
2

STATION 4

For organizations
of girls and adolescents fighting for 

their rights and gender equality



STATION 4
How to evaluate and 
improve our impact?



Welcome to the fourth and last Station of 
this trip. In this Station we will review 
tools and techniques that will allow us to 
identify the achievements of our 
advocacy. In this way, we can be clear 
about the results and strategically 
communicate the impact of our work as 
an organization.
In addition, this will allow us to reflect on 
the planning and execution process of 
our project. Then, if necessary, we can 
make changes aimed at making and 
improving decisions about its continuity. 
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Hi!
I’m Rita



A critical and constructive perspective will allow us to evaluate, learn and 
improve the impact of our project in a strategic, relevant and innovative 
way. To facilitate the understanding of what we will develop in this 
Station, we will work with the example of We Are Girls! that we met with 
Michelle in Station 2. We will reflect on each component of the project 
and evaluate it so that, through this example, we can apply this new 
knowledge. 

This Station is divided into three main sections: 
1. Why and how do we evaluate our project?
2. What types of assessments can we perform?
3. What are the challenges we face and what must we do to ensure our 
impact?

3



Why and how do 
we evaluate our 
project?

“The feminist movement 
encompasses in its thrust a 

double movement: responsibility 
to Haitian society and hope for a 

better tomorrow.”

Sabine Lamour, Haiti

Before we begin to learn about how we can evaluate our project, it is 
necessary to stop and understand the importance of evaluation and the 
basics needed to develop this process. In this section, we will answer two 
main questions that will give us the necessary information to evaluate 
our project and make the process easier:

1) Why is it important to evaluate our project?
2) On what basis do we evaluate a project? 

1) Why is it important to evaluate our project?

Knowing how we transform the reality we live in can be a great tool. Our 
impact and that of our projects have many dimensions to consider. It is 
very important that social projects consider, in their planning, different 
stages to assess general and specific objectives and activities. In all 
stages the evaluation process can be adapted to the conditions that arise 
during project implementation1.
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In this section we will discover some ideas that will guide the evaluations 
of our projects.

In the context of a social project, we understand evaluation as a reflective 
process regarding the design, implementation or results of the project. 
The evaluation will allow us to identify the extent to which we were able 
to achieve the objectives proposed for each stage of the project. For 
example, we will be able to assess:

•    If we design our action plan properly.
•    Whether the implementation in the community could be carried out  
•    as planned.
•    The changes generated as a result of our programme.

To determine whether and how the 
objectives of the stage to be 
evaluated were achieved, it is 
necessary to define one or more 
assessment criteria. To do this, we can 
think of a reference point that shows 
us where we want to get to, to what 
extent have we reached this point, 
what happened on the way to this 
point and what lessons we have 
learned from this experience.
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By evaluating we learn from our mistakes and use them to improve our 
project and make better decisions. We could answer the following 
questions2:

• Is it advisable to execute this project?
• Shall we continue with a second version?
• How can we improve its implementation?
• What are the results and impact of our project?
• What techniques do we need to modify?
• Is it advisable to replicate it in another context?

The intersectional gender approach to
evaluation: 

When evaluating your project, it is important to maintain an emphasis 
on adopting an intersectional gender perspective. That is, considering 
gender inequalities and inequalities affecting different historically 
excluded groups. For that reason, it is important to incorporate questions 
such as the following into the evaluation:

Does our project limit or exclude certain groups?

Is the inclusion of women, girls and other historically excluded 
groups facilitated and given special attention?

Do we listen to and include the perspectives and experiences of 
people with disabilities, indigenous peoples and the LGBTIQ+ 
community?

What can we do to strengthen the intersectional gender 
perspective in our project?

Intersectionality... Gender... Do you remember reading the 
definitions of these concepts in Station 1? 
You can always read them again! 
Keep in mind that this is an aide-memoire for all of us to 
learn together.

6

2 González, Juan Carlos, et. al., Assessment of Social Proyects, Working Paper Series CPU No 5/98, n. p., 1998.



• Presentation of the core problem. 
• General objective (associated with the core 

problem). 
• Specific objectives (associated with the causes 

they chose).
• Description of the people who will participate 

and will be beneficiaries.
• Main activities.
• Timeline (planning).
• Resources (budget).

2) On what basis do we evaluate a project?

It is essential to have the necessary basis for the evaluation. To do this, we 
need to revisit our project planning. Remember how, along with Michelle, 
in Station 2, we learned how to design a project? 

In this section we will take up again what Michelle taught us and 
complement it in order to carry out an evaluation. 

Hi Rita, hi everyone! I am here to briefly remind you 
of the elements that the general planning or design 
of a project should have:

Thank you very much, Michelle! To begin with, we 
need to know about three new elements that will 
accompany us throughout the evaluation process: 
goals, indicators and sources of verification.
Have you heard about them before?
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Are the results we want to achieve at each 
stage of the project. They must be limited, 
measurable and achievable within the 
timeframe of the project and be 
associated with specific people.

Goals

Define the unit of measurement that will 
be used to evaluate the achievement of the 
goal.

 Indicators

Are the support for the compliance of 
each indicator.

Sources of verification

The three elements are closely related to 
each other! We know that all this may sound 
a bit difficult, but let's see if it is easier to 
understand with the following example. We 
will build on the project of the organization 
We Are Girls! the same organization that 
Michelle introduced us to at Station 2.
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Great! Let us recall the problem, the general objective, the 
specific objectives and the description of the participants 
and beneficiaries that we defined for We Are Girls! 

Presentation of the core problem: 
Girls and adolescents in Villa Hermosa are given/take on an overload of 
caregiving tasks. This is due, among other things, to the macho and 
adult-centric culture in Villa Hermosa. Adults have not been able to take 
on caregiving tasks, since they do not have public institutions to take 
care of them or arrangements in their workplaces. Therefore, girls have 
taken on adult responsibilities, sacrificing time to play or study. In 
addition, they have limited the possibility of exploring their preferences 
and interests and participating in age-appropriate activities with other 
girls and adolescents. 

General objective (associated with the core problem): 
Decrease the burden of care work for girls and adolescents in Villa 
Hermosa.

Specific objectives (associated with the causes they chose):
• Lobby the government of Villa Hermosa to create a public care centre.
• To inform the community of Villa Hermosa about the rights of children 

and adolescents.
• To sensitize the community of Villa Hermosa about machismo and 

gender roles.

Example: Project of the organization We Are Girls!
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Description of the people who will participate and will be beneficiaries: 
Our project will involve the entire community of Villa Hermosa, including 
people of all ages and genders. Specifically, the awareness campaigns 
will be led by the girls and adolescents of Villa Hermosa, seeking to raise 
awareness and inform especially the adults and children of the 
community. The advocacy strategy will be led by the girls and 
adolescents of We Are Girls! and will target municipal government 
authorities. The main beneficiaries of our project will be the girls and 
adolescents in the community.

Thank you, Michelle! Based on all this 
information, we will build the goals and 
indicators of our project in a table. It is 
important to know what questions to ask in 
order to elaborate each of these elements.

For verification sources, we will ask: 
Where can we find this information?

For the indicators, we will ask ourselves: 
What should we observe to show we 
achieved our goal?

For goals, we will ask:
What measurable outcome can 
demonstrate that we met our 
objective?
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Goal

Target

General
objective

Specific
objectives

Indicator Source of
verification

What measurable 
result can 

demonstrate that 
we met our 
objective?

Decrease the 
care 
workload of 
girls and 
adolescents 
in Villa 
Hermosa.

Lobby the 
government 
of Villa 
Hermosa to 
create a
public care 
centre.

The average hours 
of care work for 
girls and 
adolescents in 
Villa Hermosa 
decrease by 15%.

Local government 
authorities 
commit to the 
creation of a 
public care centre 
through the 
signing of an 
agreement.

Percentage 
decrease in the 
average weekly 
number of care 
hours worked by 
girls and 
adolescents in 
Villa Hermosa.

Existence of a 
commitment 
signed by the 
authorities.

Record of hours 
of care spent per 
girl (baseline and 
exit line).

Signed 
engagement for 
the creation of a 
public care centre.

To inform the 
community of 
Villa Hermosa 
about the 
rights of 
children and 
adolescents.

The number of 
community 
members who 
respond to both 
surveys and 
demonstrate 
knowledge of 
children's rights 
increases by 
20%.

Percentage 
increase in the 
number of people 
demonstrating 
knowledge of the 
rights of children 
and adolescents.

Results of 
community 
surveys (baseline 
and exit line).

To sensitize 
the 
community of 
Villa Hermosa 
about 
machismo 
and gender 
roles.

The number of 
community 
respondents to 
both surveys who 
identify 
machismo and 
gender roles 
increases by 
20%.

Percentage 
increase in the 
number of people 
who are able to 
identify 
machismo and 
gender roles.

Results of 
community 
surveys (baseline 
and exit line).

What should we 
observe to show 

we have achieved 
our goal?

Where can we 
find this 

information?
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Additionally, it is important to detail the activities 
we will undertake to meet these objectives. This 
consists of indicating, within a table:

• What we hope to achieve with the activities.
• Number of activities to be conducted (if any 

will be done more than once).
• When these activities will take place.
• Who will be in charge of each activity.
• What materials or resources will be needed.

To verify compliance with the goals, it is 
important to have a baseline and an exit line.
In Section 2, we will look at this in more depth.
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There are different types of assessments and many people or 
organizations refer to them in different ways. In this Station, we will 
review three types of evaluation:

• Design evaluation.
• Process evaluation.
• Results evaluation.

In order to choose what type of assessment to carry out, it is first 
necessary to define the objectives of the evaluation, i.e., what we want 
to evaluate and what knowledge we want to get. The design evaluation 
is conducted before project implementation, while the process and 
outcome evaluations are conducted during and after implementation, 
respectively.

In this section we will see three segments, one for each type of 
evaluation:
1) Review of the beginnings of our project: design evaluation.
2) How are we developing our project: process evaluation.
3) What did we achieve with our project: outcome evaluation.

What types of 
assessments can 
we perform? 

“In Central America, a region 
where women have been very 
strong, feminism is giving us 
tools to transform the here 

and now.”

Rebeca Lane, Guatemala
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1) Reviewing the beginnings of our project: Design
evaluation

The design assessment or pre-evaluation is carried out prior to project 
implementation and seeks to ensure that the project can be carried out 
with a greater likelihood of success. In addition, it provides different tools 
to detect if there are elements to improve before starting the initiative. In 
order to carry out a design evaluation, we will rely on the overall 
planning of the project, which will be our main working input.  

In this section, I will introduce you to two forms 
of design evaluation based on the following 
questions:
 

• Does the project plan allow us to achieve the 
objectives?

• Can the project be executed by our 
organization?

You can choose one or both questions to carry out the 
assessment. At the end of it, you should take the lessons learned 
and move on to the redesign process, i.e., make changes in the 
project planning based on the possible improvements identified. 
Changes may relate to objectives, goals, activities, indicators, 
roles, timelines, budget, etc.

 Something that can help you in the design 
evaluation is to compare your project with other 

similar initiatives. Open your imagination to new 
possibilities or alternatives for your project!

14



Let's deep dive into the forms of design evaluation:

• First, is this the problem we want to solve? 
• It is important to choose the problem we want to solve. We must identify 

it in a team and avoid confusing it with any of its causes or consequences.
• Second, do the causes we def ine answer the why of the problem?
• Third, do the consequences identif ied explain what the effect of the 

problem is?
• Fourth, do we have evidence to support the problem?

a. To see if we have set out our problem correctly, we must review 
four main aspects:

• Does the overall objective respond to the core problem we 
identif ied?

• Do the specif ic objectives respond to the causes of the problem? 

b. Regarding the objectives, we can ask ourselves two questions: 

• How will the overall objective be achieved?      This question should be 
answered through the specif ic objectives. 

• How will each of the specif ic objectives be achieved?      This question 
should be answered through the activities.

• How will the activities be carried out?      This question should be 
answered by means of the schedule and tasks.

•
•

c. With regard to the solution, i.e., the activities to be carried out 
    throughout the project, we will ask ourselves the following 
    questions, starting with the general objective:

• Are these indicators verif iable?
• Are these targets and indicators relevant to the specif ic objectives?

d. Regarding the indicators and goals set for our project, 
    we will ask ourselves two main questions: 

With this guiding f ramework we will 
focus on the basic elements of project 
planning. These are: the problem, the 
objectives, the solution, the 
indicators and the goals.

1. Does the project plan 
allow us to achieve the 
objectives? 
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• Do we have enough resources to carry out the project?
• Is the def ined budget suff icient to cover our expenses?

e. Resources: 

• Do we have enough people to carry out the project?
• Are these people engaged or do they have the experience/expertise to 

fulf il their roles?
• Are the def ined roles adequate for the execution of the project?

f. Work team: 

This question is fundamental to 
determining if our project is feasible. 
It is not enough to have a complete 
plan, with innovative and coherent 
ideas; it is also important to determine 
whether we are capable of executing 
the project. To find out, we can inquire 
about two main elements of resource 
and the team:

2.  Can our project be
     executed by our
     organization?
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Example:
Before starting with the planned activities, the team from We Are Girls! 
asked us to review the project design together. They wondered if their 
project could be implemented by the organization. We then developed 
an evaluation process that can be summarized in the following table:

Assessment
Type Design evaluation

Can our project be executed by our organization?

Question Situation of
We Are Girls!

Recommended
actions

Do we have enough 
resources to carry 
out the project?

They need US$1,600 
and have US$600 
from community 
fundraising.

Apply for competitive 
funds.
Seek more cash 
donations.
Seek donations of 
materials that can be 
used in the project.

Is the defined 
budget sufficient to 
cover the project 
expenses?

The budget presented 
at Station 2 includes 
the appropriate 
amounts but does not 
incorporate 
transportation and 
food expenses.

Incorporate food and 
transportation 
expenses in the 
budget.
Seek alternative 
donations or support 
from the local 
government to cover 
these expenses.
See if you can get 
help from family and 
friends to contribute 
to the expenses.

Resources

Dimension

General
question
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Do we have enough 
people to carry out 
the project?

There are enough 
people on the team. 
Eight girls are 
participating in the 
organization, and four 
are interested in 
joining. For each 
campaign, two to five 
girls are needed. For 
the advocacy strategy, 
three to five girls.

Pause the process of 
bringing new girls 
into the organization 
after the first ones 
interested are on 
board.
Distribute tasks 
between old and 
new members.

Teamwork Are these people 
engaged or do they 
have the 
experience/expertise 
to fulfil their roles?

Partially. Of the team 
members, five have 
been consistently 
involved and are 
engaged in the project. 
Three recently joined 
and four more are 
interested in doing so.

Conduct an 
induction for new 
and incoming 
members.
Conduct a team day 
to share experience 
and knowledge 
about the project 
and the target 
community.

Are the roles defined 
adequate for the 
execution of the 
project?

There are no defined 
roles.

Define roles within 
the team.
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2) Monitoring the development of our project:
Process evaluation

Process evaluation is a very important tool for the development of a 
project. It is impossible to foresee everything that will happen during 
implementation, so this instance allows us to make all the necessary 
modifications during execution.

With process evaluation we seek to identify to what extent the activities, 
schedule, budget and established roles are being fulfilled as planned. 
That is, whether or not we are making progress in the steps that will lead 
us towards the achievement of the project's objectives3. In order to carry 
out a process evaluation, we must start with the planning stage of the 
project.

What does a process evaluation consist of in practice? The idea is to meet 
periodically to reflect on the development of the project. For example, 
they may meet once a week or twice a month. At each meeting we 
recommend focusing on the following aspects:

• Activities, specific objectives and their goals
• Project management
• The team environment
• Financing

3 Peroni, A., Comprehensive Design of a Social Intervention (programs and projects), Centre for the Evaluation of Public Policies, Santiago 
de Chile, 2014.

This type of evaluation is often referred to as 
monitoring or follow-up. It is important to be 
transparent, aware and consistent. What is 
recommended for these periodic meetings is to 
define a schedule that will last over time. Ideally, 
they should be done on the same day of the 
week and at the same time, so that they 
become a habit. 
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Weekly meetings may include in their agenda: 

1)  Updates: each member explains what they have done during the 
     week.
2) Review of the fulfilment of weekly tasks: What progress can we 
     observe, are there any pending tasks and what were the reasons for 
     the achievements or delays?
3) Next tasks: What will be next week's tasks and are there any new tasks 
     to be assigned?

Besides, in order to carry out the evaluation 
process, it is possible to use specific opportunities 
for meetings based on the following questions:

Are we on budget and is there a
need to readjust?

How do we feel about our work team and how do 
we sense the atmosphere in the team?

How was the coordination and management of 
the project?

How have we progressed regarding activities, 
goals and objectives and what have been the 

difficulties and strengths of the process?
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What have we learned from this implementation period?
What new actions should we take?

Who will be in charge of carrying them out?
When should they be performed?

Then, we go on to ask ourselves:

Below is a table that may be useful for process evaluation:

This table can be customized to suit the needs and context. In order to 
help you in your process evaluation, you can add, remove or change the 
topics of conversation.

Project

Date

Activities

Goals and
objectives

Coordination
and
management

Budget

Team
environment

Update Learnings Actions Responsible Due
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Example:
As part of its project planning, We Are Girls! included a process 
evaluation. To do so, they used the table that we recommended. This is a 
record of one of their meetings:

Project

Date

Activities

Goals and
objectives

Update Learnings Actions Responsible Due

We Are Girls!

June 15, 2022

1. Conduct 
paper surveys 
for people in 
Villa Hermosa 
who do not 
have access 
to the 
internet.

2. New role of 
social media 
manager.

3. One person 
from the 
charter team 
will support 
the campaign 
teams.

1. Julia

2. Mercedes

3. Lisa

1. June 22, 
2022

2. Permanent

3. June 22, 
2022

We are currently 
drafting the first 
version of the 
engagement 
letter. We have 
not yet been able 
to make contact 
with local 
government 
authorities.
The surveys were 
sent via the 
Internet.
40 girls from Villa 
Hermosa have 
answered the 
survey on hours of 
care and 
knowledge about 
machismo, 
gender roles and 
children's rights.
Only three 
non-girls have 
responded to the 
initial knowledge 
survey on 
machismo, 
gender roles and 
the rights of girls 
and boys.
We created the 
organization's 
Instagram 
account.
No progress has 
been made on 
the campaigns.

Not all 
people in 
Villa 
Hermosa 
respond to 
online 
surveys, as 
they do not 
have access 
to the 
internet. 
We must 
include the 
administrati
on of the 
Instagram 
account 
within the 
team's tasks.
We must 
give greater 
urgency to 
the 
campaigns.
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Coordination
and
management

1. Detailed 
campaign 
planning.

2. Create a 
new survey 
action plan 
and paper 
survey 
process.

3. Maintain 
the pace of 
team 
meetings.

4. Search for 
new 
members 
(since there 
are new roles 
within the 
team).

1. Ana

2. Joyce

3. Kiara

4. Rosa

1. June 18, 
2022

2. June 18, 
2022

3. Permanent

4. June 25, 
2022

When we plan 
activities and 
divide tasks, 
we achieve 
the week's 
objectives.
It is important 
to give a 
margin of 
time, 
especially for 
processes that 
do not 
depend only 
on us.
We must keep 
up the pace of 
team 
meetings.

The charter team 
has progressed 
progressively 
and according to 
plan.
Campaigns are 
behind schedule 
and there is no 
detail on what to 
do in the coming 
weeks.
Surveys were 
created on time, 
but responses 
took longer than 
expected.
Team meetings 
have been held 
at the defined 
intervals.

Team
environment

1. Maintain 
team 
meeting 
dynamics.

1. Kiara 1. PermanentThe dynamics 
within the 
team 
meetings 
have enabled 
us to 
generate a 
good working 
environment.

The atmosphere 
has been very 
pleasant and 
there is a lot of 
motivation for 
the project.

Budget

1. The treasury 
clerk records 
and orders 
survey 
printing 
expenses.

1. Isabel 1. June 22, 
2022

We will start 
making 
expenditures 
for paper 
surveys, so 
someone 
must be in 
charge of 
recording and 
ordering the 
process.

There are no 
budget 
expenditures 
yet.
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3) Identifying the achievements of our project:
Evaluation of results

The evaluation of results must be present in every social project. It 
allows us to recognize our achievements at different levels and is 
associated with what happens once the project is completed. As in the 
previous evaluations, this should be based on the overall planning or 
design. Knowing the results allows us to identify whether the changes we 
seek to achieve with the project are taking place. As I pointed out in the 
previous section, outcome evaluation should be planned before starting 
the project4.

With the evaluation of results, we seek to compare two situations: what 
happened before the project was implemented and what happened 
afterwards. For the same reason, it is very useful to apply a baseline and 
an exit line.

What is a baseline and an exit line?

They consist of determining the initial and final state of our 
target community in relation to an indicator. By contrasting the 
information obtained from the baseline and the exit line, we will 
be able to observe the changes that have been generated in the 
population. To develop these lines, we can conduct 
questionnaires, observation guidelines, interviews, surveys, etc. 
using free online platforms. 

4 Ibid.
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For example, in the We Are Girls! project we can find the indicator 
‘percentage reduction in the average weekly hours of care work 
performed by girls and adolescents in Villa Hermosa’. To create a 
baseline and an exit line linked to this indicator, we could 
conduct a survey on how many hours per week the girls and 
adolescents of Villa Hermosa dedicate to this work and on what 
other things they use their time for.

25

For example, before the project began, 
girls and adolescents in Villa Hermosa 
spent an average of 15 hours a week on 
caregiving tasks. But then, at the exit line, 
we see that they spend an average of 12 
hours per week on these tasks.



There are different types of outcome evaluations, here are two:
1. Product assessment.
2. Evaluation of effects.

By reviewing the achievements of the activities and specific 
objectives, we should reflect on the strengths and challenges of 
the project. In addition, it is important to recognize those elements 
that may have hindered or facilitated development. From this, it is 
possible to point out lessons to be considered in future versions or 
similar projects. The explanations for the results we recognize in 
the product evaluation can be related to the implementing team, 
the participants and beneficiaries, the organization and the social, 
economic and political context5.

In the evaluation of products, we reflect on 
the achievements of the specific objectives 
and the activities carried out. For this 
process, it is essential to have records to 
measure achievements. For example, you 
should record attendance at activities, take 
photographs, collect survey results, etc. 

1. Product assessment:

The impact evaluation focuses on the overall 
objective of our intervention and consists of 
reflecting on the change we have generated 
by addressing the core problem that 
motivated our project. In general, the 
evaluation of outputs and outcomes are 
carried out together.

2. Evaluation of effects:

5 González, Juan Carlos, et. al., Assessment of Social Proyects.

26



For the case of We Are Girls!, when conducting an impact 
evaluation, one could reflect on the achievement of the objective 
of decreasing the burden of care work performed by girls and 
adolescents in Villa Hermosa using a table like the following:

Target Goal Indicator Achievement Is the
goal met?

Decrease the 
burden of care 
work performed 
by girls and 
adolescents in 
Villa Hermosa.

The average 
number of care 
hours worked by 
girls and 
adolescents in 
Villa Hermosa 
decreases by 
15%.

Percentage 
decrease in the 
average weekly 
number of care 
hours worked by 
girls and 
adolescents in 
Villa Hermosa.

Care hours 
worked by girls 
and adolescents 
in Villa Hermosa 
decreased by 
20%.

Yes

The achievements demonstrated by both output and effects 
assessment will allow us to make our work more visible. 
Therefore, these figures will be very useful in convincing those 
we want to support our organization. In addition, they are a 
great input for applications to competitive funds.
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Another well-known type of outcome evaluation is the 
impact assessment. You may hear about it throughout 
your experience as an activist and in social organizations. 
This evaluation is recommended for organizations with 
more seniority and experience. This is a very 
comprehensive assessment, generally carried out by 
teams outside the organization (which greatly increases 
its cost). Anyway, I would like to share with you its main 
features:

To determine the impact of the project, most of the 
time the target community is compared to one that did 
not benefit from the project. Thus, it identifies whether 

profound changes have been generated in terms of
the problem.

It focuses on a goal that goes beyond the general 
objective, which we will call the final objective.

This relates to the structural consequences of the
core problem. 

It allows us to recognize the more profound and 
long-term changes that can be generated by the project. 

It is extremely important that besides measuring the goals and 
learning about the achievements of the project, it is possible to learn 
the opinions of those who participated in it. These experiences and 
comments are very important inputs to project and should be part
of the reflective process of outcome evaluations. 
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What are the
challenges we face
and what must we do
to ensure our impact? 

“We women always feel we 
don't deserve 

acknowledgement.”

Esperanza Brito, Mexico

To conclude Station 4, I invited Kunka, Michelle and Simone so that 
together we could talk to them about the challenges we have faced 
throughout our experience as girl activists. 
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Simone
Participating in an organization of girls and adolescents to
fight for our rights is an experience full of challenges.

Kunka   
We have had to go through difficult situations, and we have
learned a lot from all of them.

Michelle    
Therefore, we will tell you some of the most important lessons
learned from the challenges we have faced.

Rita   
In addition, we will show you some examples that we learned
about by supporting the work of the organization We Are Girls!
We hope you find them useful!
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Motivation

When we create an organization and a project to change the 
environment in which we live, we are dedicating a lot of time and effort 
to our cause. Probably the injustices we have experienced as children and 
adolescents have motivated us to work to change the world. But that 
motivation is not stable and can often diminish, especially when we 
encounter obstacles or frustrating situations.

To maintain the your own and the team's motivation, it is important to:

• Set up dynamics within the team meetings to get to know each other 
or to talk about how we feel about the organization and our 
experiences of the week.

• Celebrate the organization's achievements, thank each other and 
always celebrate progress and completed processes. In these instances, 
it is important to consider that there will be another time to reflect on 
the demands or shortcomings that we can identify. This is the time to 
celebrate!

• Generate personal instances of accompaniment and feedback with 
each of the participants of the team by whomever is leading at that 
moment.

• Keep records and congratulate participants on their birthdays, as well 
as remembering and celebrating/acknowledging important dates for 
them. For example, on graduation day.

• Be mindful of the needs and difficult moments of the team 
participants. It is important to let them know that we listen to them 
and care about their problems. Feminist activists practice sorority in our 
projects.
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will talk through each one separately to better understand and gain 
insights into understanding how challenges may become useful.



• To have recreational opportunities outside the organization, ideally on a 
regular basis. For example, take a walk, participate in cultural activities 
or meet socially once a month.

• Conduct team meetings to jointly define objectives and goals for the 
year and semester. In this way we will all be working towards a 
collaboratively constructed goal, which will motivate us to continue 
participating.

When our team loses motivation, it is important to 
generate instances of conversation to get to know the 
feelings and thoughts of each participant. It is time to 
stop and recognise what is demotivating us and what 
we can do to regain motivation. Based on these 
instances, changes must be made and concrete short-, 
medium- and long-term measures must be taken to 
increase motivation.

Overload

Sometimes, due to our great interest in participating and fighting for our 
rights and gender equality, we do not realise that we are exhausting 
ourselves. This can be detrimental in the long run to our mental health or 
our performance within the organization. Overload burnout can lead to 
demotivation with the project and wear down our ability to create and 
think clearly.

To avoid overloading, it is important:

• Define limits. All members must state how many hours they have 
available for the organization, as well as the days and times they will be 
able to participate. The work must be adapted as best as possible to this 
availability and the participants must safeguard it personally and 
collectively. In other words, we must respect our own time and that of 
our partners.
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• Hold regular meetings to review and delegate tasks. It is important 
to ensure that the tasks at these meetings are equally distributed and 
that each person's workload corresponds to his or her availability. 
Reviewing weekly progress will also prevent us from leaving everything 
to the last minute and facing overloads at specific times.

• Avoid concentration of work in a single person. This is often the case 
of team leaders. It is important to take care that these people do not 
exceed their limits. In this area, it is essential to have a team that takes 
care of and supports each other, as well as one where delegating tasks 
and establishing small teams within our organization is the norm.

• Supporting and keeping each other company even outside the 
project. As we have already discussed, girls and adolescents are also 
burdened with care work in addition to our studies and personal lives. 
Therefore, when we need help, it is important that we ask for it from 
our project partners. 

If a person on the team is overwhelmed by the workload, 
it is a good idea to give him or her a break from the 
organization. You may request a break and dedicate a 
period of time to other activities outside the project, 
preferably relaxing activities or hobbies. Once the break 
period is over, we recommend gradually joining the 
activities again.

Help

Receiving help is necessary if we want to grow, learn and not overextend 
ourselves. It is a fundamental tool in achieving great goals. How do you 
know when to ask for help? For example, If a person/ team member has 
been trying something for a long time and not succeeding, they may 
need help. It may be useful to define time limits; if we do not reach a goal 
as an organization within the agreed time frame, we should seek help. 
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Once the need for help is recognized, it is important to be clear about 
what kind of help we need and in what form. Often, too much help can 
become an obstacle, so we must clearly identify the need or problem. 
Then, recognize nearby networks that could help us and define how this 
help could be useful. When contacting a person or organization, it is 
important that we are clear and consistent with the request, expectations 
and ways of working, setting limits so that the help is not an imposition 
on our goals.

Whirlwind

We call "whirlwind" the moments when the daily, weekly or urgent work 
of our projects keeps us too busy to think about our long-term goals. In 
those moments it is as if we were inside a whirlwind, from which it is 
difficult to get out and we do not know where it is going to take us. 

There are some strategies to prevent yourself being in this situation 
outlined below:

• To have a clear objective as an organization and known to all 
participants. To do this, it is good to think of a short phrase that can be 
easily remembered.

• Do not lose sight of the objective. Start team meetings by reminding 
everyone of the organization's objective and reaffirming their 
engagement to this objective. On some occasions, this may lead to 
discussing and rethinking the organization's objective and changing it 
if necessary.

• The work plan must be strategic. As we have seen in the previous 
stations, it is important to define a strategic work plan. Let's not lose 
sight of it and let's use it to guide us in our daily lives. This will make it 
less likely that we will find ourselves overworked or that inconveniences 
will arise that will cause us to hit the whirlwind.
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Many times, we are going to realise that we are inside the whirlwind. It is 
common for this to happen, but the important thing is not to stay inside 
for too long. To avoid this, we must apply strategies and actions that allow 
us to get out of the whirlwind, namely:

• Calling a meeting with the objective of getting out of the whirlwind.

• List all the tasks that are currently being performed and who is doing 
them.

• Define which of these tasks fall within the organization's objective and 
which do not. Those that do not lead to the objective should be 
postponed or discontinued.

• Identify priority tasks (to be completed in the next two weeks) and 
those that can wait a little longer.

• Reorganize the distribution of tasks in such a way that the load is evenly 
distributed and define new deadlines for each one.

• Schedule a meeting for the following week when possible: 1) identify if 
we were able to get out of the whirlwind and 2) resume preventive 
actions to avoid falling into the whirlwind.

Discrimination

As we saw in Station 1, there are different forms of discrimination that 
affect us as girls from Latin America and the Caribbean and that can 
hinder our initiatives and our advocacy. Adult-centrism, patriarchy and 
other systems of oppression put us at a disadvantage. The forms in which 
they present themselves are always diverse, and it is often difficult to 
identify them. 

Not being heard or taken into account or feeling threatened and insecure 
are some of the discriminations and their consequences that effect our 
personal and collective development. It also effects, therefore, the 
development of our project and our organization. Changing this reality 
requires a long process and that everyone do their part. 
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It is important to share and define as a team what to do about our 
experiences of discrimination. Talking about the discriminations that 
affect us all can help us find a space for containment and support. In 
addition, we can build reporting strategies with all the girls and 
adolescents in the organization and request external help from experts if 
necessary.

Finally, it is important to make sure that we work with people who 
respect our rights and with whom we feel comfortable. It will be key to 
strive to make our organization a safe space free of discrimination.

Conflicts within the team

It is very common that not all the people who participate in the 
organization think alike, or that we have different ways of relating to each 
other. This diversity enriches us! But sometimes, conflicts may arise 
within the team because of these differences.

How can I take advantage of diversity and prevent conflicts? It is 
important that, from the beginning, before we start working together 
towards our common goals, we know the diversity of the team. It is 
essential to generate opportunities for dialogue on perspectives, opinions 
and preferences will be key and, based on them, to establish agreements 
and common ground to support the coexistence of the organization. Let 
us always seek to put sorority into practice, through respect and 
tolerance.

In resolving conflict situations dialogue is fundamental. Facilitating 
comfortable and safe instances to talk about the conflict will allow us to 
resolve it and find a way out. Depending on the situation, a person to 
mediate the situation and hear all sides may be defined. The dialogue 
can involve all participants or only the people involved. 

Sometimes we will need more than one instance - it will have to be as 
many as necessary! Dialogue may take time, but it is the key to resolving 
conflicts.
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Remember that all of us together are constantly learning 
in feminism, so the perfect activist does not exist. We are 
partners, not competitors, and we are fighting together 
for a fairer world for all girls and adolescents in the 
region!

Impostor syndrome

As a consequence of gender discrimination, one of the situations that 
girls and women face the most is feeling the impostor syndrome. What 
is this? We are faced with this syndrome when we feel that we do not 
deserve to be where we are, that we are not enough or that we are not 
capable of performing a task, or when we do not accept that what we 
have achieved is the result of our work and we think that it was a matter 
of luck. 

This syndrome affects women, girls and adolescents to a greater extent, 
since from a very early age we have been made to doubt ourselves. It is as 
if inside us lives a little person who is telling us that we can't do it, that we 
don't know how, that other people would do it better. Don't you find it 
exhausting?

We are enough, capable and deserve our place!

It is important that we become aware when the impostor syndrome 
begins to appear. To silence our impostor persona and that of our 
partners, it is important to constantly tell ourselves that we can, to affirm 
that we deserve a place, to give ourselves confidence and to genuinely 
believe that we will achieve great things. To do this, it is enough to 
remember all that we have achieved in life, whether in our homes, 
schools or communities.
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Although it may not seem like it, when our organization advances very 
fast in its objectives, some problems may arise. Too many interviews, 
activities, projects or proposals. It is so much that we are not able to 
respond to everything. But sometimes we need to do it in order to 
continue with the project and achieve the objectives we set out to 
achieve.

How do we deal with this high demand? First, we must be clear about 
the structure of our organization and our workflows. This includes the 
structure and workflow of the team. Next, we must identify where the 
high demand is generated. It may be that many people want to provide 
us with resources for the implementation of our projects, or that many 
media want to give us visibility. It may also happen that many people 
want to participate in the team. There are several high demand scenarios.

Having identified all these elements, we will be able to define a strategy 
to address the demand, which will depend on each particular case. For 
example, if many people want to join the team but we have not yet 
consolidated or do not have more tasks or roles to delegate, perhaps it is 
better to wait a while to include new members. 

High-demand situations often require us to make major changes within 
our organization. For these changes to be part of our team, it takes time, 
so it is always important to keep in mind that we will not necessarily be 
able to respond in the best way immediately. It is good to create a 
restructuring plan that considers adjustment times and provides for 
gradual progress in responding to high demand.

High demand
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Team days

For the different challenges that arise in our 
organization's journey, team days will be a key tool. 

What is a team day? These are times when we stop our 
daily work and meet to reflect and talk about our team 
and the organization in general. 

It is important that these workshops are part of our 
semi-annual work plan. That is, that we consider them 
regardless of the fact that we do not know in what 
circumstances we are going to be at that moment. In 
addition, in critical situations such as the ones we have 
presented, extraordinary team days can be organized.

What do we do on team days? We review a long period 
of the organization (this time period should be relevant 
to your team), reflect on progress, generate feedback 
and talk in depth about how we have been doing. We 
also propose ideas, goals and strategies for the future. In 
addition, we can include instances of recreation and 
relaxation at the end or during the day.
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With the foundations of our project in 
place and having learned key tools for 
communicating strategically. In Station 4 
we reviewed how to evaluate and improve 
our project. To do this, we first discussed 
the importance and basis of evaluation. 
Next, we referred to the evaluation of 
design, processes and results. Finally, we 
reflected on the challenges we face in the 
process of our advocacy. 
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When we create an organization and a project to change the 
environment in which we live, we are dedicating a lot of time and effort 
to our cause. Probably the injustices we have experienced as children and 
adolescents have motivated us to work to change the world. But that 
motivation is not stable and can often diminish, especially when we 
encounter obstacles or frustrating situations.

To maintain the your own and the team's motivation, it is important to:

• Set up dynamics within the team meetings to get to know each other 
or to talk about how we feel about the organization and our 
experiences of the week.

• Celebrate the organization's achievements, thank each other and 
always celebrate progress and completed processes. In these instances, 
it is important to consider that there will be another time to reflect on 
the demands or shortcomings that we can identify. This is the time to 
celebrate!

• Generate personal instances of accompaniment and feedback with 
each of the participants of the team by whomever is leading at that 
moment.

• Keep records and congratulate participants on their birthdays, as well 
as remembering and celebrating/acknowledging important dates for 
them. For example, on graduation day.

• Be mindful of the needs and difficult moments of the team 
participants. It is important to let them know that we listen to them 
and care about their problems. Feminist activists practice sorority in our 
projects.

Contents

Why and how do we
evaluate our project?

• Why is it important to evaluate our 

project?

• On what basis do we evaluate a 

project?

• Revisiting the beginnings of our project: 

design evaluation.

• Monitoring the development of our 

project: process evaluation.

• Identifying the achievements of our 

project: results evaluation.

Section

What types of
evaluations can we
perform?

What are the challenges
we face and what must
we do to ensure our
impact?

• Motivation.

• Over-burden.

• It helps.

• Whirlwind.

• Discrimination.

• Conflicts within the team.

• Impostor syndrome.

• High demand.
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Sometimes, due to our great interest in participating and fighting for our 
rights and gender equality, we do not realise that we are exhausting 
ourselves. This can be detrimental in the long run to our mental health or 
our performance within the organization. Overload burnout can lead to 
demotivation with the project and wear down our ability to create and 
think clearly.

To avoid overloading, it is important:

• Define limits. All members must state how many hours they have 
available for the organization, as well as the days and times they will be 
able to participate. The work must be adapted as best as possible to this 
availability and the participants must safeguard it personally and 
collectively. In other words, we must respect our own time and that of 
our partners.

We have finished
our trip!
It has been a pleasure to share this journey with you using our Activist 
suitcase. We hope that everything you found in it will accompany you on 
your journey as members of activist organizations. What we learned on 
this trip will be useful for the next journeys and all the ones thereafter. We 
believe it is always a good idea to review the reading and ask yourself the 
questions we have presented and discussed. At different times within 
your organization the Activist suitcase can help you with the tools you 
need for each season.

Do you remember what we saw in them?

Station 1:  
Contextualization of 
girls' rights in Latin 

America and the 
Caribbean.

Station 2:
 Definition and 
approach to the 

problem.

Station 3:
 How to 

communicate our 
message 

strategically for 
greater impact.

Station 4:  How to evaluate and improve our advocacy.
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The four of us, as girls and adolescent activists in Latin America and the 
Caribbean, will continue to fight every day for our rights and gender 
equality. We hope that there will be more and more girls and adolescent 
activists in the region. We want this Activist suitcase to reach every corner 
where there is a girl or adolescent seeking to change the world. 

At the beginning of this journey, we held hands, and now, at the end of it, 
we will not let go. We will continue to fight together until we achieve a 
more equal and just society for all.

Share this material with more fellow activists! Let's make the suitcase 
travel to every corner of our region. It is open access, and we want many 
more people to be able to open it. After sharing this great journey, we will 
continue our routes in each city, town and community. Today, we are 
many girls and adolescent activists in the region fighting for our rights 
and gender equality. We have big challenges and a long way to go, but 
we can travel together again when needed!

We look forward to hearing your stories and experiences

Bon voyage to all of you! 
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