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Glossary of Abbreviationsand Acronyms

CAP Community Action Plan
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CIw Community Infrastructure Works
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OM Operational Manual (of SIPP)

PAME Participatory Monitoring and Evaluation
PAST Project Appraisal and Supervision Team
PDO Project Development Objective

PM Process Monitoring

PMA Process Monitoring Agency

PMC Project Management Committee

PO Participating Organisation

SAP Socia Assistance Program

SDF Social Development Foundation

SIPP Social Investment Program Project
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1. Background to SIPP
The Social Investment Program Project’s (SIPP) Project Development Objective (PDO) is stated to be:

“to devd op dfective and efident financing and institutional arrangements for improving
access to local infrastructure and basic sarvices through the implementation of
community-driven small-scaleinfrastructureworks and social assistance programs.”

The Government of Bangladesh, has established the Social Development Foundation (SDF) as a not-
for-profit company to promote community-driven initiatives through decentralized planning and
management of development programs. SDF is the executing agency for SIPP, and its apex
organisation. SDF is not directly involved in implementation, and has sub-contracted the
responsibility for information and communications, community mobilisation and support, technical
supervision of infrastructure works, implementation of social assistance programmes, development of
pilot pubic utility initiatives, development of a management information system, impact evaluation
and process monitoring to other organisations. The project has four main components:

a. Strengthening SDF:. There are four sub-components to this component: (i) information and
communication (IC); (ii) capacity building of SDF; (iii) monitoring, evaluation and learning (MEL);
and (iv) project management support (including environmental assessment and tribal
development).

b. Institutional development at the community-level: This component will provide support to the
community in terms of raising awareness, motivating and engaging the rural poor to participate
in community-driven initiatives, changing attitudes and behaviour among local stakeholders,
development of village-level organisations, and preparation of Community Action Plans (CAP).
This component will have two sub-components: (i) information and communication campaign; (ii)
formation and strengthening of Village Development Committees (VDCs), Community Groups
(CGs), and the project management committees of CGs, and devel oping a demand-led CAP.

c. Implementation of Community Action Plans: The CAP will prioritize communities’ needs for
small-scale infrastructure and social assistance based on informed choice and eligibility criteria.
The project will finance: (i) 85 percent of the costs of the expenditures of the approved community
infrastructure sub-projects; (ii) costs of NGO services to implement the social assistance programs,
including one-time seed capital and cost of legal assistance for the very poorest and vulnerable
groups, and the implementation of the tribal development plan; and (iii) costs of services for
appraisal and supervision of sub-projects.

d. Pilot Private Financing in Community Utilities: Under this component, the project will finance
technical assistance and a maximum of 70 percent of the approved costs of sub-projects. The
technical assistance will help SDF to identify, develop, appraise, and supervise pilot sub-projects
in piped water supply and off-grid electricity.

2. Process Monitoring

21. Whatisa‘process’?

‘Process’ is one of those everyday words, like ‘system’, that has many meanings in many different
contexts. Thus a process may be defined as:

e aprocedure

e amethod

e amodus operandi

e acourse of action

e an approach

e amanner or way in which something is done

e astyleof doing
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‘Procedure” and ‘method’ infer a fixed way of doing. What is of more concern in this context is how
the parts of procedure interrelate to achieve an outcome. In particular, the concern is for the way in
which the procedure is done and thence the quality! of the process. Therefore, in the context of
projects, processes are sets of actions that produce particular outputs and outcomes. Processes are
essentially “activities’, but the perspective of process monitoring isin examining is theway in which the
activities aredone i.e. it’s task is to assess the quality of doing. A process is a thus series of actions or
changes that lead to a certain result. Within a process there is a dynamic relationship between the
components. In the context of rural development, such as SIPP, a process approach entails an evolving
pattern of interactions that lead to a desired set of capabilities (such as VDCs that can effectively
ensure access to basic services and improved infrastructure.) Process monitoring studies the evolving
pattern to inform management about improving the process.

2.2.  What is process monitoring?

Process monitoring (PM) is one part of an overall monitoring and evaluation (M&E), or monitoring,
evaluation and learning (MEL), system. By providing a means by which to assess the quality of
implementation, it compliments traditional, quantitative, input-output monitoring of project progress.
SIPP has explicitly established a MEL unit, rather than an M&E unit, indicating its focus on learning.
Continuous reflection and learning to improve action in aproject isavital part of an MEL system.

PM is designed to investigate project process, both internally and where the project interfaces with
and the wider socio-economic context, and provide timely feedback to project managers for change in
implementation, and for other stakeholders on change in the way they operate (their quality of
process implementation). A process approach to MEL examines the internal dynamics and internal
operations of a project - what is actually happening - the successes, failures and changes to plans -
and why they are occurring2. PM is dynamic and interactive, and thus a sound basis for an open and
transparent learning platform.

The core of Process Monitoring is therefore the identification of key project process and the problems
and bottlenecks that result from them, and communicating this to management to take action on them.
It is the practice of continuous observation of implementation, interpretation and institutional
learning. Therefore, PM has been defined as:

“A management too to geneate information for ingtitutional learning and taking
corrective action in innovative and adaptive proects that invove a high levd of
community participation”3

However, the question remains as to what is being monitored - i.e. which processes. Development
projects are very complex institutions, and it is neither practical nor possible to monitor all the process
involved. It is necessary to be selective about the processes - choosing those that are most critical to
the implementation success of the project, and monitoring them regularly against a set of defined
criteria. Thus, PM has also been defined as:

“the activity of consciously sdecting processes, systematically observing them, comparing
them with others, and communicating that in order tolearn how to better steer and shape
the processes”4

1 Having first defined the criteria for what constitutes a high quality process.
2Patton, M. Q. (1997). Utilization-Focused Evaluation. 3rd Edition. Sage Publications, Thousand Oaks.

3Hosain, M., Pendley, C., Pervaiz, A.N., Samina, T. and Md. Akbar (1999). Process Monitoring for Improving Sustainability. A
Manual for Project Managers and Staff. UNDP-World Bank Water & Sanitation Program-South Asia in collaboration with the
Community Infrastructure Project and Swiss Agency for Development & Cooperation.

4 Zimmermann, A. and Engler, M. (1996). Process Monitoring (ProM): Work Document for Project Staff. Dept. 402, GATE, GTZ,
Eschborn, Germany.
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2.2.1  What process monitoring is NOT

Purely quantitative input-output monitoring can be abused. It is possible to generate spurious data or
to hide much in tables of figures. PM is a useful compliment to enable management to look beyond
the figures and look forward to impact. However PM is not a substitute for good quantitative input-
output monitoring. Furthermore, PM is a tool for use by learning organizations, thus PM can only
work where a reflection and learning culture has been fostered in and by the project organizations. It
is thus critical that SDF actively promotes, both internally and with its partner organizations (CSO,
PAST, PO, VDC, PMC, CG, etc), an ethos of open, positive and constructive reflection. An atmosphere
that is characterized by accusations and recriminations between parties will entirely devalue process
monitoring.

It is important that before PM rounds start in earnest in duly, that all the partner organizations
understand the purpose and mechanism of process monitoring, and the project culture that is needed
for it to succeed. The PMA will be looking to SDF to take a strong lead in this. To promote reflection,
SDF should consider how it will make PM reports available to the partners. It should be made clear to
them that PM isNOT:

e spying

¢ amechanism for making secret reports

e adispute resolution mechanism

e aservicefor refereeing, umpiring or arbitration

e anaudit agency

e Quantitative input/output monitoring

2.3. Why monitor processes?
Having examined the nature of process monitoring, it isworth clarifying its value.

2.3.1 Why monitor project processesin general?

In traditional M&E systems, monitoring focuses on tracking the timeliness of inputs and whether
outputs specified in the project design (usually in the logframe) have been achieved - this commonly
uses sets of quantitative indicators (number of farmers trained, etc). This does not provide clear
learning opportunities. These commonly occur during evaluation, which may occur halfway through
the project, and then again after the end of the project. What is missing is a component of the M&E
system that provides learning within the course of the project about how the project is being
implemented - what are the most effective approaches to this type of development, and how this
development is affecting attitudes in communities to this type of development? Thisiskey information
for SDF and SIPP, which are trying out new approachesto CDD in Bangladesh.

This approach to on-going learning is also important as beneficiaries’ needs change over time. Project
design can take along time (the PAD shows SIPP design started in 1997), and there isthus atendency
for M&E to measure the extent to which interventions deliver on historical needs and demands and
how, in turn, this translates into developmental impact. Often, therefore, ‘M&E is used to justify past,
nat inform future, decisions®’. Thus M&E systems that include a component of process monitoring have
a mechanism whereby institutional level learning can be systemized, shortening the feedback loop,
resulting in M&E not simply being as a way to ‘measure outcomes in order to justify prior investment in
planning and implementation’.

Process monitoring therefore generates continuous information about key project processes for use by
project management, communities and institutional stakeholders.

5 Ticehurst, D. and Cameron, C. (2000). Performance and Impact Assessment: Emerging Systems Among Development Agencies.
Policy Series 8. Natural Resources Institute, University Of Greenwich, U.K.
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Process M onitoring

Progress Monitoring

Concerned with key processes for project success

Primarily concerned with physical
outputs

inputs and

M easures results against project objectives

M easures results against project targets

Flexible and adaptive

Relatively inflexible

Looks at broader socio-economic context in which
the project operates, and which affects project
outcome

Focuses on project activities/outcomes

Continuous testing of key processes

Indicators usually identified up front and remain
relatively static

Selection of activities and processes to be monitored

Monitoring of pre-selected indicators/activities

is iterative, i.e, evolves during process of

investigation

Measures both quantitative and qualitative | Measures both qualitative and quantitative
indicators, but main focus is on qualitative | indicators, but main focus is on quantitative
indicators. indicators.

A two-way process where information flows back
and forth between field staff and management

A one-way process where information flows in one
direction, from field to management

People-oriented and interactive

Paper-oriented (use of standard formats)

Identifies reasons for problems

Tends to focus on effects of problems

Post-action review and follow-up

No post-action review

Includes effectiveness of communication between
stakeholders at different levels as a key indicator

Takes communication between stakeholders for
granted

Is self-evaluating and correcting

Is not usually self-evaluating and correcting

after Hosain et a (1999)

Theoretically, an institutional learning platform, founded on a Process Monitoring system, draws on
the established principles of Schon’s reflective practice’, wherein there is a continuous cycle of action,
reflection, adaptation, and further action. The objective is to support the project management team (in
particular SDF, but also all other tiers of project management) and the key partnersin entering into
double loop learning’ in these reflective learning loops:

Single-loop learning When a problem arises, the individual/ group attempts to fix the problem within
the system. Analysisis limited to problems within the defined programme parameters, and answering
questions of how to fix the problem.

Double-loop learning When a problem arises the individual/ group reflects on the whole system.
Analysing the problem and the systems in which it operates, answering questions about why the
problems occurs in the system and asking critical questions of whether the structure needs to be
changed. It is here whether SIPP implementation modalities need to be reflected upon to develop
more effective ways of achieving project aims.

2.3.2 Why does SPP need to monitor its project processes?

SIPP is explicitly a pilot project. It has been designed to adopt a cautious approach of “learning-by-
doing”8. Thus during the four-year project period, SDF will operate on a small scale in two districts
(Gaibandha and Jamalpur), where it will cautiously develop procedures, test different products and
approaches, and demonstrate impact. There is a need to monitor these procedures and approaches in
order to learn what works and what does not. Thisis the role for Process Monitoring. As stated in the
PADS?, one of the project’simplementation arrangements concerns action learning:

6 Schon, D. A. (1983). The Reflective Practitioner: How Professionals Think in Action. Basic Books Inc. New York.

7 Argyris, C. and Schon, D.A. (1996). Organizational Learning I1. Theory, Method & Practice. Addison-Wesley Publishing Company,
New York.

8 Paragraph 1.15. SDF. (2002). Social Investment Program Project: Operations Manual. Dhaka.

9 World Bank. (2003). Project Appraisal Document on a Proposed Credit ... to The People's Republic of Bangladesh for a Social
Investment Program Project. Bangladesh Country Unit, South Asia Regional Office.
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“Process of Action Learning: The project will havein place process monitoring which will hdp
SDF establish a regular action-learning mechanism among all stakeholders to scale up or influence
other agencies to adapt successful methods and principles. The process monitoring system will
allow SDF, along with key stakehdders, to carefully anayze implementation experiences after
completion of the rounds of community mobilization, institutional development, and community
project implementation. Thiswill hdp refinethe process itsdf and update the OM accordingly, as
wel| as assess the performance of implementing partners.”

SDF therefore needs to take a systematic approach to learning-by-doing, so that by its end of Year Two
external evaluation, it is able to identify the specific approaches and financing modalities that merit
being taken to larger scale.

In itslogframe, SIPP has espoused its theory of action?, and it has developed a plan of how it will put
that theory into action to have impact. SIPP accepts that the plan, as specified in the Operations
Manual, will need review and revision!l. Process Monitoring is a means to provide the project with
information and lessons that can be used to help modify the theory of action, and improve
implementation planning. Therefore, PM will identify which processes work well and which need
modification, so SDF can revise the project implementation procedures, and it will investigate how
well project process are being implemented.

2.3.3 SIPP’sexpectations from PM

Discussions to date with SDF shows that it expects the PM system to help it find out how well the
project isrunning and identify ways to improve the implementation of SIPP. The details of on which
process the PM system focuses, what indicators it uses for the quality of different processes and how
the learning from the system will feedback into SIPP to improve its management and implementation
are not entirely clear. These will be elaborated in the design phase. Nonetheless the project
Operational Manual (OM) does provide some detail on what is expected of the PM system. Section 5
of this report comments on the relevant parts of the OM, and highlights where discussions with SDF
on the MEL system generally and the PM system more specifically need to concentrate.

3. I nception phase activities

The inception phase was planned to undertake the following activities:
e Mobilise Project Team

¢ Inception meeting with SDF

¢ Review project documents

e Preliminary field scoping of CSO

e Consult with SDF regarding their needs from the PM system

e Finalise PM plan (methodologies, monitoring strategy, €etc)

e Prepare Inception Report

This has largely occurred as planned. The team mobilized on 15 January as specified by the contract,
and an inception meeting was held with SDF. The team as mobilised to date includes Julian Barr
(Project Director), Anisul Islam (Community Development Specialist/Sociologist and in-country lead),
Ali Dastgeer (MEL Specialist), Ashitava Halder (Monitoring Supervisor - Jamalpur) and Mustafa
Kamal (Monitoring Supervisor - Gaibandha). Further team members will be mobilised during the
design and piloting phases. The PM organogram is presented in Figure 1.

10 Argyris, C. & Schon, D. (1978). Organisational Learning. Addison-Wesley, Reading MA.

11 OM para 1.26 (page 7) states that: “SDF will organize annual/periodic workshops/discussion meetings, formally and informally, in
collaboration with partner organizations and participating donors to revisit the on-going management and implementation
practices/mechanism. Better suggestions and feedback for improvement of the performance will be appreciated and we come.”
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Figure 1.
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During meetings with SDF in January, it became clear that since CSOs had started field work in April
2003, SDF was concerned that learning from the first year would be lost. Therefore it was agreed that
at SDF's request, the inception phase would be expanded to include some case studies of CSO work
from thefirst year.

Therefore, in addition to the planned scoping visits to the two SIPP Districts in late January 2004, the
Process Monitoring Agency (PMA) undertook case studies of four VDCs in each District in mid-
February 2004, and observed/ participated in a number of other SIPP activities in the Districts
including monthly District progress meetings and IC material development workshops. This field
work isreported in Annexes 1 & 2 to thisreport. These additional activitiesin the field have resulted
in the PM workplan being behind schedule. A revised workplan is present in Table 1.
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On inspection, it has not been possible to finalise the PM methodologies and monitoring strategy
during the inception phase. Indeed it was probably ambitious to consider that this would be possible
in advance of identifying key process to monitor and associated indicators (the initial steps of the
design phase). Methodologies and monitoring instruments will be developed, tailored to the
indicators selected, and the monitoring strategy will be evolved once the resources needed to apply
the instruments has been assessed.

4. Review of SIPP documents

The key SIPP document is the project Operational Manual (OM). Thisis clearly written and spells out
the intended sequence of implementation steps. The PMA has viewed this as the key document in
regard to specifying the SIPP processes, and has accordingly focused on this as the principle, if not
only, place where guidance on project implementation processes is given and should be sought by
project partners.

In respect of MEL, a number of points are raised by the OM. These will be explored with SDF during
the design phase:

e Small scale infrastructure sub-projects: Monitoring (para 5.42): the OM correctly states that the
SIPP’s bottom-up approach provides the foundation for a participatory M&E (PAME) system.
However the specified implementation of thisin the OM raises some doubts - it specifies PMCs as
representing beneficiaries and thus an important part of the PAME system, however PMCs are
ephemeral organisations, weakening a PAME system built on their involvement. Further, it is not
clear from the OM what the PAME system will comprise; the PM system will have some self-
monitoring, but for the purposes of designing the PM system, it would be useful to know what
else is envisaged in the PAME system. This is particularly relevant given the concern that the
PMA has over the high transaction cost for communitiesin much of SIPP’simplementation.

e Small scale infrastructure sub-projects:. Evaluation (para 5.49): the OM describes the evaluation
criteria that PAST should use in its sub-project completion report. These include a beneficiary
satisfaction rating. There is a need to clarify the extent to which this overlaps with tasks expected
of the PMA.

e Small scale infrastructure sub-projects. Lessons Learned (para 5.52): the OM indicates that the
results of PAST’s sub-project completion evaluation will be communicated to communities and to
support organisations/ donors. SDF will communicate upwards to donors. It is not stated who
will feedback to communities. There also appears to be a missing middle in relation to
communicating to CSOs and to the PAST in the other District, so that better sub-projects are
designed and implemented. Thereis a need to clarify thislesson learning mechanism.

e Social Assistance Programme: Social Advocacy, etc (para 6.9): the OM states that communities
will be trained to monitor public services using a report cards methodology. It is not clear who
will provide this training, nor who will supervise this monitoring, nor who will use this
information and how it will be used. There is a need to clarify the extent to which this monitoring
overlaps with tasks expected of the PMA.
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Table1. Revised Workplan

Workplan - SIPP Process Monitoring
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1. Inceplion phase
Mobitise Froject Team
Inception meeting with SDF
Review project documents
Preliminary field scoping of CS0
Congult with SDF regarding their needs fromthe FM system
Prepare Inception Report |
2. Design phase
Congultation with SDF to identify critical procssses
Congultation with CSO, FAST and PO to identify critical processes”
Consultation with communities to identify critical processes
Collate chain of ertical processes
Review other elements of SIPF M&E system
Congultations on indicatorselection
Congult with SDF on leaming and feedback mechanisms
Design PM taols finstruments
Design reporting formats
Review MIS
Design linkage with MIS
Finalice M plan (met hodalogies, manitaring strategy, sic)
Finalice design
Present to SOF and stakeholders
Prepare Process Monitoring Design Report I
3. Pilot testing phase
Idertify pilct villages
Design evaluation of pilet test
Train lisaited nunber of ronitors
Conduct pilot PM rounds
Evaluste pilots with SDF, stakeholders and communities
Modify PM systern
Prepare pilot testing report
Prepare moditied PM design
4. Training phase
Conduct training need assessment
Design training modules (participatory methods and PM)
Frepare training materials
Train monitors
Evaluate training
Prepare Reporton Training
5. On going Process Monilozing
Conduct quasterty monitoring rounds
Wite quarterly PM reports
Conduct periodic (s rounds
Wite QA reports
Write Annual Report
‘White Final Report
*This s a critical step, the timings of which is enfirely dependent on the C50s, PASTs and FOs having designed their modus operandi and actively using them
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Social Assistance Programme: Monitoring and Evaluation (paras 6.22 & 6.23): Para 6.22 describes
the general M&E arrangement for the SAP. It states that an external evaluation team will
undertake part of the SAP evaluation and will use instruments including beneficiary consultation,
review and reflections. It would be useful to explore how this will interrelate with the PM
activities.

Para 6.23 then goes on to state that “these evaluation studies will point out problems and
bottlenecks of management and implementation and reasons for success or failure”. This is the
role of PM. There is a need to establish how the external evaluation will relate to the PM in this
area, and vice versa

It is further stated that the external evaluation team will propose solutions to the ‘problems and
bottlenecks’; this highlights the need for SDF and the PMA to agree the extent to which PM isthe
monitoring of process and generation of information for lesson learning, and how much it is
intended that the PMA proposes solutions also. We see some problems with the PMA being
expected to have expertise in all the subject areas in which SIPP is operating, which would be
needed for it to make across-the-board suggestions of solutions.

Pilot Private Financing of Community Utilities: Scope of the Pilot (para 7.1): the OM makes only
one reference to MEL in relation to the Pilot Utilities program, wherein it states that the
approaches will be subject to independent evaluation two years after implementation. This
program is very explicitly designed as a pilot, testing approaches. There is a need to clarify with
SDF the extent of PM that is expected within this program, over and above the specified
evaluation.

Key Support Organisations of SDF: CSO Performance Review (para 8.11): the OM states that the
performance of the CSO will be assessed by the PAST and PMA against a set of seven indicator
groups that are specified in the OM. Thereis a need to clarify which indicators will be assessed by
PAST, and which will form part of the PM.

Key Support Organisations of SDF: PAST (paras 8.14 - 8.18): how PAST’s performance will be
assessed is not specified. Given the importance of sub-projects, PM will nonetheless inevitably
monitor processes for which PAST isresponsible.

Key Support Organisations of SDF: NGOs for implementing SAP (para 8.22): the OM states that
the activities and results of SAP will be monitored by VDC, SDF and specifically by the PMA. It is
envisaged that the PMA will focus on the activities and SDF on outputs. The PMA will work with
the VDCsto develop village-level monitoring tools that they can use.

Key Support Organisations of SDF: NGOs for implementing SAP - performance-based contracts
for POs (para 8.31): the OM describes a system for performance-based contracting of the POs. An
indicative performance assessment table is provided. It is stated that measuring/ auditing
performance against indicators in this table will form an important part of the overall M&E
undertaken by SDF management. The PMA believes this is the correct assignment of this
responsibility; it would be difficult for the PMA to be simultaneously a learning-oriented and
support-focused agency and an audit agency.

Monitoring, Evaluation and Learning: Major Functions of the MEL Division (para 9.2): the OM
provides a fairly comprehensive set of functions and responsibilities for the MEL Division. A
number of the functions of the PMA have the potential to merge into those of the MEL Division, in
particular:

s Develop tools and mechanisms for beneficiary consultations from local (Bangladesh)
context

s Record and report on the process of identifying, appraising and funding of sub-projects

The PMA will welcome the input of the MEL Division to these areas, and looks forward to
working in collaboration with it on devel oping these tools and mechanisms.

The stated functions and responsibilities for the MEL Division also includes to “establish feedback
mechanisms and help utilize information at all concerned levels”. With particular reference to the
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information generated by PM, the PMA considers the establishment of a systematic feedback
mechanism to be absolutely critical to the success of the MEL system as a whole. We look forward
to receiving a description of the feedback system to enable us to plan how our outputs can best
feed intoit.

Monitoring, Evaluation and Learning: Process Monitoring and Performance Indicators (paras
9.4 - 9.6 and 9.8): This section relates to key performance indicators as specified in the project
logframe in the PAD, and the role of PM in performance assessment. Currently, the logframe
indicators at the level of the PDO are as follows:

= Minimum 50 percent of community infrastructure sub-projects effectively managed and
maintained by community groups by EOP.

o At least 50 percent of communities continue to prioritize needs using participatory
processes at least one year beyond sub-project completion.

@ At least 50 percent VDC formed continue to manage activities in inclusive manner by
EOP.

o At least 10 percent of the community groups mobilized under the project are able to
leverage external resources to support additional needs by EOP.

o Increased awareness and opportunities to reduce vulnerability (such as, 50-60 percent of
participants in the SAP are aware of their basic rights; use health services, such as
immunization, pregnancy related care; access to wage/self employment).

= Community-driven development principles adopted as a policy, local planning, and
implementation of small-scale infrastructure by EOP.

Two points emerge from these indicatorsin relation to PM:

i. PDOs should theoretically describe a behavioural change by a specific group of
people - it is clear from all but the last indicator, that this group people is at the
community level (from the final indicator, it is not clear who is meant to be adopting
CDD principles). Thus the focus of the performance assessment, and thence PM,
should be at the community level.

ii. best practice states that indicators should contain elements of quantity, quality and
time (QQT). The qualitative dimensions of these indicators are easier to identify in
some rather others, e.g. VDCs continue to manage activities in inclusive manner. PM
can focus on the inclusiveness of VDCs management. The OM states that these
indicators will evolve over the life of the project. PM will be able to contribute to this
indicator refinement, ensuring that appropriate and measurable qualitative
dimensions are included in the indicators.

Monitoring, Evaluation and Learning: Process Monitoring and Performance Indicators (para
9.7): in Section 2.2.1 of this report, we have outlined the project environment and culture that is
prerequisite to the success of PM. This is supported in this paragraph, where it states that “it is
essential that the purpose and roles of process monitoring are explained clearly to all stakeholders
at an early stage so that they can both channel information and benefit from itsvalue.” The PMA
would welcome assisting SDF in a small communication campaign to the project partners about
PM, but will be looking to SDF to take the lead.

Monitoring, Evaluation and Learning: Process Monitoring and Performance Indicators (para
9.9): the list of the types of indicators for which PM isrelevant is broad; there will have to be some
caution that PM does not become a panacea for all the M&E issues in SIPP. One specific point is
that input monitoring by SDF, combined with the MIS, will be the most practical method for
monitoring timeliness.

Monitoring, Evaluation and Learning: Process Monitoring and Performance Indicators (para
9.10): this paragraph indicates the need for an iterative process to refine project inputs and
objectives based on on-going learning within the project. The PMA looks forward to discussing
with SDF how this iterative refinement of project inputs and objectives will work in practice.
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e Monitoring, Evaluation and Learning: Output Indicators (para 9.11): this paragraph introduces
paragraph 9.12 wherein an indicative set of indicators for performance-based CSO and PAST
contracts and for SDF itself are provided. These are described as ‘process monitoring indicators at
the output level’. Thisis a concern to the PMA. As stated above under “NGOs for implementing
SAP - performance-based contracts for POs (para 8.31)’, it undermines PM as a learning function
if it is simultaneously serving an audit function. OM paragraph 8.31 states that
measuring/ auditing performance against indicators is an important part of the overall M&E
undertaken by SDF management. Paragraph 9.11 seems to contradict this.

e Monitoring, Evaluation and Learning: Output Indicators - performance of the CSO (para 9.12):
performance based contracting means that the implementing organisations’ payments will be tied
to a certain standard of achievement against specified indicators. The performance indicators for
CSOs are specified in OM paragraph 8.13. This appears to be a different set of performance
indicators, and it is not clear how they relate to the payment schedule.

e A strength of para 9.12 is that the CSO performance indicators specified are all good qualitative
indicators, amenable to process monitoring. If SDF wants to use these indicators for performance
assessment, what will be more difficult, though not impossible, will be placing some threshold
values on these indicators that can be used to relate to a payment schedule. For example, what
level of community strength in decision-making would indicate sufficient CSO performance? This
area needs to be explored with SDF once process indicators are identified in the design stage.

e Asindicated above (CSO Performance Review (para 8.11), there is a need to clarify which CSO
performance indicators will be assessed by PAST, and which will form part of the PM system.

e Monitoring, Evaluation and Learning: Output Indicators - service providers... (para 9.13): three
indicators are given as ‘process monitoring indicators at output level’ for PAST performance. Only
the third would seem to be best incorporated in the PM system - ‘communities feel sub-project
rules are fair and help build capacity’. The first, relating to technical standards, is most
appropriate to monitoring by SDF's technical staff, and the second, relating to timeliness of sub-
project appraisal, is best tracked through SDF'sMIS.

e Monitoring, Evaluation and Learning: Output Indicators - service providers... (para 9.14): it is
assumed that process indicators of SDF's performance will come under the auspices of both
external evaluation and the PM system. The PMA can explore these indicatorsin more depth with
SDF.

e One specific indicator which of particular concern to the PMA is “clear channels of feedback on
changes to rules”. This is where management decisions based on PM information are manifest,
and to a great extent thisiswhere SDF s use of the PM system will be most clearly demonstrated.

e Monitoring, Evaluation and Learning: Performance Indicators - Process Indicators (para 9.18):
the OM lists five “process indicators’ that can be reported on by SDF's MIS. The first three of these
relate to timeliness of project implementation, and will easily be generated by the MIS. The PM
system will not work on timeliness. The final two process indicators are i nput/output indictors.

OM Annex 3 outlines the manual for forming VDCs. This has been supplemented by ‘Guiddines for
forming aVDC', issued by SDF (n.d.). Once formally approved, the recent2 decision to not form PMCs
for sub-project preparation and implementation will need to be incorporated into revisions of the OM
and this Guideline.

The PMA has been privileged by SDF to have sight of the terms of reference (TORS) for the project
partners. This was considered necessary so that the PMA could be aware of the processes for which
the contracted partners are responsible. In general these TORs mirror the OM and give no particular
cause for concern. However, the TORs for the Impact Evaluation of SIPP do highlight areas that need

12 11t March 2004
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to be explored and clarified with SDF and the Impact Evaluation consultants during the design phase.
In particular, Section 2.0 lists the specific objectives of the impact evaluation study as including:

e “toidentify the shortcomings and hindrances those [sic] affect the smooth implementation of the
project and suggest ways and means of improving project performance

e toevaluate the process of project implementation”

These two objectives would appear to map very closely on to what the PM system is meant to be
achieving. It is not clear whether this apparent duplication is intentional. Other objectives of the
impact evaluation also have qualitative and process dimensions that it would be useful to discuss with
the concerned parties. Section 3.0 states that of the five different levels of the impact evaluation
survey, one is process evaluation. We have noted that this is distinct from process monitoring,
however it would be helpful to have clarification from SDF how they perceive this distinction in
practice.

4.1. Living documentsin SIPP - capturing lessons

As stated above, the PMA has assumed that the OM is the key document in regard to specifying the
SIPP processes, and has accordingly focused on this as the principle, if not only, place where guidance
on project implementation processes is given and should be sought by project partners. The OM
correctly foresees that it cannot predict all situations and it includes a mechanism for changing the
OM. Thisinvolves:

¢ A written demand on the proposed change and ajustification
e A written approval by the SDF governing body
e Agreement for the change from the World Bank

This process has been used for the proposed abolition of PMCs. SDF has indicated that this process
would be applied on an as-and-when-necessary basis. From discussion with SDF is it apparent that
once the World Bank approves changes, these will be written into arevised manual. A first revision of
the OM is apparently in hand.

Three elements of SIPP process revision are of concern to the PMA:

i) how approved changes are fed back to project partners. OM revisions will do this, but
revisions will lag behind. Thereis a need for a clear fed-back mechanism, and the PMA
needs to be part of that |oop so that the PM system can be modified as necessary.

i) how the information about process problems and processes lessons produced from the
PM system will catalyse formal changes in SIPP operations. The main reporting by the
PMA to SDF will be in quarterly PM reports. However the OM indicates that SDF will
organize periodic formal and informal meetings/ workshops to revisit the on-going
management and implementation practices®3. It would be useful to discuss with SDF
how thiswill operate.

iii) project partners raise process issues at their monthly District meetings with SDF. These
may be resolved at the meeting. There is a need for a mechanism whereby there small
changes to process are documented and collated.

5. Initial process observations

The Inception Report was not originally envisaged as providing any insights to project processes, as
the inception phase was planned as essentially a start-up and mobilisation period. However, due to
internal delays within SDF, there were consequent delays in letting the PM contract. The PM team
eventually commenced work in mid-January 2004, some 8% months after CSOs had started in the
field. SDF was thus rightly concerned that since the PM design and testing is not due to compl ete until
June 2004, one whole annual cycle would be missed by the PM, and hence the opportunity to learn

130OM paral.26
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lessons through PM from the first year’s experiences would also be lost. Therefore it was agreed that
the inception phase would be expanded to include some case studies of CSO work from the first year.

These observations have been mainly focused on VDC formation. Discussions with project
communities and CSOs have also covered CAP production, and sub-project proposal production and
approval processes, amongst others. But in the course of doing this work, the PMA has also made
observations more widely on SIPP processes. Selected observations are given below. As stated, these
are observations on SIPP processes; the PMA does not offer solutions to process problems. It iswilling
to offer advice where so consulted, but it is not considered appropriate to the PM role to provide
instant solutions to process bottlenecks - solutions are more likely to sustain where the SIPP partners
can evolve solutions between them.

A footnote to these process observationsis that the PMA learnt on 18t March that a meeting was held
on 11t March between SDF and the two CSOs, to examine the role and sustainability of VDCs, CGs
and PMCs!4. This meeting concluded by recommending that “the practice of forming CG and PMC
should be abdished and the VDC should be entrusted with al ther activities on the principle of a
single organisation, which would be efective and sustainable” This recommendation has gone to the
World Bank for approval. Once it isapproved, it will be a major change in the project implementation
and community engagement processes. Thisis seen as a very positive process modification?s, and will
obviate some of the process observations bel ow.

51. Observationsfrom initial scoping and case studiesin thefield

SIPP involves many partners, from the multiple implementing agencies (ICC, CSO, PAST, PO, etc) to
the village groups (VDC, CG, PMC, etc). It has been observed that the situation of overlapping
project partners has lead to some problems with the way the project is being done:

e Two parallel sets of organisations. At the core of this problem, during Year 1 activitiesis that the
project design essentially defines a set of processes that result in the creation of two parallel sets of
organisations. There is a “social and institutional” stream in which the CSO and VDC are located,
and a ‘technical’” stream in which the PAST and PMC sit. The project funding is primarily
controlled by and channelled through this latter, technical, stream. The institutional sustainability
of SIPP isdependent on the CSO/ VDC stream, but this risks being undermined by the primacy of
the funds.16

e CSO payment schedule. The CSO-PAST relationship also risks being biased by the way in which
the CSO’s payment schedule is dependent on the PAST. Paragraph 8.13 of the OM specifies the
nature of this relationship. In each year, CSO payment iv), which is 20% of the annual contract
amount, depends on having 1 sub-project approved in every village. This requires each sub-
project to have been certified by PAST. Thus, this is in turn directly dependent on PAST’s
performance in carrying out timely certification. Similarly, in each year, CSO payment v), which is
30% of the annual contract amount, depends satisfactory completion of all sub-projects in the
selected villages. This requires the completion of each sub-project to be certified by PAST. This
again isdependent on PAST’s performance in timely certification.

e Village groups. The multiple layers of ad hoc committee, general body, VDC, CG, and PMC look
sound on paper. The reality from the field is that many villagers are confused about these
overlapping organisations, and even are not sure of which they are or are not a member. This
problem has been solved by the new resolution abolishing PMCs and CGs.

14 From discussion with SDF, the PMA is aware of at least three other revisions of SIPP operational procedures, and is awaiting the
documentation on these.

15 By the PMA, but our findings indicate that it will aso be wel recaved in the prgect villages. One VDC President claims that the
formation of thePM C in his village madethe VDC ‘atoy” or “adadl’.

16 The PMA consultants have direct experience of asimilar situation in a USAID funded prgject in Bangladesh, where severa years careful
building of institutions to manage public goods were undermined by the cregtion of a sister institution to manage the infrastructure
component (where most of the hard funding was available).
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Transaction costs. Analysis of transaction costs is an approach used in New Institutional
Economics', that examines the economic efficiency of institutional processes. In its simplest terms,
atransaction costs approach looks at the number of person-days consumed in different processes
in an institution and assesses whether this is efficient functioning. In the context of social
development, the approach can be usefully augmented to examine who is putting in the person-
days from across the social spectrum. The transaction costs resulting from having multiple layers
of village groups (VDC, CG, PMC) are high, meaning this is probably an inefficient approach. It
has now been modified.

The transaction costs of the community mobilisation, situation analysis and CAP formulation are
also high. The preparation of the CAP, including the intensive PRA-based situation analysis, was
valued by some villagers consulted by the PMA, and seen as a waste of time by others. However a
common feature was the time involved. Calculations from our field visits estimate that it runs
into several hundred person-daysin formal meetings alone. Feedback from communities was that
they thought the amount of their time required was high (and thisis now a source of unease since
they had yet to see any sub-projects commence). Given that these processes are meant to have 50%
representation from the poor there is an additional incentive to use efficient processes as it is the
poor, many of whom have to earn to eat on a daily basis, who have the least time to dedicate to
non-remunerative activities.

An additional factor in transaction costs is that processes with high transaction costs are more
likely to be captured by the local elite who, because they have more time to ‘spare’, can and do
commit their superior personal resources into creating and maintaining successful local
management institutions™. Efficient processes are more likely to be inclusive of the poorest in the
community.

Therefore, while the dedication of the CSOs are not in doubt, it is questionable whether there are
not ways in which the situation analysis and CAP production could be made more efficient, or
individuals’ time counted against the cost of a sub-project as contribution in kind.

Prioritisation in CAP. Consultations with communities raised questions about the process of
prioritising problemsin CAP formulation. Particularly whether and how the problems of the poor
are represented, and why roads are so predominantly prioritised. In regard to the later, the
scoring process, wherein weighting is given according to the likelihood of obtaining funding
seems to be one possible cause for this skewness in the sub-projects, as the message that SIPP will
fund roads seems to be coming across loud and clear.

IC Campaign. Communities have placed high value on the IC Campaign as being an effective
means of informing a large section of the village about SIPP. They have found the CFs
explanations of all aspects of SIPP and CSO activities open and transparent.

The formal and informal meetings in the IC Campaign appear to have been much more effective
at mobilising the community than the written (poster and leaflet) materials. Communities,
including VDCs, consulted by the PMA placed little value on these written materials. It appears
that Year 2 IC efforts should concentrate on face-to-face communication processes.

Process Biases. The CAP and VDC/ CG/ PMC formation processes do not contain steps to avoid
bias by a minority of influential villagers (who may or may not have benign intent).

The PRA process appears to exclude some of the poorest due to holding meetingsin the day time,
when they are labouring.

Use of PRA outputs. It is not clear to participating villagers the processes by which the outputs
from the PRA toolsin the situation analysis are later used - the link with the CAP was not obvious
to them. One VDC officer saw them as a time-consuming game.

17 North, D.C. (1990). Institutions, institutional change and economic performance. Cambridge University Press, Cambridge.
18 Blair, H.W. (1996). Democracy, Equity and Common Property Resource Management in the Indian Subcontinent. Devel opment
and Change, 27, 475-499.
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Bank accounts. For communities, the most important part of the CIW process bar none is the
creation of their own bank account in which their money is kept. It is this one step alone that leads
the community to trust the CSO/ SIPP. A very large number of communities appear to have been
defrauded of their contributions to various previous projects by unscrupulous NGOs, and thereis
aneed for a mechanism to overcome this distrust. The bank account appears to achieve this.

CGs. The guidance for formation of CGs appears to be interpreted, at least in Gaibandha, as there
having to be two CGs per village. This process would appear to lead to creating unnecessary
division in the village. The abolition of CGs and PMCs will obviate this.

There has been some re-ordering of the CAP/ VDC/ PMC/ CIW process steps in some locations.
Thisisless critical given the abolition of CGs and PMCs.

VDCs. A number of VDCs questioned are already considering their future and issues of
sustainability. This is a positive sign (an qualitative indicator of a good VDC formation and
training process), and a trend that should be reinforced by the abolition of CGs and PMCs. An
additional process step that VDCs mentioned that would support their sustainability is assisting
them in attaining registration?®.

However, other VDCs consulted are sceptical that VDCs will sustain. These VDCs tend to have
failed to establish norms for operation - regular meetings, minute keeping, etc. This is partly
attributable to lack of training or poor quality training (it was not possible to ascertain which was
the weak process at the moment).

As the project is designed, CSOs are directed towards applying more effort in VDCs formation
processes and rather less in processes that will increase the likelihood of VDCs sustaining. The
CSO in Jamalpur has asked for the process to be modified so that it can extend its engagement
with villages by 8 months with CFs covering twice as many villages each during that period. The
CSO will then still disengage from these VDCs. In relation to CIW, VDCs will interact with PASTs
until sub-projects are complete. They will then manage now sub-project proposals alone. In
relation to SAP, POs are meant to pick-up the engagement with VDCs. It is not clear at present
how much of the CIW and SAP processes will centre of improving VDCs' ability to sustain?.

CIW. There appear to be a number of operational bottlenecks in the sub-project preparation and
approval set of processes. VDCs/ PMCs do not have, and are not given, the skills to accurately
complete sub-project proposals. PASTs do not have good community participation skills. With
these two groups working separately, the process inevitably leads to two different views on the
details of the infrastructure required, and opens the potential for dispute. The CIW process
pathway is complex and because of the procurement aspect, necessarily includes checks and
balances. Nonetheless, the process might be streamlined?! and the in-built opportunity for conflict
reduced. For example, with road sub-projects, VDCs and PASTs could measure the road together
and agree the measurement before submitting the proposal. SDF could still operate a random
audit process on the measurements.

Dispute mechanism. Current disputes on road sub-projects highlight that thee is a need for a
clear dispute resolution processin SIPP.

Timeliness and feedback. Communities are highly frustrated that sub-project implementation is
not progressing. They are concerned that the time spent in formulating the CAP and sub-project
proposals have been wasted. There is a need to establish norms for the duration of key stepsin the
sub-project appraisal and approval process. VDCs need to know how long these processes take,
and there needs to be a process to keep VDCs informed of where their proposal isin the system.

19 For which purpose they would have to be constituted as a society or organization, rather than a committee.

2 Experience of the PMA consultants in working with communities institutions in Bangladesh, and from DFID-funded research on factors
affecting institutional sustainability, isthat 1 to 2 years is a very short time to expect to achieve institutiona sustainability. 5 - 7 years
support appears to be necessary. This is hardly surprising considering that most communities” experiences are of traditiona patron-client
systemsin rural life, and of the dependency culture that many NGOs foster.

2 This could include a simpler form for VDCs to complete Currently forms are completed by CFs on behalf of VDC; again an issuein
institutional sustainability.
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Institutional learning. A concern for the PMA is how institutional learning will feed-forward in
the implementation process. There is some interaction with the CSO and PAST through the CIW
sub-projects. However the temporal overlap with the PO is negligible as SIPP is designed. CFs will
have accumulated a body of knowledge about the communities they have worked with - what
processes exist for that to be passed on to the PO staff? How will the rapport and social capital
that CFs has accumulated with communities and in particular with VDCs be absorbed into the
PO? At present there appears to be a major break in the feed-forward loop and thusin continuity.
This threatens to dilute some of the community work of the CSO.
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6. Annexes

6.1. Process Monitoring of SIPP - inception phase field report on scoping and case
studies - Jamalpur

6.1.1 Scoping Study

Introduction

Government has prepared Poverty Reduction Strategy Paper (PRSP) where people’s participation in the
planning process has been given importance. Social Development Foundation (SDF) and its program are
aimed to address the PRSP to reduce the human poverty along with income poverty by implementation of
SIPP. SDF has appointed two CSOs, two PASTs, two POs and Process Monitoring Consultants to carry out
the project activities in two districts. Development Organization of the Rural Poor (DORP) Associates has
been selected as CSO, BCL as PAST, Dhaka Ahshania Mission (DAM) as PO. ITAD in association with CNRS
has been appointed later in February’04 for conducting Process Monitoring of SIPP. A visit has been paid
from 21 to 24 January 04 to know the present status of the process so far taken place under SIPP activities.

Objectives of the field visit:
The objectives of the visit are to know:
e the activities so far undertaken by the CSO, PAST and PO
e the present status or progress,
e opinion of VDC members about the project
o future plan of action of the VDCs

Field Work Methodology

A discussion was made with officials of DORP Associates of Jamlpur (Sadar) and Dewangonj upzila of
Jamalpur district. Two villages of Jamalpur (Sadar) namely Purba Kutamani and Kendua Sation Purba Para
were visited with the assistance of concerned Field Supervisor, Jamalpur (s) and discussed with the members
of VDC, CG and PMC. In Dewangonj upazila, discussions were held in Mondal bazaar with the villagers of
Bowlatali, Naya gram and Khan paravillages.

Project area and 4 years plan

Jamalpur is one of the two districts where SIPP activities are being piloted. There are 1,362 villages in 7
upzilas of Jamalpur district. The project is going to cover 700 villages of all upzillas giving the priority to the
poorer villages over the next 4 years. DORP-Associates are implementing SIPP activities in two upzilas
namely Jamalpur Sadar and Dewangonj in the 1 year. Tablel presents the planned yearly coverage of
upzilas.

Tablel: Number of villages of different upzilas under 4 years plan

Y ear Name of Upzila No. of villages Total

Year-1 Jamal pur (s) (1) 20 60
Dewangonj (2) 40

Y ear-2 Jamal pur (s) (1) 30 190
Dewangonj (2) 60
Bokshigonj (3) 100

Y ear-3 Jamalpur (s) (1) 25 225
Islampur (4) 100
Melandoha (5) 100

Y ear-4 Jamal pur (s) (1) 25 225
Mthergonj (6) 100
Sorishabari (7) 100

Total 700
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Communication

During dry season, about 80% and 70 % of project villages are suitable for 4 wheel drive car in Jamalpur
(Sadar) and Dewangonj upazilas respectively. In monsoon, 60% and 40% VDC village are suitable for 4
wheel drive car in Jamalpur (Sadar) and Dewangonj respectively. Road communication about half of the
VDC villages with Jamalpur district town are subject to availability of ferry in the Brahmaputra River.
Motorcycle, cycle and rickshaws are found suitable means for communication compared to other transports.

Activities
Activities so far done and are on going by the DORP-Associate in Jamalpur district can be summarized as
under:

Sl. No. Activities Status
(in quantitative aspect)
1 Information and Communication (IC) campaign Done
2. Upzila, union and village selection Done
3. PRA exercise Done
4, VDC, CG and PMC formation Done
5. Subproject preparation and i mplementation On going
6. Reporting On going

Upazila selection

As planned, DROP-Associates will work in all the upazilas of Jamalpur district. Dewangonj and Jamalpur
(Sadar) were selected purposively for the activities in year-1. It is noted that Jamalpur (s) has been allocated
due to convenience of accomplish the work.

Primary Village selection

Initially the officials visited all villages in two upazilas and collected data on various relevant issues viz.
physical conditions of road, health situation, water facilities and had a discussion with the local people. They
also collected information on different parameters as population, number of households, literacy rate, and
number of school from secondary sources. The level of poverty of the surveyed villages was assessed based
on data collected from primary & secondary sources. Primarily, 96 comparatively under developed villages
were identified for information communication (IC) campaign.

Linkage between two Upzilas

The CSO and DORP at Jamalpur maintain two modes of links viz. horizontal and vertical. Horizontal
linkage is maintained between the two field level offices through the monthly progress meeting. Besides,
telephone is another media which is used whenever necessary. Field Supervisors of Dewangonj visit
Jamalpur Sadar in times or Team Leader also visits Dewangonj as and when required. They sit together in
either by the places and discuss about targets, achievements, progress of activities and others actions
whenever or wherever it is needed.

The General Manager (program) and other concerned Manager of SDF visit DORP-Associate, Jamalpur once
in a month to talk about work plan, progress report and other activities. During this meeting all staffs of
DORP-Associate attend.

Working status

In the 1%t year, DORP associates performed different types of activities as per as work plans. Some of
activities are on going and would continue over the years. Various activities are under processing. Different
steps have been followed to achieve the goals of project-
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A.Information and Communication (IC) Campaign: IC campaign has been done from July’03 to August’03
in 96 villages under 6 unions (each union comprise 16 villages) in Jamalpur (Sadar) (2 unions in Jamalpur
Sadar and 4 unions in Dewangonj upazila. The key conductors were Community Facilitator (CF) and 8
villages were allocated for each CF. In addition CF, Field Supervisor and community also helped for IC
campaign. Finally, 60 villages have been selected from 6 unions and 5 villages allocated for each CF.
Different tools and methods were used for IC campaign which include viz. i) Mass meeting ii) Group
discussion iii) Uthan baithak iv) Informal discussions v) Community level meetings vi) Leaflet and poster
distribution. General information scenario on different tools so far taken place in avillage are as follows:

e About 4 formal mass meeting were conducted in each village to assess the level of interests
of the people of communities;

e Approximately 12 Group Discussions (GDs) were carried out to generate awareness and
motivate them about SIPP;

e Eight informal discussion sessions were conducted with the villagers to motivate them to
actively participate in the project;

e About 10 Uthan Boythak were organized as a measure to motivate the villagers;

o Village level 96 mass meetings were conducted in 96 villages;

e A set of leaflets were distributed among the villagers while different discussions meetings;

e For visual presentation, various posters were stick/ fixed in different important public
places.

B. Ultimate village selection: After completing |C campaign, the interest levels of 96 villages were measured
through conducting a household survey. A prescribed questionnaire was used for measuring the level of
community enthusiasm. Six criteriawere set for measuring the level, which are i) Male attendance ii) Female
attendance iii) Active participation iv) Interest level v) Willingness level vi) Awareness level.

Each criterion carrying 5 scores and hence the highest possible is 30. The measure of enthusiasm has
been ranked into 3 level viz. i) Very high (above 25) ii) High (20 < and <=25) iii) Moderately high (<= 20)

Different level of percentage (%) of measuring level was considered for scoring. Finally, a total of 60
villages were selected where 44 belong to very high followed by 16 villages ranked as high. Highest
ranked villages was Dewani para (28.84 score) at Jamalpur (s) and Jhalor char (22.26 score) was the
lowest. If any village is dropped out from the list, would be replaced by other villages from the
remaining 36 villages.

C. Community Action Plan (CAP) (September to October 03): DORP-Associates conducted the
Participatory Rural Appraisal (PRA) for the preparation of CAP, these are-

e CF conducted mass meetings in each village to inform the procedure of CAP preparation;

e All classes of participants (farmer, labor, fisher, service holder and women) were gathered and
sit together in the session;

o Different PRA tools were used for CAP preparation which include - Mapping; Venn diagram;
Need identification; Need prioritisation, Resource identification and CAP preparation. CAP
includes two decisions about - i) infrastructure and ii) Socia Assistance Program (SAP);
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Mapping: Showed the present situation of settlement, road, madrasha, school, sanitation drinking
water facilities etc. Time: Four hours from 10 am to 2 pm

Venn diagram: Three types of shape were used for venn diagram. Round shape indicates €lite;
Triangle indicates skilled resource and; Rectangular indicates institutions. Closeness pointed out
the strength of helpful for society Time: Four hours from 10 am to 2 pm

Need I dentification: ldentified their need, obstacles/barriers from the society, why did not they do
anything, solution Time: Five hours starting from 10 am to 3 pm

Priotitazation: Identified the most valuable urgent demand of the community Time: Four hours
from 10 amto 2 pm

Resour ce opportunity and wealth ranking: Identified the mechanism and resources to perform
the activities; Contribution of the community and SDF

e Inmost cases, schools premier or open field or courtyard were used as PRA venue
e Daysandtime allocation for CAP

- It took 3 days for CAP preparation for each village. The work did not perform at atime
i.e., facilitator gave interval after one working day. During interval, CAP preparation
conducted another village. For example, Mapping & Venn diagram conducted in one
day (say 14 September’03); need identification in another day (18 September’03);
prioritisation, resource identification and CAP preparation in another day (26 September
03). Apparently, the activities started from 14 September’03 and continued on 26
September’03; but during interval days were used for CAP preparation in other villages.

- About 3/ 4 hours were allocated for conducting each PRA session in a day. Generally,
the session was started at 10:00am and it was shifted afternoon depends on villagers
view.

Output of PRA: Villagers identified various needs for development of their community. However, finally
they reached into a consensus to select the first priority for infrastructure and the first priority for SAP. In
view of infrastructure, rural road became prominent in the priority followed by sanitation, drinking water
and school repairing.

D. VDC formation: A six member ad hoc Committee was formed before formation VDC. The committee
was responsible for the preparation of by-laws, VDC formation. The ad hoc committee melted after VDC
formation. Each of the 57 VDC’s have 11 membersin two project areas and only three VDCs, each consists of
13 members at Dewangonj upazila. FS and CF assisted in the formation of those bodies.

Criteriafollowed to form VDC as follows:

e One VDC has been formed in a village where the village comprising of 50 to 500 households. In
special case, two VDC would be formed if village comprising of more than 500 households

e There aretwo bodiesin each VDC viz. the General Body and Executive Body

- General body: 10% household’s representative made general body

- Executive body: It has been generated from the general body. If any member of VDC is not able to
continue hig’her duties then the position would be replaced by the member of general body

e VDC ensured representatives of all classes of villagers

e 50% member came from very poor class and are members of small groups organized by NGOs. Out
of 50%, 30% members are women.

e The rest 50% member came from other classes of the same village as social worker, village leader,
members of UP, imam or member of mosque committee, teacher, doctor, literate youth,
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representative of school/ college/ madrasha/ club/ cultural society or the representative of bazaar
committee and skilled resource professionals i.e., mechanic, mason of tube-well and sanitary latrine,

etc.

Table2: Shows the male and female member in VDC

Upazila Union Number | Total number of VDC No. of female member | Remarks
of VDC in VDC
Jamalpur (s) | 1) Kendua 10 220 (11 members for | 82 (Each of 5VDC have | Female
2)Lakshmir 10 each VDC) 3 members, 4 members | members-
char in each of 9 VDCs, 5in | 37%
each of 5VDCsand 6in
1VvDC)
Dewangonj 1) Chikajani 10 220 (11 members for | 78 (3 members in each | Female
2)Bhadurabad | 10 each VDC) of 2VDC & 4 in each of | members-
18 VDCs) 35%
1) Hatibhanga | 10 223 (Each of 17 VDCs | 88 (4 members in each | Female
2) Par ramram | 10 have 11 members, Each | of 15VDCs, 5in each of | members-
pur of 3 VDCs have|2 VDCs and 6 in 3| 37%
11lmemebers VDCs)

Responsibilities of VDC include:

A list of small sub-projects and other socia interest will be made for one year

A working plan will be made to perform the mentioned interest

Form Community Group (CG) comprising by 30-50 members. Women members should be 30% in

each CG.
PMC formation

Preparation of monthly work plan in the light of work plan
Assist PMC to implement the sub-projects

Assess the progress of work during the end of year and make awork plan for the next year

The member of VDC receive training when necessary
Prepare social, financial and cultural activities in addition to regular work

Project proposal be submitted to other organization if necessary

Keeping record of progress of work, accounts keeping and preserving other related documents

F. Community Group (CG) Formation: CG has been formed with the members who contributed in cash and
kind for the interest of project. If all the villagers participate with both contributions then CG members
would be selected by measuring the enthusiasm regarding the project. It is found that about 30 or 40 or 50
number villagers belong to a CG. Villager who is the general member of VDC can also the member of CG.

G. Project Management Committee (PMC): This committee comprising of 9 members whether they are
male or female. The member is selected with the support of the member of CG and VDC. The general
member of VDC would also be the member of PMC. VDC has right to cancel PMC member or dismiss the
body whenever necessary.

H. Social Action Plan (SAP): Though the SAP yet not to start in the project area, villagers prioritised Income
Generating Activities (IGA) for SAP followed by dowry, health and mother & child care in their society.
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Other information

A. Accounting system
The member of PMC has opened a joint account. Three key persons, operate bank account (president,
secretary and cashier) as the signatories.

A regulation system has been devel oped for accounts management, which are as under:
- At least two signatures are needed to draw money from the bank

- Money can be drawn with consent of other members of PMC

- PMC assigned accountability to VDC on 2nd day in each month

B. Status of Sub-Project

Villagers opened bank account as per contribution to implement sub project (Table 3) in Jamalpur district.
The villagers contribute 15% of total budget of sub-project of which 10% financially and 5% in kind. Rest 85%
would be contributed by SDF.

Table 3: Status of Sub-project at Jamalpur district

Status Jamalpur Sadar Dewangon] Total
Sub-project Measurement 8 15 23
Sub-project Submission 5 (3yet tofinalize) 7 12
Account open by VDC (100% paid) 12 20 32
Account open by VDC (partially) 8 20 28

C. Report submission

Following various reports has been submitted to the SDF. These are -
Monthly progress report

Quarterly report (only 1st quarter)

Six monthly report

- Other reports as per requirement of SDF

D. Other NGOs

Different NGOs namely a) BRAC, b) Grameen Bank, c) Proshika, d) Unnyan Shanga 5) ASA have been
working in Jamalpur Sadar upazila. Besides these, a number of local NGOs have been working in the area.
Their main activities are credit and health.

E. Next activities of CSO

CSO will perform following various activities:

1) Implementation of sub-projects

1) Organization’s trainings on Motivation, Leadership building, Record keeping system, Group
management v) Accounting

F. Views of Team Leader about the progress of project activities

Although the activities relevant to villages selection and sensitisation of communities (viz. IC Campaign,
PRA, etc.) have been accomplished satisfactorily, development activities viz. implementation of sub-projects
(rural road improvement) is lagging behind. This results frustration these acceptances of the whole process
to the communities become debatable. Villagers are facing problem in farming in the lands adjacent to
alignments.
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G. Stream of 1C campaign
The news of community-based activities and its benefit have reached other villages. Now, the villagers are
more interested about this project though they showed less interest at the out set.

H. Activities of other partner organizations

Project Appraisal and Supervision Team (PAST)

BCL is to provide technical support for the infrastructure aspects, paid an informal visit during 13-15
January’04 and physically observed the rural road improvement schemesin 2 villages of Jamalpur Sadar and
1 in Dewangon;.

Participation Organization (PO)
Dhaka Ashania Mission (DAM) is to provide the technical support for Social Assistance Program (SAP).
DAM will visit the areain April 04.
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