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STATION 2
Definition and approach 
to the problem



¡Hello!
I’m Michelle.
Welcome to the second Station of this 
journey. In this Station I will guide you in 
finding information on how girls' and 
adolescents' organizations can work to 
create change in the issues that affect us. In 
friendly language and from a gender 
perspective, I will share strategies and tools 
with you for the creation of projects that 
have been developed from the path taken 
by various organizations and institutions. 
From this basis you will be able to organize 
your work around the challenges you have 
set for yourself as an organization in order to 
stay on track and achieve the results you 
expect. It won't be simple! But surely these 
tools will make the process easier.
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Before executing a project, it is important to understand it as a process 
that involves different stages. In this Station we will review the initial 
stages in four main sections: 

1.  Definition of the problem
2.  Approach to the problem
3.  How to build solutions collectively?
4.  How to lead an organization? 
 
Then, in the content of Station 4, we will reflect again with Rita on our 
project; specifically, on monitoring and its evaluation.
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"I ignited the hearts of 
women, the fight for 
justice, for equity; the 

fight for equality". 

Enriqueta Basilio, México

Definition of the problem

1) Our right to participate and organize for what 
mobilises us

Today there are profound inequalities that affect us as girls and 
adolescents in Latin America and the Caribbean; in the face of this we 
have organized ourselves and have actively participated in the solutions 
and transformations that our region needs.

In this context, it is important to consider the commitments established 
by international or national institutions and organizations. One of these is 
the Convention on the Rights of the Child (CRC), which establishes that 
States must take appropriate measures to ensure that all children and 
adolescents have the right to freely express their views. The Convention

To build a project and be part of it, it is important to understand the 
problem we are facing. We know that this can be complex and can often 
be confusing. For the same reason, I want us to review together some 
techniques to achieve this. In this chapter of Station 2 we will address 
three important topics:

1) Our right to participate and organize for what mobilises us.
2) What is the problem that drives us?
3) Our core problem.

Section 1
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Section 1Section 1

also states that these opinions must be taken into account "without 
distinction of any kind, irrespective of race, colour, sex, language, religion, 
political or other opinion, national, ethnic or social origin, property, 
disability, birth or other status"1.

1 United Nations, Convention on the Rights of the Child, United Nations, New York, November 20, 1989.

This Convention refers to the rights 
of every child. You can read the 
friendly version of the Convention on: 
https://www.unicef.org/sites/default/
files/2019-11/CDN_version_ninos.pdf
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Section 1

Our participation and ability to transform our surroundings is possible 
because we all have agency, but this is often limited by adult-centric 
beliefs. Have you ever been told that you are too small to have an opinion 
or make decisions? It is precisely in these cases that our agency is limiting 
itself. The CRC, then, serves as a tool for us to recognize and demand that 
this capacity be respected, since it enables our participation and ability to 
influence the world.

.2 United Nations Children's Fund, ’Technical Note on Adolescent Empowerment‘, 
<www.unicef.org/adolescent-empowerment-technical-note>, consultado el 30 de junio de 2022.

What is agency?
It is the ability of girls and adolescents, and 
everyone, to take purposeful action, to 
make active and independent choices, and 
to influence change2.
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3 Observatorio Social del Ecuador, Situación de la niñez y adolescencia en el Ecuador, una mirada a través de los ODS, Observatorio 
Social del Ecuador, CARE, ChildFund International, Plan International, UNICEF, World Vision, [s. l.], 2018.
4 Camhaji, E., ’América Latina se hace eco del grito de protesta de Greta Thunberg‘, El País, Madrid, 20 de septiembre de 2019. 
<https://elpais.com/sociedad/2019/09/20/actualidad/1568988726_721123.html>, consultado el 20 de febrero de 2022. 
5 Comunidad Mujer – Programa Mujer y Capital Social, Guía para la elaboración de proyectos con perspectiva de género, Comunidad 
Mujer, Santiago de Chile, 2018.

In Ecuador, 7 out of 10 children and adolescents stated 
that their opinion was taken into account by their 
parents, and 6 out of 10 said they felt taken into account 
by their teachers3.

An example of our participation and agency as girls and adolescents in 
the region was the Fridays for future in 2019. From Mexico City to Buenos 
Aires, 250 protests were scheduled in response to Greta Thunberg's call. 
Mexico led the most active representation with 65 marches, followed by 
Brazil (48), Colombia (43), Chile (19) and Argentina (18)4. Every Friday there 
were calls by thousands of youth activists around the world to address 
the climate crisis.

2) What is the problem that drives us?
To engage on an activist project that seeks to generate changes in our 
surroundings, it is essential to recognize what the problem is. In doing so, 
we have taken the first major step in defining our objectives and the 
changes we want to generate with our project.

"A project can be defined as a set of coherently organized and 
interrelated actions that will enable a group of people to 
transform an aspect of reality considered problematic"5.
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Undoubtedly, there are many problems that we would like to cover, but it 
is necessary to define one, which we will call the “core problem". In order 
to define the core problem, it is essential to situate ourselves in our 
context as children and adolescents in Latin America and the Caribbean. 
Therefore, it is very important to always keep in mind the gender 
perspective and intersectionality in order to recognize the different 
realities that each one of us faces. My colleague Kunka can remind us 
more about these approaches we learned about at Station 1.

I remind you that intersectionality is an approach that 
recognizes the different ways in which each person is affected 
by various oppressions based on their membership in 
multiple social groups. It allows you to understand the 
experiences of girls and adolescents of African descent, 
indigenous, with disabilities, among others, and how they live 
these injustices differently.

Gender perspective is a way of seeing the world that makes 
gender inequalities visible and problematizes them. It is as if 
you put on a pair of glasses -the violet glasses of the gender 
perspective- and you begin to notice the injustices, 
stereotypes, discrimination and gender violence that mainly 
affect women and dissidents.
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Activity 1:

How do we define 
the core problem?
The problems we face also affect other girls and adolescents. If we 
recognize that we face a common problem, we can come together and 
address it collectively. Therefore, as a suggestion, I propose a participatory 
brainstorming activity to define the core problem of your project as an 
organization.

Activity objective Define the core problem that affects us.

Maximum duration 1 hour and 30 minutes.

Suggested materials Flip charts, sticky notes, pencils and markers.

Description

The activity considers five moments: 

1. Icebreaker: Activity to build trust before 
getting down to work (see 2 in Section 3).

Maximum time: 15 minutes.

2. Start: We present the objective of the activity 
and its moments. We distribute the materials, 
and the moderator gives the first indication: we 
allow five minutes for each person to think about 
and write down on their sticky notes the gender 
issues that affect them and that they consider 
important to address as an organization.

You could start by posing some questions. For 
example: How does gender socialisation affect 
girls and boys? Do we find differences in terms of 
ethnicity?

Maximum time: 10 minutes.
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3. Brainstorming: Take a moment to share the 
ideas we wrote at the beginning. We can stick 
the sticky notes on the flipchart and explain what 
we meant by what we wrote. One person 
organizes the sticky notes, sorting them by 
themes, similarities and differences. If many 
people want to speak at the same time, someone 
can be in charge of organizing the turns.

Maximum time: 20 minutes.

4. Definition of the core problem: After having 
listened to and presented the different problem 
proposals, we move on to the definition of the 
core problem. To do so, the moderator begins by 
briefly summarizing the different ideas that 
emerged and how they were classified. The 
discussion is opened until the three main 
problems are identified. After this, agree on 
which is the core problem, we can reflect on the 
following questions: which one affects more 
people, which one is more appropriate for our 
organization, which one mobilises us more, is 
there one that encompasses one of the other 
problems? If consensus is not reached through 
discussion within the agreed time, a vote may be 
taken.

Maximum time: 30 minutes.

5. End: Finally, having defined the core problem, 
it is written down in the centre of the flipchart. 
The activity is then closed (see 2 in Section 3).

Maximum time: 10 minutes.

It is important that the core problem 
should mean the same thing to everyone 
who reads it, i.e., that it does not give 
room to different interpretations6.

6 Peroni, A., Diseño integral de una intervención social (programas y proyectos), Núcleo de Evaluación de Políticas Públicas, Santiago de 
Chile, 2014.
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A group of girls and adolescents between the ages of 10 and 15 living in a 
town called Villa Hermosa were having trouble keeping up with their 
studies. They realised that they were not the only ones: the same thing 
was happening to many girls in the town. They got together to do 
something about it and asked for my help. I suggested that they should 
identify the problem. Some of the things they said were: "we don't have 
time to study", "we don't have materials to study", "we don't know what 
things we like", "we don't have time to play", "we spend too much time 
taking care of relatives", "we feel we can't be girls because we have too 
many responsibilities at home", "adults don't encourage us to learn 
maths", "we feel unsafe in the street", "adults don't let us participate".

After some discussion, they agreed that the core problem they wanted to 
address would be the following: "Girls in Villa Hermosa take on/ are given 
an overload of caregiving tasks". They defined it that way because it was 
the need most felt by the group and was the one that was repeated most 
often among the participants. Finally, they wanted to choose a name for 
the organization and called it "We Are Girls!".

Example
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3) Our core problem

We have our core problem defined! This is a huge step towards being 
able to elaborate a change project as an organization. We know that it 
may not have been easy to achieve, but the exercise of defining the 
problem in a participatory manner will undoubtedly be a great learning 
experience and will allow you to move forward collectively. The problem is 
not set in stone and can be adapted over time as appropriate.

Before starting to address the problem and create our project, it is 
important to dive deeper into the problem we define, identifying its 
causes and consequences.
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Activity 2:

Problem tree
The problem tree allows us to clearly plot a problem, its causes, 
consequences and the relationship between them. Let's imagine that our 
core problem is part of a tree. In it we can recognize three parts: the roots, 
the trunk and the branches. Each of the parts symbolizes one of the 
elements of the problem: in the roots we find the causes; in the trunk, 
the problem; and in the branches, the consequences7.

Activity objective Identify causes and consequences of the core 
problem.

Maximum duration 1 hour and 30 minutes.

Suggested materials Flip charts, sticky notes, pencils and pens.

Description

We must have a flip chart with a tree previously 
drawn and with the core problem written on its 
trunk. The activity is broken down to five stages:

1. Icebreaker: Activity to build trust before 
getting down to work (see 2 in Section 3).

Maximum time: 15 minutes.

2. Start: We begin the activity by recalling the 
core problem defined in the previous activity 
(written on the trunk of the tree on the flipchart). 
We explained that we will work on recognizing 
the causes and consequences of gender issues 
that affect us. These correspond to the roots and 
branches, respectively. We deliver the necessary 
materials to each person.

Maximum time: 5 minutes.

7  Guide for the elaboration of projects with a gender perspective.
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3. Consequences: First, we identify the visible 
and invisible consequences of gender 
inequalities. We are guided by the question: How 
have gender inequalities affected us? The 
discussion will be open, and everyone will be able 
to add consequences of different kinds. We 
arranged them throughout the conversation 
until we had them all in order. 

Maximum time: 30 minutes.

4. Causes: Second, we reviewed the causes of the 
problem. We are guided by the question: Why 
have these differences occurred? As in the 
previous part of the activity, the discussion is 
open, and everyone can add different causes. 
These will be organized until they are all in order. 

Maximum time: 30 minutes.

5. End: Finally, having identified the causes and 
consequences of the core problem, the 
moderator makes a brief summary of the activity 
and a call to think about what causes we would 
like to address as an organization. Finally, the 
activity is closed (see 2 in Section 3).

Maximum time: 10 minutes.

I'll give you some tips you can follow to define the causes and 
consequences:

(1) The problem as well as the causes and consequences must be written in a clear and 
concise manner "in negative". That is, as a problematic situation and not as a solution.

(2) Don't dwell too long on one cause or consequence. 

(3) There is no such thing as a perfect tree, so you must abandon the idea of covering
all the causes and consequences of the core problem.

(4) The tree is only a simplified representation of reality. Many times you will find 
elements that can be both causes and consequences at the same time. That's good, 
because that's how it happens in reality! It is up to our discretion and decision 
whether we place them as causes or consequences.
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Example: Problem tree of the organization We Are Girls!

The girls and adolescents of Villa Hermosa 
follow life trajectories delimited by the gender 

roles assigned to us.

We cannot explore our 
tastes and interests.

We stop feeling 
like girls.

Girls and adolescents do 
not have time to play.

Girls and adolescents do 
not have time to study.

We girls take on 
adult responsibilities.

Adults in the 
household work 

long hours.

There are no 
government or state 
measures to address 

care.

Macho culture 
present in Villa 

Hermosa.

Adult-centric culture 
that does not 

recognize the rights 
of girls and boys.

Adults in the 
household are 

unable to care for 
dependents.

There are no 
dependent care 
organizations.

Caregiving tasks 
fall on the women 

of the family.

Decisions are not 
made with girls' rights 

in mind.

The girls of Villa Hermosa 
take on/are given an 

overload of caregiving tasks.
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Congratulations on reaching this moment! You have achieved the most 
complex part of the process: defining and understanding the problem 
you want to address. The problem tree is the basis of our entire project 
and will guide us through the entire process.

Now, we will push our imagination and work to build a blueprint for 
change to address this problem. It’s time to explore our ideas and bring 
out all our creativity, always keeping our feet on the ground. Let’s get to 
work!

Remember, I said that working on a project is a process? We have already 
seen the first elements and now we will focus mainly on the tools for the 
next stages.

The section is divided into two parts:

1) General guidelines for our proposed solution.
2) How can a proposal be creative, innovative and engaging? 

"People are very afraid of 
change; I'm not. I look for new 

ways because it is a way to enjoy 
and continue learning". 

Marcia Barbosa, Brazil

Approach to the problem

Section 2
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Section 2

Identify alternatives 

Alternatives are all the possible solution strategies we can find for the 
causes of the problem. That is, to recognize which cause or causes we 
could address.

How do we move from the problem to our proposed solution? The 
problem tree will guide us. To continue with the project creation process, 
we must choose and define a specific strategy through the following steps:

Choose a strategy

After identifying the different alternatives, we choose which one we want 
to address.

How do we decide which strategy to approach?

I recommend you make the decision on strategy as a team, considering 
what is a priority for your organization. Some important criteria to choose 
among the alternatives are the level of impact they can have on our 
problem, the possibilities we have as an organization to carry them out, 
the number of people we will be able to reach with each strategy, etc. We 
can ask ourselves questions such as:

Will we have the people and materials to implement this strategy?
Will we have enough time to carry it out?
Are we addressing an important issue for our organization?
What result, in the medium and long term, could we achieve with
each strategy?8

8 Guide for the elaboration of projects with a gender perspective.

1) General guidelines for our proposed solution
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Example: Project of the organization We Are Girls!

The organization's participants chose to address two solution alternatives 
designed to address three of the causes of the problem:

Ejemplo: Proyecto de la organización ¡Somos Niñas!
 
Las participantes de la organización escogieron abordar dos alternativas 
de solución pensadas para tres de las causas del problema:

Awareness and information campaigns on 
machismo, care roles and rights of children
and adolescents. 

With this they seek to address the macho culture that exists in Villa 
Hermosa, which generates that care tasks fall on women in families. In 
addition, they aim to address the lack of knowledge about the rights of 
children and adolescents, which leads to decisions taken without 
considering them.

An advocacy strategy vis-à-vis the 
municipality for the creation of a care centre

This seeks to address the lack of organizations for the care of dependent 
people and the lack of government measures for their creation.
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, 

What's next?
Having chosen our solution strategy, 
we moved on to create our proposal. 
This should include:

Presentation of the core problem.
General objective associated with the core problem.
Specific objectives associated with the defined causes.
Description of the people who will participate and will be beneficiaries. 
Main activities.
Timeline (planning).
Resources (budget).

All these elements will allow us to create a clear and concise narrative 
about what we do as an organization, specifying the problem we have 
identified and how we intend to solve it. We will review this in more detail 
with Simone in Station 3.

How to define an objective?

The so-called SMART objectives are a well-known tool that will help you create 
Specific, Measurable, Achievable, Relevant and Time-bound objectives.

In order to measure and evaluate 
your objectives, it is important to 
set goals for each one. Rita will 
elaborate on this in Station 4.
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The organization's participants chose to address two solution alternatives 
designed to address three of the causes of the problem:

Presentation of the core problem:  
Girls and adolescents in Villa Hermosa take on caregiving tasks that do 
not belong to them. This is due, among other things, to the macho and 
adult-centric culture we live in, and to the fact that adults have not been 
able to take care of caregiving tasks due to the lack of public institutions 
in charge of caregiving, or of facilities in their workplaces to perform 
them. This problem causes girls to take on responsibilities by sacrificing 
time to play or study. In addition, it limits their opportunities to explore 
their preferences and interests, as well as to participate in 
age-appropriate activities with other girls.

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

Specific objectives (associated with the causes they chose):
Advocate in the municipality for the creation of a public care centre.
Inform the town community about the rights of children and 
adolescents.
To sensitise the town community about machismo and gender roles.

Description of the people who will participate and will be beneficiaries:
Our project will involve the entire community of Villa Hermosa, people of 
all ages and genders. Specifically, the awareness campaigns will be 
carried out by the children and adolescents of the town, seeking to raise 
awareness and inform especially the adults and children of the 
community. The political 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 of the community.

Example: Project of the organization We Are Girls!
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Main activities:

Awareness and information campaigns on machismo, care roles, and 
the rights of children and adolescents.
Information gathering.
Definition of campaign strategies and channels.
Purchase of materials. 
Campaigns implementation. 
Campaigns evaluation.

Advocacy strategy for the creation of a public care centre:

Seek experiences from other public care centres.
To build a proposal according to the reality of Villa Hermosa.
To get contacts in the municipality.
Arrange a meeting with the mayor or other municipal authority.
Manage press and publicity for the meeting.
Disseminate meeting agreements.
To monitor compliance with the agreements of the meeting.



Activities
Month

1 2 1 2

1 2 3 4 5 6 7 8 9 10 11 12

Awareness and information campaigns on machismo, 
care roles, and the rights of children and adolescents.

Information gathering.

Definition of campaign 
strategies and channels.

Purchase of materials. 

Campaigns implementation. 

Campaigns evaluation.

Advocacy strategy for the creation of a public care centre.

x x

x

x

x x x x

x

Seek experiences from other 
public care centres.

To build a proposal according 
to the reality of Villa Hermosa.

To get contacts in the 
municipality.

Arrange a meeting with the 
mayor or other municipal 
authority.

Manage press and publicity 
for the meeting.

Disseminate meeting 
agreements.

To monitor compliance with 
the agreements of the meeting.

x x

x x

x

x

x

x

x x x x x x

Timeline (planning)

22



Resource Cost

Campaign materials. 

Information and activities printouts. 

Meeting room. 

Supplies for meetings. 

Total

USD 500

USD 100

USD 800 

USD 200 

USD 1,600

Resources: Estimated budget in 
U.S. Dollars (USD):
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2) How can my proposal be creative, innovative 
and engaging?
Often times, we know the objective we want to achieve with our project, 
but not how to do it. To begin with, it is very important to consider the 
steps already mentioned in the previous section. But that's not all. We 
want our proposal to reach far and wide, to attract many people, to be 
innovative and, above all, to achieve the objective we set ourselves.

For the same reason, I would like to present three great suggestions to 
convene, innovate and boost creativity in your project. These are: 

   Experiences and references.
   Collective areas for creation and innovation.
   Instances of reflection and creation.

Our project will target the girls and adolescents of the community.

A good way to build a creative, innovative and inviting proposal is to look 
for experiences of other organizations that are similar to our project or 
that pursue similar objectives. It is very useful to inquire about the details 
of these experiences by asking the following questions:

What did the project consist of?
What were your strengths?
What lessons were learned from the project?
What changes could be made to the project?
What elements were valuable and do we think we could replicate 
considering our own context?

Experiences and references
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In addition, another way to nourish ourselves with experiences relevant to 
our project is to contact people who were part of similar initiatives that 
inspire us as an organization and activists. Thus, among other things, we 
will be able to ask them:

What can you recommend us to set up our organization?
What has been the most difficult thing about leading or participating 
in the organization? 
What advice would you give us to convene and achieve constant 
participation?
How can we innovate regarding to what has already been done to 
achieve our objectives?

This is key to all project development, but it is especially important when 
looking for creative and innovative ideas to include in our strategy or 
solution plan.

We invite you to generate instances of creation and innovation that go 
beyond what we know and what we believe possible, always keeping our 
feet on the ground. To do this, look for activities that allow you to have 
creative team days. These should be different from what we usually do to 
plan and build projects. Tools such as theatre, art and music can help us 
to awaken our imagination and think creatively in innovative proposals.

Next, I will present two suggested activities to raise creativity around our 
project and objectives.

Collective areas for creation and innovation
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Activity 3:

With different eyes

Objective of the activity
Search for innovative solutions to our core 
problem.

Maximum duration

Suggested materials
Sticky notes and pencils, markers, highlighters or 
markers. We need a wall or a table to stick the 
notes on.

Description

Before the activity, different characters must be 
defined: minimum four and maximum six. They 
can be real or fictitious, famous or not. The other 
participants in the activity should not know what 
the characters will be. The activity consists of five 
stages:

1. The slogan: Participants should think about 
the following question from the perspective of 
each character: What would this character do to 
solve the core problem we have posed? We will 
create small groups to facilitate conversation. We 
hand out sticky notes and pencils to each person 
who is participating.

Maximum time: 5 minutes.

2. Brainstorming: Brainstorming consists of 
writing notes with brief ideas of solutions that 
each character would propose to our problem. 
We will brainstorm different ideas for each 
character.

We start with the first character: we give them 
one minute to write down as many ideas as that 
character would have to solve the problem. Then 
we give three minutes to share within the group, 
while the sticky notes with ideas are left in the 
same sector of the table or wall. Then, we move 
on to the next character and do the same 
exercise with each character.

It is important to keep track of the time so as not 
to overextend ourselves.

Maximum time: 30 minutes.

1 hour and 15 minutes.
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3. Organise ideas: Each group reviews all the 
ideas proposed for each character, organizing 
similar ideas or those that complement each 
other, to put together a more detailed proposal.

Maximum time: 10 minutes.

4. Define a proposal: Finally, each group must 
choose a proposal. This can be composed of one 
or several ideas. I recommend that you first 
disregard those that do not make sense to you 
and then choose or build another proposal with 
the best ideas. If consensus is not reached in the 
expected time, we must hold a vote.

Maximum time: 15 minutes

5. Plenary and end: We close the activity by 
groups and move on to a common plenary 
session. In it, each group presents its chosen 
proposal. Finally, the activity is closed (see 2 in 
Section 3).

Maximum time: 15 minutes.
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Activity 4:

The big party

Objective of the activity Explore creative ideas for the project.

Maximum duration 1 hour and 45 minutes.

Suggested materials Paper and pencil.

Description

The activity has five moments:

1. The instruction: We explain the activity. We get 
together in groups of three to four people with 
the hypothetical mission of organizing a party, for 
which they have an extremely high budget (e.g., 
one million dollars). It is important that the other 
participants do not know that the budget will be 
cut later.

Maximum time: 5 minutes.

2. Planning our party: Each group plans its party, 
and we meet as a whole group to present each of 
the proposals.

Maximum time: 15 minutes

3. The budget was cut: When all the groups 
finish presenting, we explain that the budget was 
abruptly cut (e.g., USD 1,000) and we split into 
groups again to plan the same party but 
adjusting the expenses to the reduced budget. 
We then reset the budget (e.g., to USD 100 or 50) 
and repeat the planning exercise with the 
current budget.

Maximum time: 30 minutes.

4. Application to our project: Finally, let's go 
through the same exercise again, now applied to 
the project proposal we have for our 
organization.

Maximum time: 45 minutes.
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5. Reflection and end: The conclusion is that we 
often limit our project ideas based on the initial 
budget. The budget is an important factor, but it 
should not limit our creativity and innovation. 
However, we must consider it in order to bring 
our project down to earth and be able to carry it 
through. We must also consider whether we are 
building a project based on the budget or a 
budget based on the project. We must also 
understand how we can achieve balance 
between both scenarios. Finally, we move on to 
ending the activity (see 2 in Section 3).

Maximum time: 10 minutes.
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Innovative solutions often arise when we ask ourselves the right 
questions. What questions have we asked so far? What are the really 
important questions? I invite you to reflect, both individually and 
collectively, asking yourselves deep questions to build a creative and 
inviting proposal.

Activity 5:

What questions do you think 
are important?

One technique that can be useful for them to think of creative, innovative and 
engaging solutions is to have a place where they can write down all the ideas 
they come up with on a daily basis. Surely, during this process, they will have a 
lot of motivation and the project will be on their minds beyond the framing.
Having a notebook, a blackboard, a sheet of paper or any other areas to record 
the ideas that come up will be very useful.

Instances of reflection and creation
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How to build 
solutions collectively?

Section 3

In the previous sections of this toolkit we have talked about the 
importance of collective construction of solutions and the use of 
participatory strategies to facilitate this. Now, we would like to provide 
you with some ideas that may be useful to you when generating this 
type of instances.

When we politicize problems we identify, that is, when we recognize that 
they are not merely an individual but a social issue, we can aim our 
attention towards common and collective solutions. Attempting to solve 
these problems from a single point of view and closed circumstances in 
which few people make decisions limits participation, civil power, and 
human rights. Moreover, such solutions are unlikely to be effective or 
relevant or to achieve their full potential.

Building open, participatory and inclusive organizations is a challenging 
task: transforming the way we relate to each other is not a simple task. It 
is important to always bear in mind that, if we want to achieve social 
change, it is necessary to reflect kindly and always challenge our personal 
relationships. This does not mean belittling ourselves if we are not fully 
consistent with what we propose. What is fundamental is the constant 
learning process that we carry out, both as an organization and as 
individuals.

Co-creation is a collaborative process for building joint strategies for 
change. People participate and take an active role in the development of 
a project. Creating together involves talking, imagining, sharing and 
changing. It also involves talking to people from our own organization as 
well as from other organizations in order to build support networks.
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The must be participatory workshops, group dynamics, dialogue 
meetings. As such, the use of artistic tools are common in the instances 
of co-creation. Other types of tools such as interviews, informal 
conversations and visual strategies can/ should also be included.

Co-creation spaces are 
safe areas of mutual 
respect and learning.

Collective proposals are based on general 
agreements and, in the event that agreements 
are not possible, decisions are made by 
consensus, while including the views of those 
who do not support these decisions.
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Now I will detail different aspects relevant to the processes of collective 
creation of solutions, associated to three specific topics: 

1) Preparation of meetings, gatherings and activities.
2)  Key moments within meetings, gatherings and activities.
3)  Basic conditions for an activist organization.
4)  Tools for collective creation.

It is important to make the summons or invitations in advance
to all the people of our organization who will participate in the activity, 
considering the availability of the women, girls and adolescents 
interested in the meeting. To do this, we must be clear in advance about 
the date, time and place where it will be held. Then, we will send an 
invitation through the channels we use as an organization, which must 
be brief, eye-catching and inspiring, and contain all the necessary 
information for participation.

Eight specific tasks or roles must be covered, in addition to the role of 
participant in the activity. You can distribute them as you see fit. These 
roles are:

Site management (coordinating everything to have the right place to 
carry out the activity).
Invitation (send invitations and request confirmation of attendance).
Materials (ensure that all materials are available for the activity).
Attendance (record attendance at the activity).

1) Preparation of meetings, gatherings and activities

Invitations

Roles and tasks
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It is important that people who have had a coordinating or organizing 
role in the activity arrive earlier. They must prepare the areas, make sure 
that all the materials are available, etc. In case the roles for the 
development of the activity have not been defined, this is the moment to 
do it.

This moment gives participants the opportunity to say how they are 
feeling. It is usually performed at the beginning of a meeting. Some 
"icebreaker" dynamics can be included. For example, use a ball to pass 
the word and say who we are (if we don't all know each other), share 
something good that has happened during the week or introduce an 
activist of reference for us.

2) Key moments in meetings, gatherings and activities

Timing (be aware of the elapsed time, that the agreed times
for each moment are met and warned when they are running out of 
time. For this end, it is useful to have the schedule or planning of the 
activity on paper).
Record (take minutes or record of the activity).
Moderation (guiding and facilitating the activity).
Take the floor (if deemed necessary, list the people who have asked to 
speak, in the corresponding order, in order to facilitate the dialogue).

Before the activity

How we are doing
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Participation agreements 

These are agreements made by the group or organization in which the 
conditions and expectations of participation are made explicit. Its 
objective is to agree on a framework for respectful behaviour, inclusion 
and communication. Thus, we look for the best way for each person to 
participate to the fullest.

End of the activity  

This moment seeks to give a sense of unity to the group by concluding 
and closing an activity or meeting. Participants are invited to say how 
they felt, how they assess the activity or what topics they would like to 
address in future instances. Anonymous forms can be used for 
evaluation.

Sharing

Informal conversation following an event or activity that allows the people 
involved to tell how they feel about what happened. We talk about 
difficulties and learning. These conversations allow us to listen to feedback 
and learn lessons for future meetings.

Opening moment

It is the starting point of a meeting that seeks to generate room for 
gratitude, concentration, information delivery, logistics and security. 
Welcome activities and presentations are carried out. May include special 
rituals or practices.
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3) Basic conditions for an activist organization 

Accessibility

It is important to create a welcoming environment for everyone, 
regardless of the type of meeting or activity we are going to carry out. 
This implies that it must also be accessible to people with visual, hearing 
or other disabilities.

Inclusiveness

To ensure that we welcome the diversity of people who may participate 
in our meeting areas, it is useful to ask ourselves: How can we be active in 
our meetings so that people feel comfortable to share not only their 
name, but also their preferred pronouns, the needs they want the group 
to know about, or other conditions that are conducive to safety, comfort, 
inclusion and sharing of stories?

Respect and safety

It is important that an organization that fights for girls' rights and gender 
equality seeks to generate meeting areas and work dynamics based on 
respect and safety. By this we mean that the opinions and participation 
of all those present are respected, and that we always try to maintain the 
framework of the group's agreements and non-violence among its 
participants.
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4) Tools for collective creation

Affirmation in "I" format

To open room for sharing realities, we can use the technique of 
affirmations in "I" format. It involves proposing that we can refer to our 
feelings, beliefs, values, etc. linked to our experience, from the "I" (starting 
sentences with that word) and not from the "you". This makes it easier to 
share our reality with other people.

Role-playing  

Role-playing is a creative process in which participants explore situations 
by representing different roles that exist or could exist in their 
surroundings.

Mental map 

It is a diagram that organizes information from a visual perspective. In 
general, it is created around a single concept. Main ideas are directly 
connected to the core concept and other ideas branch off from the main 
ideas.

Critical path method

It is a tool to explore avenues for change. It consists of moving backwards 
from the objective we wish to achieve to the current situation, imagining 
that the objective has already been achieved. For this we must ask 
ourselves: what has happened, from the end to the beginning, to get us 
here?
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Strategic questions

They seek to create opportunities for respondents to visualize and talk 
about possibilities and changes, including obstacles and paths for action. 
They seek to move from a problematic situation to the personal actions 
taken to change it. These are questions that are not answered with yes or 
no and usually begin with a what or how (rather than a why).

Brainstorming

Activity in which one responds to a stimulus by saying aloud or writing 
down thoughts and ideas on paper. They are usually written on a 
flipchart, wall or blackboard. All ideas should be written down and should 
not be discussed while the exercise is still in progress.

Recognition of the territory

It consists of naming our place of action and those who originally 
inhabited it. By recognizing the territory, we pay homage to the people, 
the place and the past, present and future beings. Thus, we visualise our 
present as part of that history and identify colonial history.
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The leaders of organizations working for the rights of girls and 
adolescents and gender equality assume the great responsibility of 
ensuring that the entire organization is directed towards the objectives 
defined jointly. In addition, they are concerned about the development 
and welfare of all the people who are part of it.

The experiences of other activist organizations have allowed us to learn 
new ways of leading teams and to aspire to them. A leader does not 
necessarily have to fulfil certain characteristics that have traditionally 
been assigned to leadership roles, which are strongly influenced by 
gender stereotypes. The important thing is the commitment to our 
cause, the project and the organization, working for participation, 
horizontality and decentralisation of power within the organization.

Leading an activist project from a gender perspective implies constantly 
considering the characteristics, differences and inequalities present 
within the group that makes up the organization. Furthermore, as in 
other areas of life, it requires us to question and rethink the ways in which 
we relate to each other, recognizing the roles and stereotypes present in 
our society.

How to lead an 
organization?

Section 4
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There are no recipes for leading an organization, and there are as many 
ways to lead as there are girls interested in leading. However, the 
following recommendations may be useful:

To elect its leaders in a democratic manner.
Always seek the greatest possible participation in decision making and in the 
different instances of the organization.
Be inspired by the leadership of women we admire.

Constantly listen to all the people who are part of our organization.
To make reports or "public accounts" of activities and expenditures 
transparent to the entire organization.

Ask all participants to make a commitment to the organization and update this 
commitment periodically (e.g., annually).
Ensure that all persons joining the organization have a proper induction process and 
are informed of the operation and their role within the organization.

Divide and delegate tasks equitably and based on the capabilities, interests 
and background of each participant.
Looking after the team, taking care of their personal processes and their 
comfort within the organization. This includes yourselves.
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Maintain and update our organization's compliance to international 
agreements, for example, the Convention on the Rights of the Child, the 
American Convention on Human Rights, the Sustainable Development 
Goals and the Convention on the Elimination of All Forms of Discrimination 
against Women.

Regularly communicate the processes that are being carried out among the different 
participants of the organization, in case they are not all common knowledge.

Act in a consistent manner to the ideas promoted by the organization 
and with the practices we expect to be established.

Be concerned with maintaining turnover within the leadership of the 
organization, without remaining for periods that extend beyond what 
they have established as a team.

Encourage and facilitate the formation of new leadership within the organization.

Encourage collective and team leadership.
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Sometimes you may get frustrated because you haven’t met 
your objective or feel uncomfortable with what is expected 
of you as a leader and activist in your organization. I see this 
as an opportunity! If you want to change the society in which 
we live, it is important to change, in the same sense, the way 
in which we exercise leadership. From a gender perspective, 
we vindicate kindness, care and horizontality as forms of 
leadership. Most importantly: don't stop being yourself to 
lead the organization!
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Activity 6:

How would we like to lead our 
organization?
Answer the following questions regarding what you would like your 
organization's leadership to be like, considering the gender perspective 
and intersectionality:

1. What role will the leaders of our organization play?

2. How do we expect participation within the organization to be ensured?

3. In what ways would we like to maintain seamless communication 
    within the organization?

4. What do we expect the different meetings and activities of the
    organization to be like?

5. How would we like decisions to be made?

6. What aspects of the organization would we like our leaders to
    prioritise?

7. What would we like to learn about during this period?

8. How do we expect conflicts within the organization to be resolved?

9. What care strategies would we like to implement in our organization?

10. What are we committed to in order to make this possible?

11. What are the main strengths of the people who will lead the 
    organization?

12. What are the main challenges our women leaders will face?
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After having deepened our context together with 
Kunka in Station 1, in Station 2 we reviewed strategies 
to define and address the issues that mobilise us as 
an organization.

First, we worked step by step with activities and 
examples that guided us in defining the problem.

Secondly, through tips, activities and examples, we 
recognized how we want to address the problem 
and how innovative, creative and compelling 
solutions can be built collaboratively to respond to it.

Thirdly, all of the above allowed us to talk about the 
internal organization necessary for the 
development of our project and the challenge of 
leading an organization of girls and adolescents 
that seeks to guarantee rights and gender equality.

What have 
we been 
talking about
in Station 2?
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Content

Problem definition

Our right to participate and organize for what 

mobilises us.

What is the issue that mobilises us?

Our core problem.

Approach to the 
problem

General guidelines for our proposed solution.

How can my proposal be creative, innovative 

and engaging?

Section

Preparation of meetings, gatherings and 

activities.

Key moments within meetings, gatherings 

and activities.

Basic conditions for an activist organization.

Tools for collective creation.

Recomendations.

Activity: How would we like to lead our 

organization?

How to build solutions 
collectively?

How would we like to 
lead an organization?
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