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Background

From its earliest days, IDRC has supported research on post harvest issues, market chains and rural
agroindustry (RAI). In Latin America, both the Centro Internacional de Agricultura Tropical (CIAT)
and the Centro Internacional de la Papa (CIP) have had continuing interests and activities in this area of
research and, along with a number of national organizations and NGOs, have been strong IDRC
partners. Much of the work carried out was focused on specific topics such as products, processing,
technology solutions, economics, marketing, etc. While there was ample discussion of integrated
approaches to rural development and  � post harvest systems �  from fairly early on, most of the work was
either production and technology or social and economic organization driven. It was difficult to
accomplish a viable operational integration of the technological and socioeconomic perspectives in the
same project at the same time and place. In addition, concepts of participatory research introduced into
the above context added to the complexity and analytical challenge.

It was from this background that the arracacha project proposal arose out of a CONDESAN small grant
project which served to identify and define areas in which to work. During a good part of 1988, when
the project proposal was prepared, it was revised and refined several times. It evolved from a strongly
development oriented initiative involving several products and types of enterprises to a more analytical
approach and focus on a specific minor traditional crop, arracacha, in three centres of concentration in
Bolivia, Ecuador and Peru. The project began with a planning workshop at CIP in early 1999.

Objectives

Overall objective: to contribute to diminishing levels of rural poverty through promoting local
development in CONDESAN pilot areas and bio-diversity micro-centres of Andean roots and tubers.

To add value to Andean agricultural production through improvements to traditional agro-industries
and products and to retain greater value-added in the centres of bio-diversity in Bolivia, Ecuador and
Peru.

Specific objectives: 
Eco-regional level: 
a) to synthesize and generate a methodology appropriate for the development of traditional agro-
industries in the Andes;
b) to identify existing traditional agro-industries or activities with potential for development;
c) to strengthen the institutional capacity of partners in each country related to agro-industry technical
and social development aspects.

Regional and local levels:
a) to improve the competitiveness of the  � rallado de arracacha �  rural agro-industry;
b) to improve the commercial competitiveness of fresh arracacha roots;
c) to strengthen local capacities through the encouragement of rural leadership.



Project initiation and evolution

When the project began, it was not clear how all these objectives would be achieved. Each component
was described as a separate activity in the proposal but how these would be brought together and in
what sequence or combinations was not defined. In fact, it would have been impossible and not
desirable to do this. Nevertheless, a planning meeting was organized at CIP in early 1999 which
brought together a group of technical representatives from the various organizations initially committed
to participation in the project. The outcome of the meeting was a rather rigid and linear definition of
activit ies based on traditional technical discipline perspectives. These were defined in boxes with some
relationships and interactions indicated by arrows with inadequate attention, or concept, of how these
would function and evolve. In addition, there was no clear plan for monitoring and evaluating progress
as the project evolved so that at the end of the three years they would be able to define what had been
learned and achieved.

At this meeting, some of the early documents from Barry Kible on Outcome Engineering were
provided to and discussed with the Project Leader. Intuitively it was recognized that the concepts and,
to some extent, the structure could be useful in organizing the multiple interactions and perspectives
encompassed in the proposed work. Subsequently, in collaboration with the IDRC Evaluation Unit
(EU), an Intern was identif ied to work with the project in adapting what were to become Outcome
Mapping (OM) ideas and techniques in the project. The Project Leader and the Peru site leader also
came to Ottawa to work on a proposal for application and testing of OM. Eventually, Helen Raij from
the IDRC Montevideo Office became involved in the project, as part of a training period with the EU
on OM, and has accompanied the arracacha team through the learning and adaptation process.

The first year report was very descriptive of disparate activities with little evidence of any analytical
approach. There was some change in participants in the project with several who attended the initial
meeting dropping out and a new partner with strong analytical capability coming on board. Two
workshops with a focus on applying OM to planning local activities were held in year two. The first at
the Bolivian project site focused on organizing and documenting the relationship of local services
providers and the participating community members. This was the first attempt to apply OM methods
in an organized manner. The second was held at the Peru project site and focused on the application of
OM at the community level. A manual for the workshop was prepared in Spanish by consultant Matin
Mujica but was little used. These, and many other interactions along with frequent interchanges
between IDRC representatives and Project Leaders, resulted in a second year report much more
analytical and showing evidence of conceptual and organizational progress.

It must be pointed out, that throughout the first year of the project, they only had access to the original
English documents EU worked with to develop OM and only at a meeting in year two were they
provided with the basic conceptual underpinnings of OM as developed by EU. Language was a barrier
in the documentation process as well and the project was half over before all members of the team had
copies of the OM conceptual framework, essentially chapter 1 of the OM Manual in Spanish, as well as
Spanish translations of the journal forms. Only towards the end of year three did the team begin to
recognize the richness of the data they were collecting using OM tools. At the end of the May, 2002,
final project review meeting, all participants and IDRC representatives were surprised and felt great
satisfaction at the achievements and learning which was reported and documented in the draft final
reports. 

The project began with many of the important concepts and ideas for promoting rural community
change through value added rural agro-industry and market initiatives as entry points. From these entry



points, project leaders were able to accompany a much wider range of related, but community
generated, initiatives and changes. OM provided the framework and tools to differentiate and document
the actions and contributions of the various actors at different levels. These constitute the elements of
learning and of community change in evidence as project outputs and results. Clearly much has been
accomplished in three short years but how broad an impact the project can have was only beginning to
be plotted out around the preparation for the May meeting and its outputs. 

That the project leaders began to think more critically and strategically about next steps before and
during the workshop was, in part, a result of the pressure applied by Minga. This was accomplished in
two ways: by refusing to automatically allow more time and a supplement to  � finish �  work under way;
and, by insisting on a strong analytical focus, as opposed to descriptive, in the final workshop.  The
draft reports presented at the workshop provided an excellent synthesis of what was accomplished with
a good balance between analytical and descriptive content so it was clear how much had been
accomplished from several perspectives.

Results presented in the final workshop

1. History & context
The presentations at the workshop highlighted important historical and contextual information about
the communities in which the project operated. This attention to the communities and their inhabitants,
to some extent giving them more importance than the project in and of itself, reflected the participatory
philosophy underlying the original project objectives. The focus was less on what the project did in and
for the communities as on what the communities and their leaders accomplished as accompanied by the
project and in some cases, extended on their own initiative. The implication of this focus is that the
project by itself had no life of its own without recognizing and joining the flow of community life
within its own perceptual and real boundaries. OM helped to make this operational by providing tools
and a structure for discussing and recording important components of local needs and perceptions and
the roles of multiple actors. In turn, this allowed the project to target technical and organizational
initiatives in response to community defined needs combined with other information brought by the
project such as the results of market studies. The project added value, improved and contributed to
what already existed which formed the context for introducing and integrating new ideas and
technologies.

2. Stated principles of the project
"� Entrepreneurial focus oriented toward satisfying market demands while respecting

local needs and possibilities.
"� A focus on linkage chains integrating functions from production through to

consumption.
"� A focus on gender roles and encouraging active participation and leadership of women.
"� Change requires a coordinated effort by multiple actors including private enterprises

and a search for synergies.
"�  All actors in the agro-industrial chain, including service providers, should be

consulted and participate in the design and execution of the project in areas where they
are direct stakeholders.

"� Combine research and development activities when intervening in ongoing processes.
"� Promote human and social capital formation integrating family and community in the

decision-making and processes of change.

3. A focus on linkages in activity chains
Considerable attention was paid to the interactions between various subsystems entailed in rural agro-



industry and the importance of defining and understanding these interactions. Subsystems involved:
food security; economic activities of production, post harvest and marketing; community and enterprise
organization; provision of services such as credit and technical assistance; and, market information.

4. Methodologies adapted and applied
a) Methodologies for improving competitiveness (each entails a set of methods)

"� Identification of promising traditional agro-industries.
"� Identification of markets and entry requirements.
"� Strengthening human and social capital (empowerment and alliances).
"� Strengthening the productive chain.
"� Consumer awareness (nutrition, preferences, economic value, participatory marketing).

b) Methodologies for project monitoring - Outcome Mapping 
"� Integrate planning, monitoring and evaluation.
"� Evaluate equally both tangible (directly measurable) and intangible (visible evidence

but not directly measurable) aspects of change.
"� Facilitate identification and monitoring of changes in attitudes, relationships and

activities of both individual and group actors.

c) Methodologies for project management: organizational practices of the change agent (from OM)
"� Search for and document new ideas, opportunities and resources (workshops,

interactions, alliances, electronic forum, monitoring methods-OM).
"� Generate spaces for interaction, exchange, reflection and feed-back from collaborators.
"� Diffusion of project news, ideas and results locally, regionally and beyond.

5. The project as a space for interaction, creativity and sharing
Of particular interest was the Project Leader �s grouping of a range of project technical activities within
the concept of creating spaces for action, reflection and  interaction. This focus combines the intent of
several OM organizational practices suggested in the OM manual. Normally, these activities would
form the main focus of a project with emphasis on the influence or impact project activities have on a
target group. Viewing the project as a space where all actors are encouraged to interact from the
perspective of their particular roles in achieving change provides a subtle but important shift in
perspective on the purpose and contribution of a project. Some examples of activities undertaken and
producing a variety of results in the project include:

"� Technology improvements.
"� Production and productivity improvements.
"� Introduction and improvement of arracacha handling and processing technologies.
"� Marketing activities and studies.
"� Consumer awareness education.
"� University student theses.

6. Development of social and human capital
Strong emphasis was placed on the importance of promoting the development and strengthening of
human and social capital in all aspects of project relationships. The topic surfaced repeatedly in
presentations and in discussion in the meeting. Some terms used to describe changes in this area were:
empowerment (especially of women, individuals and groups in relation to their social and economic
milieu); social and organizational cohesion; generation of greater certainty/confidence (less
uncertainty); forming and strengthening alliances; and, ability to see and act on opportunities for



progress and improved well-being. These changes in people and groups form the basis for sustainable
project induced improvements and of the community itself.

Special note was taken of important changes in attitudes, initiatives and activities of women in all three
project sites/countries. Rather than being a separate project initiative, gender related initiatives took
place as a natural outcome of inclusive participatory action with community groups facilitated by the
project. Nevertheless, it was pointed out that further deepening of initiatives in this area is required
with fuller documentation and refinement of methods and results.

Evaluation of Outcome Mapping methods

In a presentation analyzing the utility to the project of Outcome Mapping, Raul Delgado (Bolivia site 
coordinator) outlined difficulties they encountered in applying OM methods. Some staff found the
filling out of journals too routine and rigid and tended to do so without much thought or attention to
relevant detail. The use of progress markers also provided some difficulties, especially in documenting
the degree of accomplishment towards an outcome challenge with a rating of high, medium or low.
Sonia Salas, the project leader, acknowledged that she initially thought the recording of Organizational
Practices a waste of time but after an initial attempt to document actions and progress in this area, in
response to IDRC pressure, she found the approach yielded valuable insights and information. The
results were evident in her  summary report for  the project  and changes in strategy.

It was observed that although the recording of observations in a systematic way seemed onerous, when
it came time to prepare reports, the fact that a wealth of organized information was in hand greatly
facilitated this task. All the participants repeatedly referred to OM as an indispensable tool for the
organization of the project. In fact, OM kept appearing as an integral and natural part of the project
approach and progress. Particular importance was accorded to the manner in which the method assisted
in recognizing and documenting evidence of progress and changes in social and human capital.

Application of OM worked better in Peru and Bolivia than in Ecuador. This seems to be related to the
type of institutional partner in the project. In Ecuador the project was situated in the Department of
Agriculture and subject to the limitations of a rigid, bureaucratic management structure. Eventually, an
NGO active in the project community became involved and this alleviated some of the problems but by
then the project was nearing its completion. By contrast, the initiative was led by an NGO in Peru and a
University related research institute in Bolivia. The former had difficulty with consistent detailed data
recording and summary but provided excellent initiatives in facilitating community action. The latter
was able to make a substantial contribution in conceptual and analytical aspects, especially in the
application of OM.

Despite not understanding the conceptual underpinnings of OM for the first year of the project and not
having access to the OM Manual in Spanish, it was evident that for the project team, OM represented a
very important factor in the conceptualization and documentation of the results of the project. This was
clear not only from the presentations of the project leaders but also from the observations of other
participants who listened to the presentations and observed the various documents on display. It can
reasonably be concluded that most of the important achievements of the project are a result of the
experimental application of basic OM concepts and tools.

Final tasks

The final day of the workshop was dedicated to defining and prioritizing tasks to be completed and the



preparation of a strategy for continued refinement of the results of the project and promotion to a larger
audience. Documents to be completed were outlined and responsibilities and time lines for their
preparation were agreed upon. Target audiences were identified as well. The agreed on products to be
completed during an extension of the project are as follows:

"� Case study of the development of the arracacha agri-food chain with CIAT funding.
"� Outline for an article oriented toward managers, researchers and political decision-

makers.
"� A guide for implementing change in social and human capital based on project

experience and OM.
"� A participatory marketing guide.
"� A manual on arracacha seed-bed technology and transplanting.
"� Arracacha nutrition publication.
"� Project final report based on drafts presented at the final  workshop and additional

development of the conceptual framework, synthesis of project experiences and
evaluation of impacts.

"� A report on the application and adaptation of Outcome Mapping in the project.


