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Abstract 

In June 1996, the U S Agency for InternatIOnal Development MIssIOn m ZambIa 
(USAID/Z) undertook to desIgn a second five-year phase of ItS HIV/AIDS 
preventIOn and control program for Zambia The MISSIon decIded to use a 
combmatIOn ofmnovatIve and powerful plannmg tools, mcludmg USAID's 
"Umversal Framework of ObJectIves" (UFO), whIch attempts to descnbe a WIde 
range of pOSSIble HIV I AIDS mterventIOns, as well as people-centered plannmg 
methods that dIrectly mvolved relevant stakeholders 

The desIgn process was successful m producmg a responsIve, hIgh-qualIty project 
deSIgn that fits WIthm the framework of the ZambIan NatIOnal HIV/AIDS 
StrategIC Plan and the Zambian Health Reform Process The process also 
generated strong partICIpatIOn and commItment among the partICIpants and 
created a more favorable perceptIOn of USAID The process was cost-effectIve 
and effiCIent, and It resulted m a $25 mIllIon project that was readIly approved by 
both USAID and the ZambIan MOH ThIS project deSIgn process IS an excellent 
model that can be adapted for a varIety of plannmg SItuatIOns for USAID and 
other development agenCIes 
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Acronyms 

AIDS Acqmred Immune Deficiency Syndrome 

BCI behavlOr change mterventlOns 

COAG cooperatIve agreement 
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HPN PopulatlOn, Health & NutntlOn 

HRIT Health Reform Impact Team 
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MTP medIum term plan 

NAPCP NatlOnal AIDS PreventlOn and Control Programme 

NASTLP Zambia NatlOnal AIDS/STD/TB and Leprosy Programme 

NGO nongovernmental organIzation 

ODA Overseas Development AdmlmstratlOn 

PACD Project AssIstance CompletlOn Date 

PALS PosItIve and LIvmg Squad (ZambIan AIDS awareness and 
educatlOn organlzatlOn) 

PHN Office of PopulatlOn, Health & NutntlOn (USAID) 

PIP Performance Improvement Programmmg 

ProAg Project Grant Agreement 

PVO pnvate voluntary organlzatlOn 

RF Results Framework 

SOAG StrategIc Objective Agreement 

STD sexually transmItted dIsease 

STP short term plan 
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I. Introduction 

The desIgn process used by USAID IS exactly what we've 
been askmg for m terms of workmg as partners It IS the 
better way of desIgnmg projects and programs The process 
mimmizes misunderstandmg, creates responsIve programs, 
bUIlds cOmmItment, and makes It more hkely we'll achIeve 
our common goals 

-DIrector of the ZambIan NatIOnal AIDS Control Program 

In June 1996, the U S Agency for InternatIOnal Development MIssIon m ZambIa 
(USAID/Z) undertook to deSIgn a second, five-year phase of ItS HIV I AIDS 
preventIOn and control program for Zambia The MISSIOn deCIded to use a 
combmatIOn of mnovatIve and powerful plannmg tools and approaches deslgned 
to produce the most responSIve and appropnate project deslgn 

• The recently-developed USAID "Umversal Framework of ObjectIves" (UFO) 
was used ThIS tool attempts to descnbe a WIde range of possIble HIV I AIDS 
mterventIOns m the broader context of the epIdemIC 

• The other approach was a umque blend of people-centered plannmg methods 
that duectly mvolved relevant stakeholders III the ZambIan HIV I AIDS cnSIS, 
III the analysIs of the AIDS problem and the project deSIgn 

The Zambia HIV I AIDS project deslgn process suggests InnovatIve methods by 
whIch USAID can transform ItS tradItIonal ways of domg busmess m order to 
fulfill ItS mlSSIon more effiCIently and effectIvely Over a penod of four weeks, a 
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THE ZAMBIA HIV/AIDS PROJECT A BRIEF STUDY OF PARTICIPATORY DESIGN 

sIx-member core desIgn team and two outsIde facIhtators worked wIth about 150 

stakeholders to collaboratIvely desIgn a hIgh-qualIty, responsIve HIV/AIDS 
program that was approved by the U S and ZambIan governments wIthm weeks 
The result was a $25 mIllIon project deSIgn that was descnbed by the planmng 
partICIpants as 

• of very hIgh qualIty 

• extremely responsIve to stakeholder needs 

• complementary to the ZambIan NatIOnal mY/AIDS StrategIC Plan and the natIOnal 

Health Reform Process 

• well adapted to local condItIOns and therefore efficIent m usmg local resources 

• cntical m bUIldmg stakeholders' commItment to the project deSIgn and ImplementatIon 

• responsIble for creatmg a more favorable ImpreSSIOn of USAID 

ThIS document bnefly analyzes the partIcIpatory or collaborative approach used m the 

Zambia mY/AIDS project m order to generate lessons learned for Improvmg USAID's 

project deSIgn processes and offers one effectIve model that can be modIfied to fit vanous 

opportumties and constramts for project plannmg withm USAID ThIS partIcular process 
was desIgned by SocIal Impact, Inc I A more detatled case study eXIsts and IS avaIlable 

upon request from USAID/Washmgton A follow-on publIcatIon2 IS bemg prepared whIch 

wIll offer practical steps for utilIzmg partIcIpatory plannmg methodologIes 

A THE HIV/AIDS EPIDEMIC IN ZAMBIA 

In ZambIa as of 1996 there are a cumulatIve total of between 800,000 to 1 mIllIon 
HIV -POSItIve people By the year 2000 there wIll be over 150,000 new cases 
occurrmg per year In ZambIa, as elsewhere III the regIOn, the HIV I AIDS 
pandemIC has had senous negatIve consequences across numerous sectors and 
threatens to cause sOCIetal and polItIcal mstabIlIty 

ISocml Impact Inc 7215 Holly Avenue Takoma Park MD 20912 Phone (301) 563 6390 Fax (301) 573 6391 
e mrul mfo@socmhmpact com 

2Health Techmcal ServIces Project The HIV/AIDS Program Management Tool KIt 
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INTRODUCTION 

B THE PARTICIPATORY PROCESS 

USAID/ZambIa's declSlon to employ a collaboratIve desIgn process reflects ItS 
understandmg of the value of partIcIpatory methodologIes Expenence has shown 
that the use of people-centered methodologIes produces projects and programs 
that 

• are more responsIve to the needs of customers and beneficIarIes 

• have greater Impact on the problem 

• use human and financIal resources more efficIently 

• are more sustamable 

• employ local resources more effectIvely 

• achIeve greater stakeholder commItment 3 

The steps and tools mvolved m thIS process were deSIgned to foster an atmosphere 
of openness, transparency, empowerment, Involvement, partnershIp, leammg, 
trust, and consensus- bUIldmg The vanety of techmques used helped to keep 
partIcIpants actIve, engaged, and focused durmg a very mtense several weeks 
The process followed several carefully constructed, IteratIve steps 

• Stakeholder mtervlews WIth more than 30 people to prepare the enVIronment 
for the partICIpatory plannmg process and to develop mitIal plans for 
Involvement of stakeholders m the process 

• A deSign team orientation and team-bulldmg seSSion, to onent the team to key 
stakeholder and desIgn Issues and to begm bUIldmg team relatIOnshIps 

• AnalysIs of the Universal Framework of Objectives In the ZambIan context to 
provIde an organIzmg framework for the team's thmkmg on desIgn Issues 

• Field VISitS, to get a firsthand VIew of what was and wasn't workmg as far as 
HIV I AIDS mterventtons 

3World Bank Participatory Development and the World Bank Potential DirectIOns for Change," DISCUSSion Paper 
No 183 (Washmgton DC World Bank) 
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• Focus group discussions With two groups of stakeholders In order to collect 
deep, nch data qUIckly and cost-effectIvely 

• A Stakeholder Strategic Plannmg Workshop wIth more than 50 partICIpants 

• A SyntheSIS Plannmg Workshop With more than 50 partICIpants to reVIew and 
refine the InItIal project deSIgn WIth stakeholders 

C THE PEOPLE OR STAKEHOLDERS INVOLVED 

Stakeholders are defined by USAID as IndIVIduals who have an Interest In the 
actIvity under consIderatIOn, as contnbutors, benefactors, or opponents To 
produce the most responsIve, effectIve, and sustamable project deSIgns, 
stakeholder groups must be brought mto the deSIgn process m a thoughtful and 
productIve way 

In Zambia a WIde range of people and groups were IdentIfied as stakeholders m 
the HIV/AIDS preventIOn project, and they are hsted m FIgure 1 Three 
stakeholder groups were IdentIfied as partIcularly Important 1) offiCials withm 
the MOH because of theIr knowledge of ZambIan health reforms and the natIOnal 
HIV/AIDS programs, 2) the donor commumty because oftheu large presence In 
ZambIa, and 3) people hvmg WIth or affected by HIV/AIDS 

FIGURE 1 STAKEHOLDERS IN THE ZAMBIAN HIV/AIDS 

PREVENTION PROJECT 

• People hvmg With or affected by HIY/AIDS 

• Orphans and wldow(er)s 

• Government offiCials 

• The medical communIty, mcludmg traditional healers 

• Churches 

• Local and mternatIonal NGOs 

• Implementmg and technIcal assistance agencies 

• BIlateral and multtlateral donors 

• PrIvate busmesses 

HEALTH TECHNICAL SERVICES 



INTRODUCTION 

D THE DESIGN TEAM 

The composItIon of a desIgn team IS crItIcal to the success of the project desIgn 
In the Zambia case, the team was comprIsed of SIX experts two staffers from 
USAID headquarters m Washmgton, one ZambIan natIOnal workmg at the Umted 
NatIOns Jomt and Co-sponsored Programme on AIDS (UNAIDS), one consultant 
from the Umted States, one consultant from LIberIa, and one USAID/Z staff 
member 

The team exhIbIted many of the characterIstIcs ofa successful desIgn team (see 
figure 2) The team leader was hIghly experIenced m HIV I AIDS work and had 
strong group process skIlls Another team member was a ZambIan natIOnal who 
was a past dIrector ofthe ZambIan NatIOnal AIDS Program at the MOH HIS 
famiharity wIth the strengths and weaknesses of ZambIan pobcles and access to 
and mfluence wIth a broad range of stakeholders was a tremendous asset Several 
team members were acquamted wIth the UFO Others had experIence workmg 
wIth HIV/AIDS m AfrIca and/or famIlIarIty With the ZambIan health programs 

Two professIOnal facIlItators were hIred from SOCIal Impact who had extensIve 
experIence m partIcIpatory project desIgn In Zambia The facIlItators were hIred 
to 

• develop a partIcIpatory process for desIgn of the project 

• facIlItate planmng seSSIOns 

• bmld a cooperatIve team envIronment 

• analyze and develop stakeholder relatIOnshIps 

• help develop a clear and feasIble project desIgn to whIch key stakeholders 
were commItted 

HEALTH TECHNICAL SERVICES 5 
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FIGURE 2 CHARACTERISTICS OF AN EFFECTIVE DESIGN TEAM 

• Strong and broad techmcal knowledge 

• Strong group process Skills, particularly for the team leader 

• Familiarity With USAID requIrements, particularly the Results 

Framework 

• InclusIOn of host-country natIOnals 

• Knowledge of the local enVIronment 

• Expenenced faCilitators, preferably With local expenence 
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II. The Participatory Design Process 

The project desIgn process was compnsed of a set of mterlInked phases and 
events that each had a specIfic purpose and ratIOnale The process lasted four 
weeks and encompassed two broad phases The preparatory phase mcluded 
mterviews wIth stakeholders and onentatIOn for the members of the desIgn team 
The plannmg phase mcluded an analYSIS of the UFO m the ZambIan context, field 
VISItS, focus group dIscussIOns, a Stakeholder StrategIc Plannmg Workshop, a 
SyntheSIS Plannmg Workshop, and the wntmg of the final project proposal 
FIgure 3 outhnes the tlme hne for the process A descnptIOn of the steps IS 
outlIned below along WIth a bnef ratIOnale and presentatIOn of lessons learned 

FIGURE 3 THE DESIGN PROCESS TIMELINE 
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A PREPARATORY PHASE 

1 Stakeholder Interviews 

The stakeholder IntervIews and analysIs were extremely 
useful and efficIent, enablmg the team to save several 
weeks of work 

-DesIgn Team Member 

The facIlItators arnved m Lusaka a week before the desIgn team In order to 
prepare and develop InItial plans for stakeholder Involvement In the process 
Over five days the facIlItators IdentIfied and mterviewed roughly 30 key 
stakeholders, IncludIng government representatIves, NGO representatIves, people 
hVIng wIth HIV / AIDS, donors, and ImplementIng agencIes The purpose of the 
IntervIews was to explam and get stakeholder bUY-In to the partIcIpatory process 
and to ascertaIn key Issues that would need to be addressed by the desIgn team 
Stakeholder IntervIews are a cntical step In developIng a partIcIpatIOn strategy 
and m launchIng a partIcIpatory process (see FIgure 4) 

When the team arrIved, the facIlItators presented them wIth the results of the 
IntervIews The data was used throughout the desIgn process to check hypotheses 
and desIgn InterventIOns 

FIGURE 4 BENEFITS OF STAKEHOLDER INTERVIEWS 

• Informs stakeholders about the upcom1Og deSign process and the collaboratIve 

approach 

• BUIlds stakeholder support for and 1Ovolvement 10 the participatory process 

• IdentIfies additIonal stakeholders to br10g 1Oto the process 

• Identifies "vOiceless" or vulnerable stakeholders who may need special attentIOn 

• Determmes key Issues and themes to be addressed m the deSign process 

• Develops detaIled plans, agendas, and strategies for mvolvmg stakeholders m the 

process 

• Onents the deSign team to stakeholder themes that are hkely to emerge durmg the 

deSign process 

• Onents participants and establIshes common ground from which to work 

HEALTH TECHNICAL SERVICES 
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2 Design Team Orientation 

The Team OnentatIOn qUIckly gave us a solId base to work 
from and a pIcture of the facts and the personalItIes wIth 
WhICh we would be dealmg for the next several weeks 

-DesIgn Team Member 

Shortly after the deSIgn team arrIved, the faCIlItators conducted a 
one-and-a-half-day onentatIOn and team-bUIldmg seSSIOn Most of the team 
members had not met one another before theIr arrIval The faCIlItators led the team 
through actIVItIes to help buIld team relatIOnshIp, roles, responSIbIlIties, 
expectatIOns, and norms of behavIOr The faCIlItators worked WIth the team to 
make sure they understood the partICIpatory process whIch would gUIde theIr 
work Stakeholder mterview findmgs were presented to onent the team to key 
Issues/themes, and key USAID/Z, MOR, and Implementmg agency offiCIals were 
brought m to bnef the team on the RIV / AIDS SItuatIOn m Zambia The 
facIi1tators also made suggestIOns for field tnps and focus groups 

The value of a thorough onentatIOn for deSIgn team members cannot be 
overestimated (see FIgure 5) WIth only a few weeks to produce a major project 
deSIgn, many teams want to "hIt the ground runnmg" and are reluctant to spend 
time on an onentatIOn DespIte some mitial reservatIOns, the team members 
found thIS step extremely helpful and time-savmg 

The team then spent several days divIdmg up roles and responsIbIhtIes for deSIgn 
work, followmg up WIth the faCIlItators' key mterviewees, collectmg addItIOnal 
data, and readmg background matenal 

FIGURE 5 BENEFITS OF A TEAM-BUILDING SESSION 

• Begms to build team relatlOnshlps and trust 

• Begms to estabhsh roles and responslblhtles for the team members 

• Estabhshes workmg norms 

• Famihanzes the team WIth the collaborative deSIgn process 

• Onents the team to the Issues and overall enVIronment (e g , the extent of 

the HIV/AIDS epIdemIC and the status of the current USAID HIV/AIDS 

project) 

HEALTH TECHNICAL SERVICES 9 
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B PLANNING PHASE 

1 Applymg the Umversal Framework of Objectives 

ThIS process gave the team a skeleton or framework to help 
orgamze themselves and theIr thmkmg and to consIder how 
varlOUS mterventlOns corresponded With the state of the 
epIdemIc m Zambia 

-DesIgn Team Member 

The Umversal Framework of Objectives (UFO) was completed just days before 
thIS project desIgn effort began and therefore had never been applIed m a country 
settmg The team members reahzed ItS potential as a tool for 

• conductmg a broad situatlOn analysIs of the HIV I AIDS epIdemIc and current 
HIV/AIDS programs m Zambia, mc1udmg the NatlOnal HIV/AIDS StrategIc 
Plan 

• IdentIfymg opportumtles and/or gaps m the National AIDS Program to be 
explored m stakeholder workshops 

• provIdmg an organlzmg framework for the deSIgn team's thmkmg 

In preparatIOn for the mitIal Stakeholder StrategIc Plannmg Workshop, the team 
followed the four steps outlIned m FIgure 6 These steps were repeated m 
mcreasmgly greater detail throughout the entIre deSIgn process 

ReVIeWing and analyzmg each mterventlOn m the UFO gave the team a strong 
sense of the range of possIble means to combat the HIV/AIDS epIdemIC 
Comparmg the UFO mterventlOns With the ZambIan NatlOnal HIV/AIDS Strategy 
was tedIOUS, but was made eaSIer by the fact that the ZambIa Plan was recent, 
detaIled, and well·reasoned After cntlcally analyzmg what was mlssmg from the 
natlOnal program, the team created a "ZambIamzed Tree" or "Framework of 
Objectives" ThIS Zamblanlzed Tree became a loose outlme of the new project 
deSIgn The final step was to determme from the Zamblamzed Tree whIch 
mterventIOns were most appropnate for USAID-or where USAID's comparative 
advantage lay ThIS mformatlOn was pnmarily used to help orgaruze the deSIgn 
teams' thmkmg and to test ImtIaI hypotheses for project mterventIOns 

HEALTH TECHNICAL SERVICES 
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FIGURE 6 ApPLYING THE UNIVERSAL FRAMEWORK OF 

OBJECTIVES TO PROJECT DESIGN 

ReVIew and analyze each mterventlon m the UFO, particularly the 

project-level mterventIOns 

2 Compare the UFO mterventIons WIth the NatIOnal Strategy for combatmg 

HIV / AIDS to IdentIfy areas of overlap 

3 CntIcally analyze what IS mIssmg from the natIonal program 

4 Analyze USAID's comparatIve advantage-where USAID can make the 

greatest contrIbutIon 

2 Conductmg Field VISits 

The field VISItS gave US clarIty, helped create focus, and 
ultImately saved us time 

-DesIgn Team Member 

The team conducted two field VlSltS to dIStrIctS to examme firsthand what was and 
wasn't workmg m HIV / AIDS mterventIOns The first field VISIt was to a nearby 
dIStrIct to learn the perspectIves of dIStrIct health center staff and tradItional 
healers on the effectiveness of decentralIzatIOn m dealmg WIth HIV / AIDS On 
the second field VISIt several team members traveled to the Copper Belt and met 
With the dIStrIct AIDS coordmator, two tradItIonal healer groups, women who 
prOVIded home care and orphan care, and hospItal staff members On both VISItS, 
the team collected rIch, Important data and enabled more remote stakeholders to 
have a VOIce m the deSIgn process FIgure 7 outlmes the benefits of the field 
VISItS 

FIGURE 7 BENEFITS OF FIELD VISITS 

• Deepens the team's understandmg of deSIgn opportumtIes and constramts 

• ProvIdes a better understandmg of local mstItutIOnal capaCItIes 

• Tests the hypotheses generated m the stakeholder workshops 

• Provides a better understandmg of the needs of the proJect's beneficiaries 

• GIves addItIOnal stakeholders a VOIce m the process 

HEALTH TECHNICAL SERVICES 11 
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3 Holdmg Focus Group DIscussions 

The focus group provIded us an OpportunIty to candIdly 
share what was and wasn't workmg and to strengthen our 
collaboratIOn and partnershIps 

-Donor Agency 

Two focus groups were conducted With stakeholder groups that had been 
Identified as havmg speCIal needs or bemg partIcularly nch m mformatlOn 
consIdered VItal to the deSIgn process people hvmg WIth HIV I AIDS and donor 
agenCIes Each seSSlOn lasted about 1-2 hours and was attended by the entIre 
deSIgn team The focus groups served two Important purposes FIrst, they 
proVIded an OPPOrtunIty for these stakeholders to share theIr perspectIves, 
concerns, and needs, WhICh they mIght not have shared m the larger stakeholder 
workshop Second, they offered an OPPOrtunIty for the deSIgn team to probe these 
stakeholders more deeply about deSIgn Issues See FIgure 8 for benefits of focus 
group dISCUSSIons 

The donor agency focus group was attended by about ten multIlateral and bIlateral 
donors actIve m ZambIan HIV/AIDS actIVIties Donors compared theIr respectIve 
HIV I AIDS actIVIties, IdentIfied the strengths and weaknesses of the varIOUS 
programs, and helped the U S deSIgn team IdentIfy gaps m HIV I AIDS 
mterventlOns Team members descnbed It as an "enormously useful and 
effiCIent" way to proVIde a safe forum for candId discusslOn and to draw out 
mformatIOn from donors that they would not have offered m the larger 
stakeholder workshops ThIS was an essential forum to strengthen donor 
coordmatlOn 

The focus group for people hvmg WIth mv I AIDS was attended by about ten 
young people who were members of the local AIDS awareness and educatIOn 
organIzatIOn, the POSItive and LIvmg Squad (PALS) ThIS focus group was 
orgaruzed after the first stakeholder strategIC planmng workshop when the team 
recogmzed that a speCial process was needed to empower thIS "VOIceless" 
benefiCiary group Several members of the PALS had attended the first workshop 
but had remamed VIrtually sIlent Both the deSIgn team and the PALS found thIS 
focus group enhghtemng The PALS m partIcular were qUIte empowered by the 
meetmg and attended the final, large stakeholder workshop m greater number and 
were vocal, strong participants 

HEALTH TECHNICAL SERVICES 



THE PARTICIPATORY DESIGN PROCESS 

FIGURE 8 BENEFITS OF Focus GROUP DISCUSSIONS 

• Provides deep and nch mformatlOn qUickly and cost-effectively 

• Draws out more realistic, honest data that may not be revealed III larger 

stak.eholder workshops 

• Bnngs new stakeholders mto the process 

• Empowers stigmatized or vulnerable stakeholder groups (e g , people 

lIvmg with HIV/AIDS, women) 

• Fosters greater participation among stakeholder groups, especially 

vulnerable groups, m larger meetmgs and workshops 

4 Conductmg a Stakeholder Strategic Plannmg Workshop 

ThIS process was the first of ItS kmd m Zambia There's 
always been much talk about mvolvmg people hvmg wIth 
HIV/AIDS m program desIgn but It has always been 
"Jaw-Jaw" and no actlOn 

-Person LIvmg WIth HIV I AIDS 

The first stakeholder workshop was held at a local hotel and mvolved more than 
50 people, mc1udmg representatIves of government mmistnes, pnvate voluntary 
organizatlOns, NGOs, local communIty groups, people hvmg wIth HIV I AIDS, 
churches, media, and donors The objectives of the workshop were to 

• develop a broad overvIew of the HIV / AIDS situatlOn m Zambia 

• bUIld consensus on major opportumtIes and gaps m HIV/AIDS programmmg 

• IdentIfy areas where USAID aSSIstance could make the best contnbutlOn to 
HIV / AIDS programmmg m Zambia 

• proVIde a forum for pubhc, pnvate, and donor coordmatlOn and collaboratlOn 

In order to establIsh an enVIronment of trust and openness, the faCIlItators opened 
the workshop by conductmg actIVIties around partICIpant mtroductlOns, 
expectatlOns, securmg agreement on the agenda, presentatlOn of key findmgs from 
the earher mterviews, and bnef presentatlOns from MOH offiCials on the status of 
health reforms and HIV I AIDS m Zambia 
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Worlang m randomly-formed groups of five to eIght people, the partICIpants 
sought to IdentIfy, dISCUSS, and define major gaps and opportumtIes In HIV/AIDS 
interventIOns Each group posted ItS findmg on flIp charts and presented them to 
the plenary wIth dISCUSSIOn and syntheSIS followmg As a next step, these groups 
developed several objectIves m response to the gaps and opportumties Agrun, 
findmgs were posted on flIP charts and dIscussed m the plenary 

On the second day the facIhtators posted the 20 plus ObjectIves on the wall The 
partICIpants worked to group the ObjectIves mto broad categones Consensus 
emerged on five categones 1) testmg and counsehng, 2) mechanIsms for care, 3) 
mstitutIOnal capacity-bUIldmg, 4) pohcy support, and 5) educatIOn and behavIOr 
change PartICIpants were asked to form teams around the objective that 
mterested them most and develop four to five key actIVItIes to support It 
Proposed actIVIties were posted on flIp charts and presented to the plenary WIth 
dISCUSSIon followmg The workshop closed With a bnef dISCUSSIOn of next steps 
m the desIgn process and an overvIew of the second workshop, the SyntheSIS 
Planmng Workshop 

The StrategIC Plannmg Workshop was successful m estabhshmg consensus on the 
mY/AIDS SItuatIOn m Zambia and IdentIfymg cntIcal gaps and opportumties By 
buIldmg consensus around prehmmary project objectives and actiVIties the 
partICIpants and deSIgn team had crafted an emergmg project deSIgn Strong 
relatIOnshIps and trust had been estabhshed amongst the stakeholders and between 
the stakeholders and the deSIgn team as well The deSIgn team had partICIpated 
actIvely m all the small group work and had gamed valuable inSIghts mto the 
HIV I AIDS needs on the ground FIgure 9 summarIzes the benefits of a 
Stakeholder StrategIC Plannmg Workshop 

FIGURE 9 BENEFITS OF A STAKEHOLDER STRATEGIC 

PLANNING WORKSHOP 

• Develops a broad overview of the natIOnal HIV / AIDS situation 

• Identifies major opportumtIes and gaps In HIV / AIDS programmmg 

• Identifies areas where USAID assistance could make the best contribution 

to HIV / AIDS programmmg 

• Fosters publIc, prIvate, and donor coordmatlOn and collaboration 

After the workshop, the deSIgn team "wallpapered" theIr work room WIth the 
workshop'S flIp chart notes to whIch they referred constantly durmg theIr deSIgn 
work The team spent the next week conductmg mterviews to test and venfy the 
prelImmary deSIgn mformatIOn from the workshop and to deepen theIr 
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knowledge In fulfilhng the USAID reqmrement to put the project design Into a 
Results Framework format, the team synthesized the workshop output Into a 
prelImInary deSign compnsed of three key results and correspondIng actIvities 
As the project was to be a bIlateral US-Zambian agreement and In order to 
contInue to buIld the collaborative relatIOnship With the MOR, the team presented 
and cross-checked Its project deSign With several key MOR offiCIals 

5 Conductmg a SyntheSIS Plannmg Workshop 

The Zambian people have been a part of thIs process The 
process has not been Imposed on us Rather you have 
shown respect for our Ideas and shown that we can thInk 
and plan too 

-Workshop Participant 

A week after the Initial workshop, the team conducted a one-day Stakeholder 
SyntheSIS Planmng Workshop About 50 people attended, the maJonty of whom 
had attended the ImtIal workshop The key objectIve was to allow the deSign 
team to test ItS prelImInary deSign With the stakeholders and to rework and refine 
the results and actIvItIes accordIngly Other workshop objectives were to 

• diSCUSS ImplementIng mechanisms andlor agencies (both local and 
International) 

• IdentIfy some practical Indicators for trackIng project performance 

• IdentIfy cntIcal assumptIOns (nsks) underlYIng the project and strategIes for 
mImmlZIng the nsks 

• diSCUSS next steps for preparatIon and approval of the project deSign 

The team leader opened the sessIOn WIth an overview of the prelImInary project 
deSign they had developed as a result of the first workshop, the focus groups, field 
VISItS, and other mterviews The project was presented m the form of three 
Results Packages Each results package and the correspondmg actIVItIes were 
posted on the walls of the room PartICipants were asked to roam through the 
room, vlsltmg dIfferent Results Packages and diSCUSS them With the deSign team 
members statIOned at each one The goal was to Increase participants' 
understandmg of the proposed deSign elements, to allow them to questIOn the 
team members, and to IdentIfy gaps and questIOns about feaslblhty The sessIOn 
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produced a lIvely and solId exchange of Ideas partIcularly because the partIcIpants 
saw that then VieWS they had expressed from the earlIer workshop had been 
mcorporated mto the draft desIgn 

Breakmg mto groups around the Results Package that mterested them most, 
partIcIpants were asked to work wIth desIgn team members to refine actIvItIes and 
develop practIcal mdicators for the components ThIS work was presented on flIP 
charts to the plenary and dIscussed Fmally, the partIcIpants went back mto theIr 
small groups and IdentIfied assumptIOns and rIsks, pOSSible contmgency plans, 
and Implementmg mechamsms Plenary presentatIOn and diSCUSSion followed as 
usual The rough project deSign was completed 

In closmg the workshop, there was a discussIOn of next steps for completmg the 
desIgn and an mVItatIOn to partIcipants to contact USAID to examme the final 
project document Closmg statements were made and partIcIpants filled out a 
detailed quahtative and quantItatIve evaluatIOn 

The SyntheSIS Planmng Workshop demonstrated to partIcIpants that the deSIgn 
team had hstened and responded to stakeholders' mput from the earher workshop 
and actIvItIes One participant commented that "the cooperatIve envnonment and 
common VOIce created among partIcIpants was qUIte unusual m Zambia" Equally 
Important, the workshop helped the desIgn team refine the draft deSIgn One 
deSIgn team member Said the workshop "helped me to work Ideas out and even 
caused me to pIece thmgs together dIfferently" Fmally, partICIpants were qUIte 
eXCIted about the new relatIOnshIps and partnershIps they had establIshed (See 
FIgure 10) 

FIGURE 10 BENEFITS OF A SYNTHESIS PLANNING WORKSHOP 

• Demonstrates to stakeholders that the project deSign reflects theIr mput 

• BuIlds stakeholder commItment to the deSign 

• Shows openness and transparency 

• Allows for review and refinement of the project deSIgn 

• PrOVIdes an opportumty to dISCUSS Implementation mechanisms and/or 

agencies for both the local and the mtematlOnallevels 

• Identifies practical mdIcators for trackmg project performance 

• Identifies cntlcal assumptIOns and/or nsks and strategies for mmlffilzmg 

the nsks 
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6 SynthesIzing the Design and Writing the Final Project Proposal 

Over the next two days, the desIgn team finalIzed the project m a Results 
Framework format and presented It to the MIssIon The project was approved by 
USAIDlWashmgton and the ZambIan government wIthm a few months 
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III. Analysis of the Process and Results 

The analysIs In thIS sectIOn draws on findIngs from an evaluatIOn dIstrIbuted at the 
completIOn of the deSIgn process and on key IntervIews several months after the 
workshops-when the project deSIgn had been finalIzed and approved by the U S 
and ZambIan governments Both the evaluatIOn and the IntervIews contaIned a 
range of qualItatIve and quantItatIve questIOns Here are some hIghlIghts of 
stakeholder comments 

ThIS process was the first of ItS kInd In Zambia There's 
always been much talk about InvolVIng people lIVIng WIth 
HIV / AIDS In program deSIgn, but It has always been 
"Jaw-Jaw" and no actIOn 

-Person LIVIng WIth HIV / AIDS 

The fact that we have been Involved from the begInnmg of 
the program makes us feel as equal partners In makIng the 
program a success 

-Local NGO RepresentatIve 

ThIS IS the better way of desIgnmg It IS what we've been 
askmg for m terms of partnershIp The project deSIgn 
responds to our NatIOnal StrategIC Plan and fits well withm 
our Health Reform Process 

-Semor MOH OffiCial 
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PartIcIpants found the overall desIgn process hIghly successful and energIzmg 
The key factors that contrIbuted to the success of thIS process mcluded 

• mIX of partIcIpants 

• structure ofthe desIgn process 

• combmatlOn of planmng methodologIes employed 

• composItIOn of the desIgn team 

• role of the facIhtators 

The project scored very hIghly for ItS techmcal quahty Factors contrIbutmg to 
the hIgh quahty of the project desIgn mcluded 

• ResponsIveness to the needs and mterests of stakeholders, partIcularly people 
hvmg WIth HIV/AIDS and the MOH 

• IntegratIOn of AIDS preventIOn, control, and care 

• Focus on commumty-based approaches 

• Support for ZambIa's goal to decentrahze the health system 

• InclUSIOn of concrete actIVItIes to strengthen and support the MOH 

• IncorporatIOn of lessons learned and expanSIOn of successful actIVItIes 

• EffectIvely utIhzes local resources 

The process produced a project desIgn to whIch the stakeholders are very 
commItted Tllis mcreased commItment and ownersllip has several benefiCIal 
effects FIrst, partICIpants feel a heIghtened mterest m ensurmg successful 
ImplementatIOn of the project PartICIpants mdicated an mtense mterest m 
follOWIng through WIth a reVIew of the final desIgn and beIng Involved m 
ImplementatIOn Second, the synergy from new partnersllips formed durmg the 
deSIgn process enhances the enVIronment for addressmg the HIV/AIDS problem 
m ZambIa Many partICIpants reported that new relatIOnshIps and Ideas from the 
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collaborative deSIgn process has led to Ideas for other supportIng projects, created 
an Impetus to move forward WIth eXIstIng programs, and led to new partnershIps, 
IncludIng better donor coOrdInatIOn 

LESSON LEARNED AND RECOMMENDATIONS 

The deSIgn process for the ZambIa HIV / AIDS project provIded numerous lessons, 
general and specIfic Among the general lessons, applIcable to a broad range of 
USAID and donor-financed projects, are the follOWIng 

• The partICIpatory deSIgn process used In Zambm IS effective In prodUCIng a 
high-quahty project that generates a hIgh level of comm1tment among 
stakeholders Th1s process should be used much more w1dely by USAID and 
other donors 

• To ensure the best enVIronment for the deSIgn process, the M1ssIOn should 
begIn the ImtIal plannIng process early, even several months In advance 

• The use offac1htators who remaIn outs1de the techmcal structure of the deSIgn 
team 1S recommended FacIhtators should be perceIved as neutral by the 
stakeholders to foster trust and should determIne appropnate technIques to be 
used at each stage of the process 

• The compOSItion ofthe deSIgn team IS cntIcal to the success of the project 
The Ideal team has a mIX of technIcal and group process skIlls 

• The success of the deSIgn process IS largely dependent on gettmg key 
stakeholders to buy In TheIr support and trust should be actively cultIvated 
durIng the IntervIew, preparatory, and plannmg stages 

• The partICIpatory process mcreases stakeholders' commItment to the success 
of the project and raIses theIr expectatIOns for contmued mvolvement It IS 
Important to mvolve stakeholders m subsequent stages of the proJect, such as 
project launch, ImplementatIOn, and momtonng and evaluatIOn 
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