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Organisational-development project’s purpose and indicators

Purpose 1: To strengthen the partnership between IMCC Mali and APS 
The implementation of the pilot project has presented a number of organisational challenges that APS and IMCC Mali have addressed together. The two organisations have worked together on the logistical and economic planning of the data collection field trip, carried out by 21 persons (including interpreters and drivers). This has strengthened the partnership between APS and IMCC Mali and increased their abilities to work together in a number of areas. During the implementation of the pilot project great sympathy and mutual respect was developed between the two organisations’ work. Presently a lot of energy is being put into the design and planning of futures project activities in Mali. These activities will further and strengthen the collaboration between APS and IMCC, which will benefit both organisations.

The partnership between APS and IMCC Mali has exposed areas where the collaboration can continue to improve. In a few incidences, APS expressed a wish for better communication between IMCC and APS. Reasons for this could perhaps be found in either cultural or linguistic misunderstandings. IMCC stressed the need for regular meetings during the pilot project, where all aspects of the project were discussed, and communication was one of the subjects that were raised on the final day at the evaluation of the project.

Purpose 2: To introduce the PLA-techniques and strengthening the capacity of APS
The workshop on qualitative research methods was a great success. Members of APS showed great interest in qualitative methods. The students said that they only receive training in quantitative methods at the medical school and their enthusiasm was high throughout the workshop, despite long days often from 9.00 in the morning to 15.30 in the afternoon and that the first part of the workshop was six days in one stretch. No participants were absent during the workshop, and at day three, all participants had contributed to the discussions, at least once. All in all, there was a good dialog and interaction between participants and the instructors. 
IMCC Mali is under the impression that the participants gained a sound understanding of the subjects taught, even though this was their first exposure to qualitative measures.

In addition a positive outcome is that one of the APS board members is planning a bi-annual workshop on qualitative methods for new members of APS.
Therefore one subsidiary goal of purpose 2 has been met. Another subsidiary goal – that the members of APS would achieve sufficient capabilities to allow them to undertake PLA-methods - should also be viewed as accomplished, as it was members of APS that undertook the data collection during the field trip. APS was also responsible for writing analysis and reports on the data collected; hence the final subsidiary goal for purpose 2 was also met.

In their written evaluations of the workshop and field trip, all participants expressed that they felt a high degree of confidence in undertaking interviews, focus group discussion, and other PLA-methods, and most participants were confident analysing data. 
Purpose 3: To give the local population the opportunity to express their concerns and needs regarding health-related issues creating a basis for the development of a partnership in a future health program.

Women, men, the young, the elderly and local health workers including traditional birth attendants and volunteer health workers, have contributed information for the data collection. However the respective groups have only been presented and been offered the opportunity to discuss the results collected by APS at the end of the field trip. At that point it was possible to voice objections and elaborate on the interpretation of the data. Therefore purpose 3 was achieved.
Purpose 4: To conduct a needs assessment in order to gain insight into health problems in the community and thereby getting important directions for the development of a future large-scale health-promoting project in the area.

During the fieldtrip data was collected at three villages. The collected data was collected using various participant oriented approaches and the results can therefore be viewed as expression of the local wishes and need expressed by the local population in the three villages. Currently we are working towards an application to the Project Fund administrated by The Project Advice and Training Centre or the Single Project Grand from the Danish Ministry of Foreign Affairs. A meeting a consultant from The Project Advice and Training Centre has left IMCC Mali convinced that sufficient information for a project proposal has been gathered. Hence purpose 4 has been fulfilled.
Purpose 5: To increase the experience with international health work among Danish students.
During the pilot project members from IMCC Mali have acquired valuable experiences on planning an implementing of a development project. In particular project monitoring, budget management, the need to keep the focus on the projects purpose during the whole course and the collaboration between people of different educational levels, languages and cultures.
Additionally members of IMCC Mali have gained experience in teaching and planning a teaching workshop.
Focusing on indicators – IMCC Mali has held presentations to IMCC about the pilot project and the experiences gathered. Information relevant to the Mali-subgroup has been added to IMCC Uland’s homepage (imcculand.dk) and articles will be published in the medical faculty newsletters in Denmark. Therefore purpose 5 has been fulfilled.
Concrete results

State the results obtained in relation to the planned activities. State the quantitative and qualitative results together with an estimation of these.

· The partnership between APS and IMCC Mali has been expanded. APS and IMCC Mali are in constant contact and there is an ongoing discussion on the development on a future IMCC/APS project, and at what level APS will contribute to the various activities in collaboration with IMCC Uland, that traditionally has worked with more well established organisations.

· 12 Malian medical students have been introduces to qualitative research methods (please see above).

· Data on health challenges in three communes in the Tominian district has been collected. Specifically from the villages Benena, Dobwo, and Barana. The collected data has been analysed in short reports by APS based on interviews, focus group interviews and other participatory data collection methods with key informants – typically various health personel and population groups in the villages. This has provided IMCC with an excellent view of the health situation and challenges in the three communes.
· The four members of IMCC Mali who travelled to Mali, have gained experience in planning and implementing a minor development project. (Please see above).
· The initiation of a longer project in Tominian has been made possible. During the first and second field trip key personell at the health administrations at regional and district level were consulted on the implementation of the pilot project and on possibilities on initiation of a longer project in Tominian. IMCC have received the approval of various key officers. In addition, IMCC have learnt a lot about the area that can ease the initiation of a project in Tominian.

Target group

Describe the organisational-development project’s target group. How many people benefited from the project, and how was this distributed between gender, social and ethnic groups?

Primary target group: 12 medical students participated in the workshop in qualitative research methods, including four young women. The students are from various parts of Mali and have various religious and ethnic backgrounds. However they all belong to a well off middleclass minority in Mali, which, frankly, is required to be able to study at the university.
Secondary target group: Representatives from the villages Benena, Dobwo, and Barana participated in the data collection. This will, provided that funds for a future project will be granted, indirectly contribute to improved health care conditions for the populations of the three villages and the remaining population in the Tominian district.
Children and youth participation

How were children and young people generally involved in the organisational-development project’s planning, undertaking and evaluation in the partner organisation and your organisation? Please state the advantages and disadvantages.

The primary target group and partner was a group of 12 medical students and doctors that were between 20 and 30 years old. These young people all participated in the planning, implementation and evaluation of the project. With varying degree depending on their status in APS (board members were naturally more involved).
The similar programs of study and academic background of the members of the two organisations has contributed towards a good group dynamic and towards a lot of mutual learning during the collaboration on the pilot project. The common denominator – young students involved in voluntary work benefitting the poor – is a good basis for a sense of community and equal ownership of any future collaboration.
It is our view that the young people who participated in the project all showed delight and interest in the teaching methods used, the PLA-mind set, and the specific methods that were handed over during the workshop and field work. The acquired skills will be valuable in the future for the individual participants as individuals and APS as an organisation. The organisational, methodical and inter-cultural experiences from the pilot project will most likely have as positive impact on future partnerships and development and implementation of future projects in the organisation.  
Another gain from this way of collaborating with a student organisation is that other young people at the medical school will see that it is fun and rewarding to do voluntary work - in regards to personal capacity building and in relation to intercultural experiences with young people from other countries. Hopefully the project has in this way contributed to the inspiration and motivation for more students at the faculty to want to participate in APS’ projects in the future. 
IMCC hopes that medical students, who have participated in the project and are based in an urban setting, namely Bamako, will attain an interest in and acknowledgement about the health care needs in the rural areas of the country. Knowledge about qualitative methods and participatory approaches to research and planning will be a great advantage to the students, and the rural population, if the future doctors become involved in development- and health care work in the rural districts.
Gender

How were girls and young women involved in the organisational-development project? Have you taken special initiatives in order to involve girls and/or young women? Please describe the advantages and disadvantages of the way that you worked.
It was a requirement from IMCC Mali that 50% of the workshop participants selected by the APS board were women. This has to be viewed in the context of the APS board consisting of six males and four of these participated in the workshop. APS fulfilled this requirement in that four women were selected to participate in the whole project. Four out of eight selected participants were women. This is 50% of the participants selected by the board. The total number of participants was 12; the ratio of women constituted 33% of the total participant number. This correlates well with the male / female ratio of the students at the medical school. During the process, we got the impression that the women contributed positively to enhance the group dynamics and participated on equal terms in the teaching and the collective work.

During the data collection (conducted by the members of APS) several interviews and focus group interviews were conducted solely with women in an attempt to nuance the collected data. This explicit involvement of women was a priority during the field work. In concordance to the cultural norms the men also speak on behalf of the women. Therefore it was important to us to point out to APS the necessity to include women separately from the men when doing needs assessments of this type. As an example of this one of the female workshop participants conducted a personal interview with a woman from one of the villages, with emphasis on gender roles, family life and everyday life as a woman in the village setting in question.
Prevention of HIV/AIDS

If HIV/aids was a part of the organisational-development project, briefly describe how you worked with it.

During the data collection on the health situation and –problems in Tominian, questions were asked specifically about problems regarding HIV/AIDS. But as HIV/AIDS is not very common in Tominian or Mali, the subject did not play a central role in the pilot project. However, there is increased focus on HIV/AIDS among health personnel and the general public. This increased focus, despite the relative small prevalence can be attributed to the massive preventive campaigns undertaken by large international donors.  
Sustainability

Describe to which level the target group will be able to continue with the activities on their own (economically, technically and organisationally).

The primary sustainability of the project lies in the knowledge on qualitative research methods, which has been transmitted to APS from IMCC Mali. As mentioned earlier, APS, on their own initiative, expressed a whish to pass on the methods for data collection, they had learnt and tried during the course of the pilot project. Whether this actually will be carried out is beyond the influence of IMCC Mali, but IMCC Mali will be ready to assist APS in any need for help that may arise in this regard. It is evident that is not an easy task to convey these methods, but with the material that was handed out and a strong determination, it is IMCC's opinion that APS will be capable of teaching qualitative research methods to other medical students. This will not require any further economical resources apart from photocopying, as long as the practical exercises are carried out in Bamako and environs.

Internally in IMCC Uland, there is a demand for the Mali- sub group to teach qualitative research methods in concordance to the PLA-mentality in relation to development work. During the spring, a one-day workshop has been planned for the IMCC Uland – Ghana subgroup.

Project’s progress

Describe the important factors that aided or hindered the organisational-development project’s completion.

Great commitment from partner organisation: The most important and also the most decisively facilitating factor was the passionate commitment and participation of APS. Without them the project would not have been as successful as it was. They participated attentively in the PLA workshop, and worked hard to organise the logistics relating to the execution of a ten-day workshop and a field trip including overnight stays, feeding and daily excursions for 21 persons.

Goodwill from health administrations at local level: IMCC Mali and APS were greeted with great goodwill and support from the health administration in Tominian, which provided a lot of help in arranging interviews with health personnel at various health posts, provide data on the health situation and provide good advice on many areas, ranging from what areas were well suited for conducting interviews to where the physical location of a future project could be. We also received a lot of support in regards to the logistical aspects and planning of the field trip. This goodwill and support was invaluable as there are no hotels or restaurants in the area where 21 people were supposed to stay for eight days.
Language: It has been a slight challenge that the official language in Mali is French, as only one of the four volunteers from IMCC Mali, possessed sufficient French skills to get by. There have been a few instances were the language has been the source of misunderstandings, in spite of the hired interpreter. However on the whole the language barrier between APS and IMCC did not cause major problems regarding the implementation and the project activities and the quality of these activities. This should partly be attributed to the interpreter’s skills and work effort. 
Surprisingly, the language barrier that proved the greatest challenge was during data collection, as the population of Tominian primarily speak a minority language, bobo, that is not spoken by any of the project participants. Despite most of the population in the area being bilingual, and thereby speaking at least one of the languages that the interpreter or the APS participants speak, some of the interviews were difficult for APS to complete. This has certainly had a negative effect on the quality of the collected data.

Division of responsibility

Describe how the cooperation with an organisation abroad worked (organisationally and administratively). How did the division of responsibility work in the organisational-development project? What worked well? What could have worked better? Will the cooperation continue?

Prior to the implementation of the project, IMCC Mali had been advised to ensure that the planning and implantation should take place as an equal collaboration between IMCC and APS. To comply with this advice, it has been a priority for IMCC to involve APS as early as possible in project. By initiative of IMCC this has been attempted by having multiple preliminary discussions with APS about a specific division of responsibilities during the project. This was successful to some degree. APS showed great commitment in several instances and took responsibility for tasks, where this had not been expected by IMCC Mali. For example APS played a strong role in the selection of project area and in the contact to relevant persons in the local health administrations.
Generally, the division of responsibilities worked best, when APS was responsible for the more practical and logistical areas and IMCC handled the organisational planning of the project.

IMCC strived to involve APS and seek APS’ advice in regards to decisions about the fundamental and on-going organisational planning. On several occasions however, this was difficult as they often did not make any substantial contributions. Supposedly that is because, in spite of our attempts towards an equal partnership in the planning of the project, APS did not have the same basis for establishing an organisational and professional overview.
To take these conditions into account when planning future projects, IMCC will be more attentive to allocate more time for meetings during the project and have a greater focus on detailed communication of large and small matters.

Fundamentally, the will to collaborate and to take responsibility was unmistakable and therefore we have great expectations that the experience from this project will contribute positively to both organisations’ attention and development in regards to these aspects in the future. This will benefit the collaboration between APS and IMCC Mali and other partnerships.
Evaluation

Has the pilot-project been evaluated? - If yes, briefly describe the results and progress. Please attach an evaluation report.

The pilot project has been evaluated multiple times during the project and upon completion. The evaluations have had the following purposes:
1) To adjust and adapt the project to changed preconditions and new wishes and needs expressed by the project participants during the project

2) To assess whether the project has fulfilled its actual set goals and hereby achieved the set demands by the donor (The Danish Youth Council)

3) To assess the project participants’ benefits and satisfaction with the project.

4) To assess the organisational collaboration between APS and IMCC Mali.

5) To ascertain new knowledge internally in IMCC Uland for the benefit of the current sub group as well as other members of IMCC towards improving practices in future projects. The evaluation will herby contribute to the individual and organisational capability development for IMCC and its members.

The evaluations have been formal and informal and the purpose of the specific evaluation has guided the level of documentation. The purpose of the evaluation has guided the method of evaluation and several methods have been used.
Overview of evaluations undertaken

1) Meetings and follow-ups: The project was evaluated and monitored constantly during the project. This was done during internal meetings in the Danish contingent and during meetings between APS’ board and IMCC Mali. In addition to this there was a running dialog between all the project participants geared towards adjustments and changes during the project. This can be viewed as a form of constant evaluation and monitoring with the aim of adjusting the project activities as they are implemented. The ongoing involvement of all the project participants has also had the purpose of increasing the project participants’ satisfaction and to maintain the commitment and ownership of the project. These dialogs and meetings with subsequent small adjustments have not been systematically documented.
2) Project Report for the Danish Youth Council: In relation to completing the project report for the Danish Youth Council, an evaluation of whether the project has lived up to its actual purposes and the funding demands set by the donor were done.
3) Questionnaire and oral evaluation: More formally the project has been evaluated using a questionnaire, distributed to all the participants from the partner organisation. The questionnaire was completed with closed and open-ended questions. Subsequently to the written questionnaire a round of oral feedback in the form of a loosely structured group interview was undertaken. The purpose of these evaluations was the systematically document the participants’ benefit and satisfaction of the project. For a summarisation of the results please see Appendix 1.
4) Process evaluation with the APS board: After the completion of the project IMCC Mali and APS’ board held a meeting with the purpose of assess and discuss various aspects of the collaboration between the two organisations. For summarisation please see appendix 1.

5) Project journal: Mali continuously completed a project journal where project activities and general experiences from Mali were described. The purpose of the journal was mainly to function as internal documentation and communication to IMCC Uland in Denmark. This is apparent in the informal and humoristic tone in the text.

6) Evaluation as forward looking learning: To ensure that the most important lessons learnt from completing the pilot project can be transferred to other members of the organisation an evaluation report with special focus on forward looking learning was completed. For summarisation please see appendix 1.

Appendix 1: Quantitative and qualitative satisfaction survey completed by the project participants and the APS board.
Appendix 2: Internal evaluation of the project.
Information

Describe the information activities carried out. How was the dispersal effect? If you have it, attach information material and press reports.

An article about IMCC’s pilot project in Mali will be published in the medical faculty newsletters in Denmark. The newsletters are generally read by most of the students, and will therefore reach most medical students in Denmark.
Further more IMCC Uland’s homepage www.imcculand.dk will be continuously updated, including the newly completed pilot project in Mali. The homepage has an average of 144 unique visitors a month, a number that is rising steadily.

What have you learnt?

Describe what you have learnt during the course of the project cooperation. Can your experiences be used by other organisations preparing similar projects? What would you do differently next time?

Our lessons learnt can be utilised by other organisations. For further information please see appendix 2 – evaluation as forward looking learning.
Other comments

The geographical area originally selected for the pilot project, was changed after IMCC received the grant from The Danish Youth Council. We became aware that BØRNEfonden contributed a strong and poverty reductive development effort in the originally targeted area. Lately the effort also had begun to include health interventions. This made us come to the conclusion that our efforts probably would produce a greater and more profound change in another area of the country. Internally in IMCC Mali there was a profound desire to relocate the pilot project further away from the capital. If the project activities were to evolve and expand in the future, it would be more in accordance to the criteria IMCC Uland normally strive towards, namely working with the rural population that have long distances to health care. 

When it had been decided to change to area for the actual fieldwork, meetings were held with APS, national and international NGOs. The purpose was to get advice from all parties in regards to selecting the right area. After these preliminary meetings were held, the region Ségou was selected and in consultation with The Regional Director of Health Services a district was selected. The District Health Administration then identified the three communes where the field work would take place. This change in the project has not had any negative influence on the project design or implementation. On the contrary it can be said that the process on selection a new project area contributed positively in that the involved partners in the project felt that they were consulted and played a greater role in deciding where the project would take place.
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