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1 Introduction 
This Unit focuses on the monitoring, evaluation, reflection and learning processes that should accompany participatory spatial information and communication processes. The Unit introduces the trainee to key concepts and tools relevant to planning, monitoring and evaluating the participatory mapping cycle and its application in advocacy or change processes. The focus is on tools which help the implementation team understand, reflect on and manage the social dynamics and project planning required for effective use of the maps.
It is important to focus not on the success of the actual mapping, but on the end goals: Did the mapping help the community achieve its aims? Did the mapping have an overall beneficial effect? Was any harm done by this project? What were the lessons learned? Did the mapping increase the ability of the community to advocate for its rights and protect the integrity of the local ecosystem on which it relies or for which it feels responsible? 
This Unit is useful for those developing grant proposals for participatory mapping, monitoring project implementation and evaluating results. 
2 Planning and Methodologies

Planning, monitoring and evaluation may sound like stressful requirements imposed by donor agencies, but in fact they are valuable tools to help you know whether you are making progress. They sharpen the analysis that guides your interventions and they ensure transparency and accountability. Organisations and teams that skip these aspects may experience role confusion and missed opportunities and they may go off target with their plans and budgets. 

One of the most important aspects of good planning, monitoring and evaluation is the opportunity for feedback on your process and results from the people who count. If you are serious about community empowerment, planning, monitoring and evaluation are key tools that hold the NGOs accountable and allow the community’s voice to be heard clearly. 

It all starts with planning. It is usually easier to choose a particular planning methodology. A methodology helps ensure thoroughness and consistency in the planning and should draw forth important questions such as: Who is driving the project? Who are the change agents? What are the risks? What are we measuring as our success indicators? When must things happen to keep this on track? What budget is required to achieve the desirable activities? 

If the project’s goal is to effectively link mapping with advocacy opportunities, how does the implementing team plan to do that and then monitor and evaluate its performance? All work by non-governmental organisations is (or should be) regularly subjected to cycles of planning, monitoring and evaluating. Extensive literature and online tools are available to help trainees learn about planning, monitoring and evaluation. This Unit is not intended to be a complete training course, but rather aims to raise awareness of how to approach these tools in the context of good participatory mapping. 
It is unlikely that planning is new to you, however it is still worth going over the basics and emphasising why attention to planning, monitoring and evaluation can substantially improve the experience of designing and implementing a project and shaping its outcome. 

Who? What? When? How? Planning, monitoring and evaluation are not going to happen by themselves. They are deliberate steps to help a team of people work consensually to achieve an agreed aim. These tools need to be managed by people who understand how they work and can systematically apply them. We are assuming that the project will be guided by a core team that is comprised of community people, technology intermediaries; possibly support staff from other NGOs and even government people if appropriate. The core team will be the management anchor for these processes and it needs to understand and own the methodology that will be used. 
Planning, monitoring and evaluation need to be thought through at the beginning of the project. Targets should be set that are related to the project’s purpose (i.e. what the core team wants to achieve as mandated by the concerned stakeholders). Then there should be a timetable and method for checking in at certain points to find out if the plan is on track or if the implementation team needs to modify its plans.
2.1 Problem Statements 

Many planning methodologies start with the following principles:

· There is a problem situation – also known as a “negative condition” – at the community level, which has a cause(s) and can be solved by appropriate actions.
· To resolve the negative condition, you need to analyse the problem, find out what caused it and focus on a “problem statement”. To get to a clear problem statement you will have to investigate the causes and effects of the current negative condition, choose an appropriate level at which to intervene in the problem hierarchy and link this with available resources and capacity. 

· Problems are best solved by people in the community affected by the negative condition so that they are empowered in their situation and become a resource to the community for future problem solving. The change agents in the method are sometimes referred to as a “target group”. They are the ones who need to become empowered by bringing about the changes. You may not want to use this kind of language, but the point remains that people need to solve their own problems even if in solidarity with outside parties. 
Identifying the causes of the current problems may require building a ”problem tree” which demonstrates the cause and effect links among different levels of problems (i.e. which problem causes the one above). It is one of the slowest and most difficult parts of the planning process. If it is done well, it will inspire the core team and likely lead to a much more focussed project. If this is not done well, people may not be so focussed and may be concerned about something which is really a symptom of a deeper problem. In this case, they may not resolve the underlying issue, despite much effort.
2.2 Outputs

Most development project planning methodologies identify at least three levels of outputs:

· Development goal: What is the overall positive change to which this project will contribute? The participatory mapping and advocacy won’t by itself achieve this full transformation, but it will be an important contribution. 
· Project purpose: Within the framework of the development goal, what will be achieved if this project is successfully implemented? What will be the result at the end of this particular project? 

· Results: What are the results which must be delivered to ensure that your main project purpose can be achieved? Once all of these results are delivered, the project purpose will have been achieved. 

To get to a proper picture of the problem, identify the development goal and decide on an appropriate and achievable project purpose, the core team is likely to engage in the following activities:

· Dialogue with the diverse groups in the community to determine the local needs and opportunities offered by mapping. Dialogue allows the team to understand the diverse interests (and potential conflicts) and then build consensus about the purpose of the project with the community that is requesting support.
· Build a relationship between the technology intermediary and the community. This will likely involve talking about the ethics, trust building, mutual interests, financing, previous experiences, goals and ways of working. This also includes resolving tensions or conflicts at the ground level.
· Obtain agreement about what project planning methodology is going to suit the scale of the work and ensure that all of the members of the implementation and planning team understand how these tools work and the commitments they are making.
· Once there is a clear picture of the needs and stakeholders, a process can be followed to apply the methodology to identify the primary negative condition (i.e. initial problem identification), analyse the causes of that problem (i.e. problem analysis), focus on the critical level of the problem tree to generate a clear problem statement and convert that into a positive statement of what the project wants to achieve: here is your project purpose. 

· The problem statement and project purpose allow you to start more detailed action planning. If an external agency, such as a policy-making or governing authority needs to change its perception or behaviour, then an advocacy plan needs to be designed. Setting out an advocacy plan requires deciding how and when state representatives will be invited to engage with the project. This means not only understanding permissions and legal requirements, but also having a strategy about improving the interaction among the community, the technical intermediary and the different levels of the state.
· You may need to study the policy environment. The community may be nervous about the role of the government as a result of past experiences; however, there may be national laws and policies which are not being implemented properly but which could help solve some of the current problems. It is always easier to push for enforcement of existing policy than to lobby for new policies to be adopted. The implementation team will need to understand the local dynamics, the national policy framework and, if appropriate, the international policy context. Some communities may already be connected at the international level but may be struggling to convert that into effective national policy dialogue. This may need some further planning and preparation. 

· Agree on an appropriate type of mapping (including the possibility of agreeing not to map at all or to protect certain sensitive information) and how this will be used by the community and external agents. 
3 Monitoring and Evaluation
There are different monitoring and evaluation (M&E) methods and they are available in print or online. We are not promoting a particular methodology but rather reminding practitioners of the value of including systematic, structured reflective cycles in the work. (In the List of Additional Resources, we have included links to Logical Framework Approach (LFA or ZOPP) and Appreciative Inquiry. ZOPP is the German acronym for Goal-oriented Project Planning (GOPP) or Objectives-oriented Project Planning (OOPP).)
The main point is to ensure that the mapping team has an overall positive impact (rather than turning a blind eye to negative impacts). M&E also means ensuring that the community, implementers and other stakeholders have a platform to discuss, reflect, learn and process conflicts and that they have the most rewarding and positive experience in applying participatory mapping to their local challenges. M&E is a form of built-in accountability. During monitoring and evaluation, people have a voice to express concerns, misunderstandings or dissatisfaction with the processes. There is a very simple formula for good learning processes: 
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This is a reflective cycle which requires you to stop and consider what you have done and then move forward based on learning from the evolution of the work. This model is often represented as a loop that moves forward progressively. If you type ”learning cycle” into the Google search engine, you will find websites on the theories and models of learning and reflection. 

Monitoring means collecting data or information about the indicators that have been set for the desired results. Someone who is designated by the core team collects this information when it is required. This may be as straight forward as collecting attendance lists at meetings or it may involve asking people about the methodology and accessibility of the work. The section below discusses some of the tools you can use for monitoring. 

Context changes or hidden problems may surface (i.e. risks) and require changing the plans. Sometimes this can be helpful and creative. The team may start mapping for one purpose but as the project picks up momentum a more important goal or action may come into focus. Communities are often surprised by how well participatory mapping can resolve conflicts and build unity; this allows more complex advocacy to take place once the mapping has started. This may not have been in the original plan, but it surfaces in the redesign of the project and impacts its evaluation. 
4 Monitoring Tools 

Some key tools which help with monitoring are objectively verifiable indicators (OVI), risks and assumptions. 
4.1 Objectively Verifiable Indicators (OVI)

An indicator is a description of the quality of a desired result. Usually an indicator includes the elements of quality, quantity, location and time (QQLT). 
A team that is planning may set a result that states that the community will give its consent to adopt a mapping method prior to implementation. This result will need an indicator so that it can be measured. In this example, the indicator should define how many people need to be consulted, the quality of that consultation (e.g. participatory, ethical, using free prior and informed consent), when this is going to happen and where it will take place. 
That is the indicator, but the next question is: How do you prove you achieved that? This is where the objectively verifiable indicator (OVI) comes in. An OVI is a way to prove to others that the indicators were respected and met. Examples of OVIs are if people who are consulted sign a sheet acknowledging their presence, if a contract is signed by appropriate community representatives who are literate and have a mandate to contract, if video is used to record community meetings or if attendance lists are used for planning sessions. 
OVIs help with transparency, strengthen reporting to the donors and create a formal relationship in the various types of contracts and agreements in the work. 
4.2 Risks and Assumptions
Risk analysis is a specific part of planning. A risk is something which could have a significant impact on the success of the project, which cannot be modified by the project and which has to be watched because its occurrence would lead to a major change in the plans. 
If a risk is too great, it means the project is not likely to succeed. In this case, you would need to drop the project or revise its plans to avoid the risk. A risk which is likely and could destroy the project is known in ZOPP as a “killer assumption”. If a killer assumption is likely to happen, the plan is not viable. 

Risks can include factors like the weather, civil or military instability or major changes to the land’s status (e.g. rezoning as in the case of a logging concession). If you can control the problem in the project, then it is not a risk; it needs to be factored into the problem analysis and project plans. A risk is something that could happen but which you cannot stop or substantially influence. 
5 Evaluation 
At the end, it is important to evaluate how the project went. Evaluation is important for experiential learning. Having done a project, the implementation team is in a good position to identify lessons from mistakes, successes, processes and group dynamics. Moreover, even if the team is not going to pursue the project further, the local community people may want to go further themselves and evaluation helps them know what to look for in future partnerships and organisations.

Evaluation means coming back to the original plan and reflecting on whether the mapping was done the way the team had intended. Evaluation primarily considers whether the project purpose has been met. During the work, the results should have been monitored; if the results were all on track, achieving the project purpose should be the aggregate of all the other results. 

There are also broader questions that can be asked in an evaluation – questions about process, group dynamics and looking beyond the completion of the mapping. Questions relevant to evaluation may include: Were the risks monitored effectively? Was everyone happy with the results? If not, who was unhappy and why? What were the lessons learned and what happens next? 
In this Module, we are emphasising that the focus of evaluation needs to be on whether the mapping as a whole was able to connect with an advocacy plan. The overall advocacy goals for a project may be something achievable (e.g. using the map to get a meeting with the Minister of the Environment to discuss the impact of a proposed dam) or they may be part of the development goal (i.e. this project contributes to but will not fully achieve the development goal by itself). 

For the implementing team, evaluation is likely to consider the empowerment process. Was the community able to move from a mapping experience to setting an advocacy plan for itself? Did the mapping help the community rethink or reflect on its rights and the need to connect to higher policy levels, or perhaps to try a new strategy within existing advocacy actions?
Reflection exercises are really valuable after mapping. These exercises can be done within a single community or can bring different communities together to share their stories. By sharing stories, there is the possibility of strengthening rural alliances which will play a long-term role in advocacy work. An example is given in the Indigenous Peoples of Africa Coordinating Committee (IPACC) report on participatory mapping in Africa (see reference below). 

6 Democracy Wall: Monitoring and Evaluation Tool

Throughout this training kit there is information about the “democracy wall”. The democracy wall is a tool promoted by CTA that gives instant voice to workshop participants. The tool involves setting out large sheets of paper on the walls with headings such as: “I discovered that ...”, “I noticed that…”, “I felt that…”, “I learned that …”, “I would like to suggest…”.
The democracy wall is an extraordinary M&E tool and should not be overlooked in workshops. It is in keeping with the ethos of participatory methodologies – it gives people an instant voice and affirms reflections and learning.

The democracy wall has both monitoring and evaluation functions. For monitoring, it can show the degree and frequency of participation and give evidence of the methodology qualifier in a given result indicator. If you said that your training would be empowering and easy to grasp by participants, this will be challenged or confirmed on the democracy wall. It also gives you instant feedback about what people find interesting, what they think of the food and logistics and what things befuddled them. It is an indispensable tool for trainers. 
As if all that is not good enough, the democracy wall helps you prepare reports on workshops by capturing the mood and issues of participants. It puts emphasis on the effectiveness of learning methods and helps you improve future events. At the end of a workshop, you should have an exercise to evaluate the workshop overall; however, the democracy wall essentially does this for each Unit of the workshop and therefore gives you a deeper and more balanced evaluation. 

Bibliographic References

Bibliographic references and other recommended reading materials are listed in the handout: M15U01 - Additional Resources 
IPACC report on participatory mapping: http://tinyurl.com/33rl2rd 
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