maximizing the
facilitation team members' participation in the training and by minimizing one-sided communication.

3. The facilitator’s role is to help individuals, groups and communities identify their own needs, priorities
and potential for change.

4. Conducting an organizational self-assessment, or any type of intensive participatory activity, is an
opportunity to strengthen the capacity of local facilitators who then can become resource people,
conduct future workshops and eventually train others. It is important to see the process as an
apprenticeship during which less experienced facilitators can learn from those with more experience.

5. Developing facilitation skills is an ongoing, hands-on process that requires the ability to be self-
critical and to accept feedback from others. Really good facilitators are not those people who “know”
how to facilitate; they are the ones who have the courage to continually try out new ideas and who
welcome both positive and critical feedback.

6. Once the workshop begins, regular review sessions should be held to help the facilitators reflect on
the process, share ideas and exchange feedback. Effective team leaders encourage facilitators to do
their own reflection and feedback.

7. Certain recommended changes or implications that emerge from the self-assessment may be
perceived as threatening to some organization members. In order to minimize this, it is critical to
gain leaders’ and decision makers’ involvement and support.

8. Take time out for fun energizers, and make sure that there is a process in place by which participants
can comfortably communicate their feedback about the workshop on a regular basis.
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8.1 SYNTHESIS & ANALYSIS

In order to tranglate the exercise results into useful and accurate infor-

mation that will lead to action and organizational change, there needs
tp be an _ongoi ng Synthesis & Analysis process. These periodic reflec- | g4 Synthesis & Analysis
tion sessions serve to:
8.2 Synthesis & Analysis: Group
«  Summarize what has already been covered in the workshop Process

* ldentify emerging trends and apparent inconsi stencies

: . : 83 D tati
* Reinforce the participants comprehension of both the methods and ocumentation

the results of the process 8.4 Capturing Exercise Findings
» Give participants an opportunity to discuss, confirm and interpret
the main findings 8.5 Recording Informal

+ Identify key areas that require further exploration Information

» Highlight the underlying critical issues that must be addressed to 8.6 Documenting Changes in

improve the performance and viability of the organization Exercises
8.2 SyNTHESIS & ANALYsSIS: GrRoup PROCESS 8.7 Documenting the Workshop
Process
The reflection process should include all the participants and facilita- 8.8 Systematic Organization

tors, and needs to be conducted at both the intermediary organization
and community levels. For each completed exercise, the facilitators of | 8.9 Writing the Report
that exercise present the main findings and lead a discussion with the
entire group. These sessions, which should be as visual and inclusive
as possible, can include the following steps:

Reiterate the Relevance of the Exercise: This servesto clarify how
the exercise contributes to achieving the overall assessment objectives.

Review the Objectives of the Exercise: Reviewing the objectives
hel ps the group to understand and eval uate the exercise results.

Briefly Outline the Steps: Remember that the goal of the workshop is
not only to conduct an organizational self-assessment, but also to
strengthen participants' ability to apply participatory tools and meth-
ods. Quickly reviewing the steps of each exerciseis part of integrating
the participatory approach into ongoing organizational activities and
systems.

Visually Present the Data: The facilitators present and explain the
diagrams generated during the exercise.

From the Roots Up 69



ANALYSIS & DOCUMENTATION

70 World Neighbors Field Guide

Highlight the Main Findings. Using the diagrams, the facilitators

can circle the key findings, including high or low scores, any signifi-
cant divergence in perception, or information that either confirms or

contradicts previous findings.

Discussthe Key Resultsin Relation to the Assessment Objectives:
Thisis an opportunity for all the participants to reflect on the key
resultsin light of the overall objectives. Group members should
discuss whether the results are accurate, relevant and what the pos-
sible explanations might be. Some findings may emerge that require
further examination through subsequent exercises. Make sure that
thereisanote taker (ideally not adirect participant) who is recording
the key points of the discussion.

I dentify the Underlying Critical Issues. Oncethe discussion is
concluded, the facilitators can hand out cards to the group members.
Each person should write down the critical issues that he or she sees
emerging from the findings. Make sure that people only write ONE
issue or ideaper card. If any participants areilliterate, break up into
small groups, each with at least one note taker who can write the
participants’ ideas on cards. Facilitators and any external resource
people should also write down the critical issues they identify. How-
ever, they should use adifferent color pen or card to distinguish their
ideas from those of the organization members.

Once the cards have been filled out, they can all be collected and
coded to the exercise being discussed.

8.3 DOCUMENTATION

Without an efficient and accurate documentation system, thereisa
high chance that important information and ideas will be lost. Docu-
menting the findings and the processiis critical to ensuring long-term
learning and change, as well as helping the organization track its
progress over time. It isalso often important to be able to communi-
cate the results of the assessment to key stakeholders, such as donors
or program partners. Workshop documentation includes:

» Capturing the information generated during exercises

* Recording theinformal information during the exercises, includ-
ing discussions, body language and feedback from participants

* Documenting innovations in the self-assessment process, includ-
ing adapted or invented exercises

* Recording the process, including daily schedules and participants
feedback
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» Systematically organizing the entire body of informationin a
flexible and easily accessible manner

» Writing areport (or reports) as a group that meets the needs of the
intermediary organization, the community groups and external
interests

Documenting the process and findings should not be seen as a separate
phase, but is a part of every stage of the workshop. In this chapter we
present some hints and procedures that may help participants and
facilitators effectively integrate documentation into the process.

8.4 CAPTURING EXERCISE FINDINGS

In order to accurately and completely capture the information gener-
ated during exercises, it isimportant to think about documentation
needs before, during and after each exercise.

Before: Good preparation is the key to being able to successfully
capture all of the significant information generated during an exercise.
By preparing as much as possible ahead of time, the facilitator isfree
to more carefully record the participants’ responses onto the visuals,
and will have the materials needed to do so. Simply having the time to
neatly write the participants' ideas on cards can make a huge differ-
ence. Likewise, having all the necessary materials allows the facilita-
tor to clearly distinguish different “groups’ of information (i.e., par-
ticipants contributions vs. those added from a checklist). Advance
preparation can include:

» Consistency: From the very beginning of the workshop, develop a
few simple documentation systems. For example, it may be
decided that anything the facilitator adds will be written in greenin
order to be able to distinguish it from participants contributions,
written in black. Once these guidelines are decided upon, apply
them consistently throughout the process.

» Cards: Make sure that you have enough cards in the necessary
colorsfor the exercise.

* Visuals: Prepare the flip charts ahead of time with the visual
tool(s) to be used. For example, if the exercise requires a matrix,
draw the grid on the flip chart BEFORE the exercise begins.
Likewise prepare any checklists or other visuals ahead of time.

* Materials: Gather together all the other necessary materials,
including different colored markers or pens, ballots (if necessary),
tape, etc.

* Think About Documentation: Think ahead of time about how the
findings will be documented, what the documentation challenges

m how th vercome.
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Coding: Assign each exercise a code [see 8.8 Systematic Organi-
zation (pg. 75)].

Think About Capturing Information: Especialy if exercises are
being conducted using materials other than cards and flip chart
paper (i.e. sticks and small stones on a dirt floor), plan ahead how
the information generated will be captured and stored.

During: During the exercise, keep in mind that the visuals will have
to be read and interpreted at alater time, perhaps by someone not even
involved in the original exercise. Things to think about include:

Lab