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Why this slide deck?

1 Achieving and assessing system change is important 3 A more pragmatic approach to system change is emerging

Most development programs aim to change systems: There are several publications and program initiatives to apply a
: more pragmatic approach to assess system change in market
« to improve system performance and / or

systems development programs.
» tomake systems more inclusive and / or This pragmatic approach can be applied to any development
« to make systems more resilient. program that aims to achieve system changes that reach scale,

are sustainable and make the system more resilient.

2 Achieving and assessing system change is challenging

» The influence of development programs is often modest 4 The role of SDC managers that steer programs is crucial

* Programs have been hesitant to assess and report This slide deck focusses on their roles and responsibilities when
system changes given debates on what defines a system  steering programs to target, achieve, assess and report system
change changes

* Programs have often limited financial and human
resources to assess and report system changes
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Embedding this slide deck

Federal Department of Foreign Affairs FDFA
Swiss Agency for Development
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The audience

Primarily targeting the people in the Swiss Cooperation Offices
and at SDC headquarters who are directly responsible for
development programs. Program staff of implementing
agencies may benefit as well because this slide deck helps to
shape mutual expectations and understanding.

Guiding programs to assess system change *

inspired us to develop this slide deck for the SDC.

It's building upon experience gained within Market Systems
Development but is applicable to all types of development
programs within E+E and is in line with the SDC policies and
practices within the E+E domain.

* Guiding programs to assess system change, Nabanita Sen Bekkers, August 2024,
A learning product developed from the Advanced Training Workshop in Results
Measurement for Private Sector Development, October 2023
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Fig.1 Project Management Phases
The structure

After summarising system change key aspects, this slide
deck elaborates on what needs to be done and how SDC
program managers can steer programs during each of the
phases of the Program Management Cycle. This illustration
(fig.1) is taken from the Internal guide - Managing MSD
projects and will be used to guide the reader through the
document.

The suggested guidelines reflect an ideal case scenario.
We understand why this is not always feasible.

We trust that this guideline supports SDC project
managers to go the extra mile, building upon what they
already do.

Inception

Implementation Review & Evaluate
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Embedding this slide deck

' A Pragmatic
¢ Approach to
Assessing

Managing MSD projects

The guidance that already exists Lol m [ | o om Change i i o S Y

and cooperation office staff

Publications on the pragmatic approach to systems change
that target (mainly) program implementers staff, most of
them published on the BEAM and DCED websites (2021
onwards)

Monitoring and Measuring Results
in Private Sector Development

The SDC internal guidance paper on managing MSD
projects (2019) that highlights good practices for MSD
programs. X BEAM

for SEC prugran o
s At wed benwd e Em. & mankoring snd sesdts mess.seewnt sptem tal wabis
@DCED 10 that cempies with e DCED Stangard for Results

Market s

Toolkit for implementing the Standard

Thiz page i

‘whenimgiementing the DCED Standard. They bulld 20 3 weried
veh can he cowvoaced hara In s tarman, Far 3 blank

The SDC Good practices paper for SDC program managers
to monitor and measure results in Private Sector
Development (2018)

Several publications on Monitoring and Measuring Results,

What is : N What is an

mostly on the DCED and BEAM Exchange websites. o el T B

Fast,

critical to market systems approaches.
9

5@@ Where relevant, hyperlinks are provided that refer to existing guidance. g ralnisuniag-pasarcijuiriog o T vz

situations. O P
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Good%20practices%20paper%20for%20SDC%20program%20managers%20to%20monitor%20and%20measure%20results%20in%20Private%20Sector%20Development
https://www.enterprise-development.org/wp-content/uploads/SDC_MRM_good_practices_2016.pdf
https://www.enterprise-development.org/measuring-results-the-dced-standard/
https://beamexchange.org/
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Defining system change

Systems are interconnected networks of institutions,
policies, resources and actors, expressed in its
functioning.

Systems are surrounded and influenced by their
environment. Systems are often composed of several
sub systems that influence each other and the main
system.

System change is a change in the

underlying causes of the systems’ »
performance, often within one or more

sub systems

System Change

Preparation

that leads to a better-
functioning, more inclusive
and more resilient system
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@ Slide 8-10 of the slide deck
E @ on the pragmatic approach

to system change

Fig.2 Example of a system and sub systems (PRISMA)

that leads to benefits for the target
» group, at scale and sustainable,
such as income and employment.
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Addressing system change

1 Start with defining the system and its boundaries.

Simply describing the system in terms of sub systems and
geography helps to be realistic in how far programs (given their
resources) can influence changes in the system.

2 Make system change a concrete objective for the
program

Stating that longer term system changes are at least equally
important than reporting short term and more direct impact,
such as the number of beneficiaries and benefits.

3 Apply a helicopter lens to assess systems from day one

Systems will change, irrespective of program interventions. The
initial system diagnosis should be repeated annually: a ‘light
version’ that informs what, how and why systems are changing.
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4 Put system change on the (design and review) agenda

Be involved in developing system change strategies,
developing a pragmatic monitoring system and be involved in
reviewing system strategies.

Being involved should be contextualised: it can vary from
an initial “setting parameters meeting” to “actively participating
during in-depth review meetings”.

Implementation

Review & Evaluate
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Idea Inception Implementation
Entry proposal @ .
A Longitudinal Evaluation
') Ex-post Evaluation
1 Main systems and boundaries
In addition to defining objectives, target groups, )
. h . N Goal/impact Farmers increase net additional incomes
project area and project set-up as listed in the 7
MSD guide, describe the main systems that the Farmer Cmpetienes s e roduetty o raducton
programs should be targeting using relevance, —
opportunity and feasibility aspects to make your e
selection transparent .
@ Page 22 of the internal guide E—— S ——— Farmers have better ‘\
H E I appmpri‘alE—ad\rice appr‘npriate |nputs EREEEOUDALRERE 1
2 Program results chain L) forbsD programs . ! I |
1
1,
H ! rovide aj ri rovide appropri ink farmers r business enablin;
Develop a program strategy, using a results s oscame TR TR H el | i
chain format, that explains how the program will Semice o . i ! !
; . ; | 5P able_and |nteres.led to SPabIe.andlnteres.tedto i S.P able and |nteresled.lu I
Operate to achleve Impact for ItS target group’ 5P output : provide appropriate ‘ pru\rlde?na;ui;npnate Ilnkfarmr:;?tkzt:ﬁmdlve | ‘
balancing impact focus and implementation ! ! —
flexibility. It complements the program log-frame P ‘\- - -f -
that summarises (quantitative) targets ................ R D —— ---|- ———————— _"I_ _—— i)
Prisma supports Partners Prisma supports Partners Prisma supports Partners | Prisma supports Partners
Activities Activity to invest and develop to invest and develop to invest and develop to improve the business
innovations innovations . innavations enabling environment

Fig.4 Example Program Results Chain (PRISMA)
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Idea Inception Implementation
Entry proposal m —

A Longitudinal Evaluation
[\ Ex-post Evaluation
T ——

3 Country strategy and portfolio 4 Remain in charge especially when outsourcing tasks
Explain how the chosen program approach and Ensure that analyses are based on facts (balancing primary
the selected systems fit with the country strategy and secondary research) and that recommendations are
and how the program reinforces the portfolio of linked to research findings. o
programs.
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https://beamexchange.org/resources/1561/
https://www.shareweb.ch/site/EI/Documents/HowTo/M4P-MSD/SDC%20-%20Internal%20Guidance%20-%20Managing%20MSD%20projects.pdf
https://www.shareweb.ch/site/EI/Documents/HowTo/M4P-MSD/SDC%20-%20Internal%20Guidance%20-%20Managing%20MSD%20projects.pdf

Schweizerische Eidgenossenschaft Federal Department of Foreign Affairs FDFA
Confédération suisse Swiss Agency for Development

E + E ‘ Economy and Education

Confederazione Svizzera and Cooperation SDC €%  opening Credit & Main Credit
Confederaziun svizra m::ﬂ mm mm
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Tender process m A—
A Longitudinal Evaluation
[\ Ex-post Evaluation
1 Main systems and boundaries
Ensure that implementers present a good Q ?  page 13 of the sood
understanding of the selected systems and : monitoring practices for SDC
. managers
allow them to propose adjustments to the R
. 10 propose adj 3 Monitoring systems
selection with convincing arguments based
on research evidence Ensure that implementers present a good understanding
% how system changes should be assessed and reported,

including necessary human and financial resources
2 Implementation capabilities

Ensure that implementers present a good
understanding of how the programs will
target, achieve and review system changes. “ Although all aspects of program management are equally
important, implementers’ willingness and ability to address
) system change is just a bit more important than other

Page 33 of the internal guide
Q
Q@ for MSD programs aSpeCtS. @

4 Focus on system change when assessing tenders

System Change Preparation Inception Implementation Review & Evaluate
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1 System analyses and system strategies

It's important to sketch how the overall program strategy
will be applied to the systems that the program aims to
change. This will result in one system strategy for each
defined system.

Whether developing system strategies is done during the
credit proposal phase or during the early stages of the e,
implementation phase, depends very much on the type of
program, the length of the inception period and the level
of diagnostics already done.

The key principle is to ensure that program implementers
develop strategies as soon as possible, but only if and
when it’s feasible and it will lead to a realistic strategies
that are based upon a good understanding of the system.

Fig.5 Example of the program results chain for PRISMA and it’s system strategy for the Maize system

System Change Preparation Inception Implementation Review & Evaluate
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2 System analyses and system strategies

Ensure that implementers conduct an appropriate functional
system diagnostic of the main system(s) and its sub-systems that
provides sufficient insight into systems’ performance. The
diagnostic should lead to further defining system boundaries
(geographic and sub systems). The strategy will be visualised in a
system results chain that explains how the program will influence
systems ensuring that impact will be created.

feedback loop: more businesses will

feedback loop: more youngsters will
join if graduates are more employable I

enroll if graduates are more employable

Students
are better informed and learn
appropriate skills

More youngsters
are better informed and enroll in
schools

Vocational schools and Companies from partnerships
to improve Work-Based Learning

Approve the design of the system analyses to ensure that resources
and methods are appropriate; good enough to inform strategy
formulation and balanced with efficient resource utilisation.

Be involved and approve the strategy formulation: ensuring it is

Fig.6 Example System Results Chain ($4)) based on the analyses, feasible, ambitious yet realistic and includes

Q Annex B page 73 of the ‘how an indication of interventions (not activities) per intervention area
3 to put it into practice’ paper
) {0 puLLinto prac (often sub systems)
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Inception Phase

3 System strategy table

The research will cover identifying and assessing key
indicators that enable the program to conduct annual
assessments during the implementation period.

The strategy will be further outlined in the strategy table
that describes the present and desired status of the key
indicators and explains what the program will do: which
type of interventions, in which sequence, and how this will

lead to changes in the system.

Slide 14-16 of the slide deck
on the pragmatic approach
to system change

,@%‘)

Be involved when developing the strategy table: are the
gaps between starting and desired status ambitious yet

realistic? Is it likely that the program achieves these system

changes? Are external factors sufficiently considered?

Preparation
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[starting System States [2015)

4. Are fernale and rale farrers successfully shifting frem only subsistence to also cormmercial farrning ? Why or why not?
5. Are private companies targeting female and male farmers in Madura as customers and suppliers 7 Why ar why not?

[current states as of 2021

[Desired system states (2024}

Valume of hyhrid maize
praduced in Madura

175,000 tonnes hybrid

Average malze
productivity in the last  |Separate figures on local and hybrid
year {compare local and | not avaitable

hybrid if passible)

2.5 tonnes/ha

2018: 240,000 tonnes
[2019: 260,000 tonnes
[2020: 230,000 tannes
[2021: not available

2018: 2.8 tonnes/ha

2019: 2.9 tonnestha

2020: 3.4 tonnes/has

2021: not available

Increased use of hybrid seeds is a key factor in increased productivity.

Fig.7 Example Strategy Table

650,000 ronnes

5 tonnes/ha
]
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See template annex of the
Operationalising system
change assessment paper

Approve the strategy table: are the key indicators appropriate;
are both quantitative and qualitative indicators included, are there

Inception

Implementation

not too many indicators, and can they be easily measured?

Review & Evaluate
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4 Monitoring and reporting system

To assess system changes the program should apply
both the intervention lens and the helicopter lens as the
basis for their monitoring system.

Review and revise

Slide 20-23 of the slide deck i
%} P ————— The helicopter lens should

to system change enable the program to assess L
% changes in the system Heioptes o
(irrespective of the program). Dagrose N itementon  §_mplement. W

strategy plans program
cantribution

The intervention monitoring
should enable assessing
system changes resulting from

% interventions/partnerships.

Review and revise

Adaptive management is only feasible with a suitable
monitoring system: ensure its developed now, not later.

R " Page 17 of the good R Page 37 of the "how to put it Fig.8 System Review Cycle
= @ monitoring practices for SDC : @ into practice’ paper on
system change

managers

System Change Preparation Inception Implementation Review & Evaluate
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4 Monitoring and reporting system continued
That implies that the program should have a monitoring manual, research Ry o —
expertise, financial resources and a feasible plan to collect, process and use data system change

Be involved and approve the manual: is it doable (resources, pragmatic) and
does it apply sound research, does it avoid too many resource-intensive surveys,
Is assessing and reviewing system changes prioritised and integrated? Are
resources allocated?

Be involved and approve the reporting format and frequency: key indicators and
an aggregation system (that match log frame indicators), dealing with attribution
or using contribution analyses, reporting results from individual interventions and
reporting system changes (direct and indirect impact).

System Change Preparation Inception Implementation Review & Evaluate
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1 Assessing system changes

Ensure that assessing system changes is included in intervention (lens)
. . Page 24 of the ‘how to put it
mOI’lItOl'Ing. @ into practice’ paper on

system change

Ensure that annual system assessments (helicopter lens) are planned and
executed on time:

- As much as possible combined with intervention monitoring activities
(sources of information are often the same, only the questions and indicators AT page 27 0 the how o put i
diﬁer) g\@ into practice’ paper on

system change

- Additional research to be as much as possible ‘lean’ to be ‘roughly right
rather than to be precisely wrong’: multiple sources for a few indicators.

Ensure that data is processed into information (pre-analyses) and shared well in
advance of the review sessions R Page 2 of the ‘conducting

sector strategy review ‘
paper

Deal with the fact that annual assessments must match with business cycles or
seasons and that this may conflict SDC reporting requirements

System Change Preparation Inception Implementation Review & Evaluate



https://beamexchange.org/resources/1561/
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/resources/1561/
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/resources/1561/
https://beamexchange.org/uploads/filer_public/9a/d2/9ad2d0df-2b1d-4672-9a75-b21fd96db315/1964_conducting_sector_strategy_review_meetings_june_2024.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf
https://beamexchange.org/uploads/filer_public/a3/7f/a37fd326-3bc5-45c7-942b-44913c2e577a/a-pragmatic-approach-to-assessing-system-change-how-to-put-it-into-practice.pdf

E + E ‘ Economy and Education

Confédération suisse Swiss Agency for Development

Confederazione Svizzera and Cooperation SDC €%  opening Credit

Confederaziun svizra E Tender = Credit
e Y s

9 Schweizerische Eidgenossenschaft Federal Department of Foreign Affairs FDFA

B Follow up Phase
Credit Proposal

Idea Preparation Inception

Implementation Phase m
]

2 Reviewing system changes

Page 6 of the ‘conducting

-]
Q) —
s @ sector strategy review

Be involved in the systems and program reviews: paper
- Ensure various perspectives, ensure discussions are Porttolis sl St vl iterveritin vl
based on facts, ensure strategic focus, don’t impose, m
don’t overrule, don’t chair the review session /\ /-\
4 add or drop 1 develop 4 add or drop 1 develop 4 adjust 1 develop
- Ensure the 5 steps are f0||owed faCts > analyses > sectors; portfolio interventions sector strategy mtervelntaon intervention

. L. . adjust resources (or drop sector) (or drop intervention)
conclusions > decisions > learnings. @ % @ % @ %

- Ensure decisions are taken: to continue, to drop or to

adjust sub-systems and main system strategies (and B el ot OO s 09 Moy kil s ehica
subsequently the sets of interventions) roioced 2> "sectors ropcss \ZD s propea |2

Ensure that intervention reviews are held, be informed but u \_/ REVIEW

don’t participate in the reviews: that is operational and not

strategic management. Fig.9 System Review Cycle
(you may read “sector” as the equivalent of our “system” definition)

System Change Preparation Inception Implementation Review & Evaluate
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™
3 Revising system strategies
Practitioner Brief
Ensure that review meeting outputs are processed: i
: Page 17 of the good Seogto‘:(gltrr‘gte
adjusted System table @\@ monitoring practices for SDC Review: 9y
managers Meetings
adjusted system result chain,
i i I ’ Page 42 of the internal guide
subsequently intervention portfolio, @%‘) Page 42 ofthe inic
monitoring plans and
resource allocation :

@ Page 37 of the ‘how to put it
= @ into practice’ paper on

system change

Approve the review document, the progress report and the
annual plan

@ Page 6 of the ‘conducting
| @ sector strategy review ‘

paper

System Change Preparation Inception Implementation Review & Evaluate
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Confederaziun svizra :N..:,“ Em m::ﬂ m - =1 Follo
. Idea Preparation Inception Implementation
Review and Evaluate o g i

(2] Longitudinal Ey

Mid-term reviews and Evaluations

Ensure that the Terms of Reference and the tender process focus on system @%‘) paze s of the internal guide
change and that external consultants have a suitable track record assessing

system change programs >

Ensure that the reviewers use the program’s monitoring system and 1 page 17 of the good S

monitoring results to assess system changes with respect to the OECD @%‘) monitoring practices for sDC

criteria (relevance, coherence, efficiency, effectiveness, impact and e

sustainability).

Ensure that a DCED (pre-) audit has taken place before the mid-term review ® | Annex1 of the good &
takes place because that will inform them how reliable the program’s RV b o

monitoring data are.

System Change Preparation Inception Implementation Review & Evaluate
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Further reading

Publications on the pragmatic approach to systems change:

A pragmatic approach to assessing system change -
overview paper

A pragmatic approach to assessing system change -
how to put into practice paper

A pragmatic approach to assessing system change -
slide deck

Operationalising System Change Assessment
Visualising System Change

Conducting Sector Strategy Review Meetings

Donor Brief on Guiding Programmes to Assess System

Change.

Preparation

Inception

E+E

Economy and Education

The SDC internal quidance paper on managing MSD
projects (2019) that highlights good practices for MSD

programs.

The SDC Good practices paper for SDC program managers
to monitor and measure results in Private Sector
Development (2018)

The SDC Working Aid on the use of results indicators in PSD
and FSD programmes (2022)

Conducting sector strateqy review meetings 2024

Several publications on Monitoring and Measuring Results,

mostly on the SDC shareweb, DCED and BEAM Exchange
websites

Implementation

Review & Evaluate
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