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Part 1 – FROM PROJECT CYCLE MANAGEMENT TO GOOD PRACTICES
The PCM methodology was applied in the Piedmont Region within the context of the Equal Community Initiative, in order to address the following recurrent problems as: insufficient involvement of the beneficiaries, poor identification of the problems, incoherent objectives in respect to the identified problems, confusion between objectives and action, non-measurable results.

The first application of PCM in Piedmont Region took place under Equal Round 1, with Development Partnerships willing to invest in such direction, commencing from the reformulation of the project during the Action 1.  The experimentation was extended, on a volunteer basis, to all Equal projects retained under Round 2, in order to significantly improve the effectiveness of the funded projects, the situation of final beneficiaries, as well as vertical mainstreaming.
In order to facilitate the transfer of the innovation tested under Equal, the Piedmont Region set up a common catalogue – referred to as the Catalogue of Services and Operational Tools – of Round 1 and Round 2 products and deliverables. The catalogue is a living repository of services and tools used by Equal DPs in order to deliver activities and services.
The catalogue, which is managed by the Piedmont Region, provides a reference for the definition of Programmes and for their transfer into mainstream policies.   This is why the Region actively sought the Provinces’ involvement in the implementation of the Catalogue from the outset. 
The Catalogue includes a link with the Regional Competences Framework – approved with a Regional Official Decree -  and shows the impact of the innovations introduced on the professional competences of operators, on the basis of the new skills developed and the activities completed during the projects. Comparison are possible between the characteristics and professional competences highlighted in a Competences Matrix, according to the system in force in the Piedmont Region. This mechanism not only gives visibility to the innovative activities tested under, but also facilitate their transfer into mainstream policies.
The services are described in a systematic way and are easily available, this facilitates the comparison and the dissemination of the best practices, with a view to transferring them into mainstream policies
Part 2 – SUPPORT AND PARTICIPATIVE PLANNING
Support to projects on behalf of the Piedmont Region was made available to Partnerships throughout their entire life cycle, that is from planning and completion.  Every project manager/coordinator was invited to a series of workshop designed to revise their project, by going through the problem tree to the logical framework definition, with a view to plan interventions which would indeed address the final beneficiaries’ needs.

DPs were solicited to contact directly the beneficiaries by organizing focus groups, planning meetings and interviews, in order to obtain a systematic view of the discrimination and the inequality problem to be tackled. Thereafter, each DP developed its problem tree and discussed it with the Technical Assistance Unit.

Most of the reviewed problem trees presented shortcoming, especially the so called “ absent solutions”, actions that DPs intended to implement, on the basis of the mission that each involved partner, and failing to carry out an analysis of the beneficiaries’ problems which the project was expected to tackle.

For example sentences such as “insufficient training courses”,”few nursery schools on the territory” are false problems because they do not indicate a real suffering, dire situations directly experienced by the beneficiaries, but only needs for something that they not had.

During workshops the Technical Assistance staff explained the absent solutions by asking project managers questions such as; “Which difficulties could be resolved with the presence of more nursery schools?” or “Which problems could the training courses solve?”, thus was to lead project managers to identify the real problems, that could in this case be inadequate competences or a difficulty linked to the fact of not knowing where to seek child care services.
Once all the problems were identified and shared with the beneficiaries and the DP members, proper problem trees were easily constructed, using logic cause-effect relations, (leaving the option open for subsequent modifications, in the event of new problems of new beneficiaries, etc.)
Next, the TA Unit assisted developing the tree of objectives: it begun with the problems tree and all negative statements were turned into positive statements: for example “poor self-confidence” became “increased self-confidence”, “few adequate competences” became “more adequate competences” and so on.

The elimination of the absent solutions from the trees permitted to avoid a typical error among the project managers: confusing objectives and actions.

The objectives were not established in an abstract way, but became concrete situations which record the improved conditions of life of the beneficiaries.

In addition to absent solutions, a single solution was assigned to each problem, and their elimination left opened the possibility of more than one choice among the solutions, with the option of devising innovative solutions (in keeping with the Equal Initiative).
The different objective branches of the tree were identified as areas of intervention, clusters in which the project would act directly or through a support network.

This exercise facilitated comparisons across projects, as well as the identification of common areas  where synergy could be developed by, means of exchanging useful tools and know how.
Subsequent meetings with the TA Unit helped the DPs construct a logical framework of the project.

Such tool includes the definition of:

· a logical intervention thanks to the previous work done was immediately available, composed of overall objectives, specific purpose, results and actions

· objectively verifiable indicators linked to the actions (perfomance indicator), to the results (result indicator) and to the purpose (impact indicator)

· sources of verification, that is support materials in which to verify the indicators

· conditions, positive or negative situations that have or do not have to be verified in regards to the outcomes of a part of the project. The conditions identify the risk factors that have to be constantly monitored.
Every DP, thanks to their logical framework has developed a “photograph” of its project; this tool has allowed, during the entire project life cycle, to monitor progress against the planned activities, the expected results and purpose.

DPs reacted quite differently to the TA Unit support: some with enthusiasm, while others, though formally accepted such guidance, then were reluctant to adopt a different methodology which implied, among other, additional work for them. The main challenge was making DPs understand the importance of the proposed support: some perceived it as “a waste of time”, since they felt obliged to reconsider their intervention not only in terms of action, but also in terms of final results and to evaluate their projects only against tangible outputs, but also in terms of actual changes and improvements in the beneficiaries’ conditions.
Part 3 – SUPPORT AND PARTICIPATIVE PLANNING: THE IMPACT OF PCM ON PIEDMONTESE EQUAL PROJECTS

Almost two years following the beginning of Equal Round 2 projects, the analysis of the first effects of project support can be carried out; an overall evaluation will be possible only upon initiatives’ completion, i.e. when concrete improvements made by projects can actually be measured. 

Yet, in accordance with PCM methodology it is necessary to highlight the problems faced and that projects deal with; therefore, there must be an understanding about the goals reached so far or that may be reached through support activities.

In reference to the table below, the first column shows the main obstacles that usually prevent a project from reaching its goals; the second column lists the characteristics required by a project which adopts the PCM methodology.

	PROJECTS’ PROBLEMS
	EXPECTED RESULTS

	Tendency towards implementing projects in order to obtain funds
	Projects aimed at solving problems

	Poor involvement of stakeholders during projects’ planning phases
	Stakeholders’ involvement in the problems’ identification phase and throughout the decision-making process

	Projects are drafted, based on the applicants’ know how and competence
	Projects respond to real needs

	Analysis of the deficient context
	Context knowledge based on information provided by the stakeholders

	Activity-oriented planning
	Identifying objectives as solutions to problems

	Non-measurable impacts
	Clear and verifiable indicators

	Short-term perspectives
	Benefits’ sustainability

	Attention placed on filling out application forms
	Attention paid to planning phases

	Projects’ tendency to include many areas of intervention, thus increasing complexity
	Projects’ ability to concentrate on one problem only

	Inconsistent reports
	Production of standardized reports in order to increase project’s clarity


The Piedmontese experience: problems encountered and proposed solutions

At the end of the Equal Round 1 Community Initiative, the Piedmont Region has analyzed projects’ weak points, in order to gather all the necessary information regarding the most relevant problems; an attempt has been made to solve these problems, through the use of PCM methodology and the Technical Assistance Service during Equal Round 2, which is still currently underway.

What has so far arisen does not greatly differ from the problems detected at a European level, although some more critical aspects have been pointed out and have been considered to be decisive for initiatives’ successful outcome. Particularly, the involvement of final beneficiaries throughout the project life cycle has proven to be compulsory for project’s positive outcome. On one hand, project promoters were already aware of the importance of involving the so-called intermediate beneficiaries, who had previously been involved in projects not only as external participants, but also as partnership members; on the other hand, to a lesser extent, they believed that a project is unable to yield benefits to its beneficiaries, unless it identifies and investigates into beneficiaries’ actual problems at first.

It has become necessary to shift attention from project actions to goal-oriented approaches. This constitutes a major change of prospective for those who are accustomed to planning and identifying actions at first, while taking actions’ results into consideration only afterwards: results that often turn out to be different from those expected. Meanwhile, a top-down intervention logic has been put into practice: i.e. once problems and their consequent objectives are identified, a choice is made in terms of objectives to be pursued (the so-called “areas of intervention”) and the most suitable actions to be carried out are then identified. 

Particular attention has also been focused on projects’ sustainability and experiences’ transferability. Based on the lessons learnt from past experiences, far too often the duration of many projects (however, not all of them) turned out to be restricted to its funding; these projects were incapable of continuing independently after their closure date and of providing public institutions with information in terms of experience and acquired knowledge, thus making it rather difficult to transfer such knowledge within mainstream policies’ implementation, rather than just within projects. The Piedmont Region believes that sustainability is a key factor, which has encouraged partnerships to deal with this aspect during the planning phases. This is made possible thanks to the use of a “Regional Services and Tools Catalogue”, which is an online environment in which results of projects’ experimentation can be consulted, allowing users to share and compare their own experience with other realities, whether they are innovative or merely a product of mainstream labour policies. 

In terms of management, attention has been placed on the need to monitor projects, both inside the partnership, as well as externally. This has been carried out through the Technical Assistance’s activity, in order to detect problems on time, thus allowing any possible adjustments deemed necessary for project actions, e.g. re-planning some parts of the project, so as to make them more functional towards the fulfilment of the expected results.

Conclusions

Based on the Piedmontese experience on the application of the PCM methodology in Equal projects, which is guaranteed by the TA support service throughout projects life cycle, some conclusions can be drawn on how the application of this methodology, coupled with the support of the Managing Authorities, may influence the projects development, by significantly reducing the incidence of unsuccessful cases.

Granted that a project’s successful outcome depends on a variety of factors, both internal and external to the extent that it is difficult to define functional standards capable of ensuring the Initiative’s success -  it can however be safely stated  that there are vital factors whose absence may jeopardize project’s successful outcome.

The Piedmont Region has chosen to comply with the standards mentioned in this document and which are illustrated in the dedicated PCM application manuals, by setting up  a TA support service, which has assisted  projects’ and the Region’s work on an on-going basis. These strategic choices proved to be decisive, so much so that they have positively influence projects’ outcomes, becoming almost vital.

In conclusion, despite its shortcomings and difficulties, the Piedmontese experience brings forward a new way to conceive the Managing Authorities’ role, by doing away with  the merely administrative management of an initiative or its supervision, at best; it entails  commitment and direct accountability in terms of projects’ outcomes and impact.  This is an opportunity for  Managing Authorities to make a decisive contribution, both directly as well as through a dedicated TA support service.   
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