Development of a Planning, Monitoring, Evaluation and Systematisation System (PMES) for PRODAP II
Five months after start up of PRODAP II, and having recruited its full staff of professionals,
 as a coincidence implementation was also initiated of an Intensive Monitoring and Evaluation Programme (in Spanish, PRISE) supported by the PREVAL II and RUTA regional programmes.
 
From a methodological point of view, PRISE entailed implementation of three modular courses, Field Support Workshops (in Spanish, TAT), and an Online Help System.

As it was in its initial phase, PRODAP II was one of the projects selected for implementing the TAT workshops, i.e., directly receiving technical support at project headquarters, with a consultant facilitating the technical management of the assistance provided.
By agreeing to participate in the PRISE programme, PRODAP II committed itself to replicate the contents of the training received from each of the training modules, and conduct agreed practical exercises, amongst other things.  The aim of the TAT workshops is to strengthen the use of the knowledge acquired during the PRISE trainings, and facilitate institutionalisation of Monitoring and Evaluation (M&E) at project level.

Participation by PRODAP II in the PRISE programme and the TAT workshops allowed its technical staff to jointly reflect on the development of the Project Paper and update their knowledge on planning, monitoring, evaluation and systematisation (PMES) in a participatory manner.

The three TAT workshops were conducted throughout 2002 (in March, September, and December), and as a result of this the 27 professionals recruited by PRODAP II re-designed the project Logical Framework and gradually helped in the development and ownership of the project PMES system. 
In each of the three-day long TATs a participatory discussion was conducted on the main elements and characteristics of the Planning, Monitoring, Evaluation and Systematisation sub-systems; M&E indicators were developed in line with the project objectives; key data-collection, processing, and analysis approaches and instruments were identified to enable a type of monitoring that encourages the active involvement of different project stakeholders; an information flow chart was developed, amongst other activities.
The aim was to help ensure institutionalisation of the project PMES system, by building capacity among the PCU technical staff and involving them during its development stage.
The PMES system was designed to be:
a) Participatory, by responding to the project’s demand-based approach
b) Decentralised, because it recognises and strengthens different concerns and responsibility levels
c) Strategic, because it focuses on implementation, analysis and verification of “action strategies,” rather than activities only
d) Systemic, as it comprises Planning, Monitoring, Evaluation and Systematisation sub-systems
e) Based on a gender and age-sensitive approach, as it promotes equality/equity both between men and women and different age groups in accessing project services
f) Empowering, as it builds capacity among grassroots organisations and families, to enable them to influence public policy and exercise citizenship
g) Simple, by providing accurate, comprehensive, useful information, with instruments that are easy to understand and manage by families, organisations, and co-implementing companies
h) Automated, as it takes into consideration the complexity, size, and timing of the information required for the system to be effective and contribute to achieve the project objectives
The system’s main stakeholders include: 
a) User families, who are the main source of information 
b) Grassroots organisations (both direct and indirect beneficiaries) who are responsible for project implementation and at the same time recipients of its goods and services 

c) Integrated technical assistance service providers (in Spanish, EPS/ATI), who are responsible for providing the project services
d) The PCU, as the body responsible for coordinating and facilitating processes, providing goods and services to users, and ensuring appropriate planning and use of project resources
e) Donors (IFAD, GOES), cooperating agencies (UNOPS), and national institutions (Ministry of Agriculture, Ministry of Finance, Technical Secretariat), who are ultimately responsible for project implementation, its global monitoring, and ongoing, mid-term and terminal evaluation to measure project outcomes and impact
The system was developed to meet the information needs of the project (at an internal and PCU level) and users (co-implementing companies and organisations), with a view to building local M&E capacity.  In addition, an automated computer system was selected to facilitate data management and the training of users in computer skills.  This system was initially implemented with the co-implementing companies, and later on directly with the target organisations.
Mechanisms for promoting PCU staff engagement with the system
PLANNING SUB-SYSTEM
During 2002, PCU staff members reflected on the contents of the appraisal document, re-designed the Logical Framework, and developed a PMES system for the project.  At the end of 2004, the actual dynamics of project implementation led to adjustments in the Logical Framework, with support from a PREVAL III consultant.
The development of Annual Operating Plans (AOP) is a result of participatory reflection processes between PCU staff and EPS/ATI technical staff, as well as feedback from evaluations, each organisation’s development plans, and data gathered as part of the baseline study.
These reflection exercises at regular intervals allow developing and adjusting regulations for the co-implementing companies and grassroots organisations, including:
· Development of information guidelines for the planning and monitoring of co-implementing companies’ technical and financial activities (2002) 
· Adjustments to the “Monitoring and Reporting Guidelines” for co-implementing companies and organisations undergoing resource transfers (2004) 
· Instructions paper on M&E for the grassroots organisations targeted by the project, as part of a transfer process to be completed in 2006.  This document was reviewed in a participatory manner by PCU staff, leading to adjustments being made to the way monitoring was conducted (to increase involvement by users) and existing computer-based modules.
As part of the process of building a monitoring and evaluation culture, a proposal involving the creation of M&E committees within organisations was put forward and implemented.

MONITORING SUB-SYSTEM
To monitor all the project areas (five target areas), the project had technical teams responsible for M&E in place, who had supported the development of the PMES systems and also received training to be able to perform their tasks.
As of 2002 a data automation process was initiated both at internal PCU level and within the co-implementing companies.  At an internal project level implementation included:
· A module for programming and monitoring PCU activities.  Each individual responsible for a specific component has part of the software in place in his/her computer, to be able to monitor his/her own targets as specified in the AOP. 

· A module for controlling contracts and disbursements, recording any transactions conducted under each contract signed by the PCU, by components and/or units.  This module allows tracing the background and expenditures of each contract and also of all the contracts as a whole.  The software is managed by the liaison office secretary.

· A module for monitoring FISP activities.  It gathers geographic data as well as data on the user population, any co-funding allocations, investment types and lines for social and productive projects, jobs created, etc.
· Software for managing data on trainings, broken down by gender, organisation, thematic area, geographical area, amongst others.

· Software for managing data on the Rural Financial Services sub-component (RFS).

· Software for managing data on the Small-Scale Companies sub-component.

At a PCU level a local-area networking service was set up, including a Virtual Library with unpublished project documents and issues of concern for project development.  Each of the sub-components/units features a special section with official documents available to team members and/or stakeholders, which reduces paper waste.

In view of the above, the PCU staff was therefore trained in the use of the Internet and internal communication tools being set up for improved information flow.

A number of visits were also made to monitor the activities conducted, and the project also attended monitoring meetings hosted by organisations (for organisation members, the organisation’s M&E committee, recruited technical staff and PRODAP II staff) to further provide support.
The system also produces reports for any donors requesting them, the Ministry of Agriculture, the Ministry of Finance, the Technical Secretariat of the Office of the Presidency, IFAD, and UNOPS, and also information to support project visits.

Opportunities for reflection at a PCU level to review project progress include:
· Strategic committee meetings held on a regular basis and attended by the Project Manager, the administrative manager, the staff member responsible for gender issues, and the staff member responsible for the PMES Unit. 
· Management meetings held on a monthly basis and attended by project staff, with inputs based on the monthly reports delivered by each individual responsible for a project sub-component on his/her thematic area.
· Bi-weekly meetings with field staff, with inputs based on monthly reporting.  Field staff members report on the outcome of their support to organisations under their responsibility.
· Expanded meetings held at regular intervals and attended by the entire project staff, where strategic issues facing the project are discussed.
A geographic information system was put in place with support from university students (as part of their dissertation); it shows the geo-referenced positions of actions implemented by the project in its area of influence.  This system will be an instrument for project phase out, helping with territorial planning and with a link leading to it in the project website.
EVALUATION SUB-SYSTEM
PRODAP II has been conducting evaluations on a yearly basis, using different approaches, techniques and instruments.  As part of this, both internal and external performance evaluations have been conducted on the co-implementing companies, as well as evaluations on organisations undergoing transfer processes, and on specific project activities.
Project evaluations have been both outsourced and conducted by PCU staff.  The latter approach allowed a more comprehensive analysis and interpretation of those changes being created as a result of the project and more in-depth reflection within the PCU.
In 2006 an innovative experience was implemented in line with the empowerment processes being promoted by the project: self-evaluation by images.  This approach allowed organisation members to acquaint themselves with the use of audio-visual media and choose which positive and negative issues relating to their organisations’ experience with PRODAP II they wished to share between themselves.  To support this activity, PRODAP II members attended a training provided by PREVAL on Management of Audio-Visual Approaches.  In addition to building their capacity, this opportunity was taken to validate the Image-Based Evaluation Guidelines developed by PREVAL III.

Outputs developed as a result of the planning stage include:
· Development of a qualitative and quantitative Baseline Study – Phase 1 (sample development), Phase 2 (data collection, processing and analysis).
· Five events to evaluate performance of the EPS/ATI, three at an internal level (with the managers of six beneficiary organisations and area team members), and two at an external level, for which a consultant was engaged. 

· Participatory evaluation of organisations undergoing transfer processes.
· Development of an impact-oriented progress report on the PRODAP II results.  Recruitment of consultants for qualitative and quantitative areas.
· Support to implementation of the PRODAP II Mid-Term Evaluation by IFAD in April 2006.

· Assessment of Community Inductors-Producers (CIP), Greenhouse Developers.
· Participatory assessment on improved-stove projects. 

· Participatory self-assessment on Management Liaison Officials. 
SYSTEMATISATION SUB-SYSTEM
The Project initiated systematisation of its experiences in 2003, and two training events were held for this purpose with support from FIDAMERICA.  The first training was attended by technical staff from the PCU and co-implementing companies, with three experiences being successfully systematised. 
The second training event (2004) sought to expand the use of this approach and was attended by two technical staff members of each co-implementing company.  Nine experiences were systematised and capacity was strengthened for nine technical staff members (three of them women) who had attended the first training event.  In this way, the second training event reinforced the knowledge already developed and built local capacity. 
Fourteen project experiences have been systematised so far (five of them, systematised during the second training, were awarded a prize in a contest carried out as part of the project). 
Through systematisation of experiences and training events systematisation capacity has been built for 15 technical staff members (eight of them women).
Mechanisms for engaging users with the system
At a user level, the project sought to involve all the user families and their organisations in the planning process, through to the monitoring and evaluation of the services and social/production projects implemented in their communities, so that they were gradually equipped to develop and use their own capacity.
To secure real involvement by users, i.e., not only their physical presence but also their views and participation in decision making, the following activities were conducted:

PLANNING SUB-SYSTEM
Participatory identification of their demands both at an organisational level (organisational appraisals) and with regard to their social/production development (participatory rural appraisal with a gender approach - PRA-G). 
Based on the expression of their own demands, users were involved in the drafting of their own organisational strengthening plans (OSP) and integrated development plans (IDP).  These plans are endorsed by a PCU multi-sectoral team and permit the development of terms of reference for engaging the services to be provided by the co-implementing companies or organizations undergoing transfers.

Participation in the development of draft social and production investment projects.

A second phase, once resource transfers to organisations for technical service provision are completed, involves the development of technical and financial proposals by organisations, supported by their technical staff. 
MONITORING SUB-SYSTEM
Training and creation of an M&E Committee with representatives from the organisations and user families/communities, who examine progress in their different communities on a bi-weekly or monthly basis. 
Monthly meetings to examine technical and financial progress in the services provided and suggest recommendations and adjustments to ongoing activities and projects.  Meetings attended by board members, M&E committee members, technical staff and management liaison officials.
Training and creation of a) administration committees, and (b) M&E committees to implement social and production investment projects.

An innovative approach taken by the project was the creation of Management Liaison Officials.  Each of the 24 organisations undergoing resource transfer processes for the management of technical support services has a staff member, mainly young people, responsible for monitoring the Memorandum of Agreement signed between the organisation and the project.

Management Liaison Officials are responsible for developing monthly physical and financial progress reports as part of the organisation’s accountability, as well as keeping track of progress made by user families.  To perform this role, liaison officials were trained in the use and management of financial records and controls, as well as the management of the automated system.

Development of an automated system that was put in place in each of the organisations undergoing transfer processes, to be managed by the liaison official in his role as staff member responsible for feeding information into and updating the system.  The system comprises:
· Implementation of a module with data on each agricultural producer, starting with baseline information on each agricultural producer and his/her family group.  A database on producers served by each of the organisations or EPS/ATI, with information broken down by geographical area, gender, and age.  Family group members by age group (children, young people, adults, and older people).  Agricultural producers supported by each of the technical staff members engaged.  Producers’ total land size and ownership status, etc.

· Software for programming and monitoring technical and financial activities, that allows monthly reporting on physical and financial progress, as well as reporting on payment of expenses.

· Software for planning and monitoring each producer’s plan, showing the productive results achieved by each of them.

This innovative experience has enabled 23 young people (14 of them women) to perform a monitoring function, manage the system, and submit their reports in an automated fashion.  The project has a Directory in place with personal data on each of them, as well as their work experiences, and photographs, as part of local capacity built.
Through learning to manage the automated system people have been enabled not only to develop and/or strengthen computer skills but also to increase their self-esteem and recognition within their community.

EVALUATION SUB-SYSTEM
From the organisations’ perspective, and with a view to creating a group culture of evaluation, user organisations have managed to develop:
Half-yearly evaluations to examine together with user families the process conducted as well as any restrictions and achievements. These evaluations were initially conducted with support from the co-implementing companies, and later by organisations themselves, with users and their grassroots organisations using a highly participatory approach.
Annual implementation of “achievement days,” where user families and their organisations show the results achieved during the year, based on audio-visual means and testimonies developed with support from their own technical staff.
As part of a community contest, an image-based self-evaluation was developed in 2006.  This is an innovative process through which organisation members themselves learn to use audio-visual means, agree on the positive and negative issues they wish to share, develop a script (thereby learning to match issues to images), and conduct an evaluation process on a practical experience as a result of PRODAP II support.  This innovative experience has resulted in three organisations developing their own image-based self-evaluation videos (as part of a project contest) and five participants (three of them women) being trained in the management of audio-visual approaches.
LESSONS LEARNED
A PMES system developed (designed) in a participatory manner helps build capacity and institutionalise the PMES system.
When the PMES system is developed during the first months of project implementation there is increased ownership of the system as well as improved integration between team members responsible for making it work. 
Involvement by user organisations and families in the operation of the PMES system helps build local capacity and enhances empowerment. 
A PMES system is not something static, as it should respond to changes in project operations.

Development of a PMES system should promote accountability and learning by the entire range of stakeholders involved in its implementation.
An automated information system facilitates the management of user-friendly data and provides timely information to inform decision making.
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