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OUTCOME MAPPING: THE EXPERIENCE OF ITS APPLICATION IN HONDURAS 

By: Markus Gottsbacher, Sofía Méndez, Natalia Ortiz 

1.
BACKGROUND TO THE HONDURAS LEARNING SYSTEMS DEVELOPMENT INITIATIVE

The International Development Research Centre (IDRC) with the financial support of the Canadian International Development Agency (CIDA) has been implementing the Learning Systems Initiative since 2002. The project’s objective is development of processes through which Honduran organizations learn from what they are doing in their development practices. One mechanism to achieve this is monitoring and evaluation, which is why the initiative has promoted the methodology of Outcome Mapping (OM). 

This article provides a brief introduction to this methodology, with its approach and central concepts, and shares some lessons resulting from IDRC’s efforts to apply the methodology in the Honduran context through the Learning Systems Initiative, especially by means of establishing an Outcome Mapping Community of Practice. 

2.  THE ORIGIN OF OUTCOME MAPPING 

Outcome Mapping (OM) is a methodology that allows for integration of planning, monitoring and evaluation of development programs and projects in an innovative manner as compared to other methods more commonly employed by international cooperation agencies. 
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Its most innovative aspect lies in the premise used for Planning, Monitoring and Evaluation (M&E), which consists of identification of individuals, groups and organizations with whom the initiative
 expects to work directly, with the aim of supporting or influencing them to strengthen or facilitate their role as agents of change, based on a set purpose. Consequently, the results in OM and, as such, the centre of M&E, are the changes in behaviour, broadly defined as changes evidenced in the activities, actions, relationships and interaction of these stakeholders beginning with their interaction with the initiative.

This methodology is guided by principles of participation, and organizational and social learning
.  It incorporates principles of “Utilization-focused evaluation,” proposing that both the design and the implementation process of the M&E system are focused on responding to the interests of the previously identified users of the system, with the aim of guaranteeing that findings will be useful and users will benefit from the M&E process.

OUTCOME MAPPING: THE EXPERIENCE OF ITS APPLICATION IN HONDURAS 

Outcome Mapping was published in 2000, as a result of the conceptual and practical project conducted by the International Development Research Centre (IDRC). It arises as an adaptation of the “Outcome Engineering” evaluation approach developed by Dr. Barry Kibel in the development research context in the American social service sector. Since then, it has been implemented in different parts of the world in research and development initiatives at the local, national and regional levels.
 

The methodology was created by IDRC in response to: 

· Difficulties in defining and measuring program results.

· Difficulty in collecting useful information for decision-making by programs and their partners.

· Lack of local ownership and learning.

· Lack of sustainability of results proposed by programs.

· Difficulties in achieving a better balance between learning and accountability.

The Honduras Learning Systems Development Initiative selected Outcome Mapping as a useful methodology to promote a culture of monitoring and evaluation, and thus, reflection and learning. 

3. 
OUTCOME MAPPING APPROACH AND INNOVATIONS

This section aims to further discuss the planning premise of OM and briefly explain how the other planning components and M&E elements are defined in regard to this premise. 

In OM, planning is tackled by asking: who has the power or desire to use the goods and services the initiative could generate to achieve changes in the human, social and/or environmental condition of those to whom it anticipates contributing? 
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With this question, we see an underlying recognition that development occurs in open, complex systems, in which the initiative is only one of the actors –among multiple actors and factors– contributing to making changes in development possible. The Outcome Mapping vision of development is complex, and does not view development in a linear fashion, supposing that if we intervene in a particular manner, things will automatically happen a certain way. In accordance with this, all of the initiative’s efforts in OM are planned based on supporting or influencing the behaviour of key stakeholders –with whom it is expected that direct interaction will be possible–, so that these stakeholders might contribute in the best possible way to the ultimate changes being sought.  In OM, these stakeholders are known as boundary partners and the final results,
 to which there is a desire to contribute, are made explicit in a description called the 'vision'.

[image: image6.jpg]



[image: image7.jpg]


 

[image: image8.jpg]



RESEARCH, LEARNING AND DEVELOPMENT 

Behavioural changes of boundary partners, as central results sought by OM, are known as outcome challenges. To know whether the outcome challenges have been achieved, and understand the complexity of change in the boundary partners, OM proposes to define progress markers that represent progressive changes in behaviour, from the simplest to the most complex. Progress markers, unlike indicators, operate not as a list of goals to be achieved, but rather as a set that allows for analysis of how the boundary partner transforms or not in relation to these markers and why. Monitoring markers allows the program team and boundary partners to be challenged to provide the best possible contribution to the vision and understand the nature of the interactive relationships underlying the development processes undertaken.

OM provides tools to determine how the initiative anticipates supporting or influencing the behaviour of the boundary partners to contribute to the vision. These tools are called the mission and strategy map. The mission is a statement that synthesizes the primary lines of action comprising the initiative and, furthermore, describes with whom partnerships will be established to develop them. The strategy map is a tool that facilitates identification of the most ideal mechanisms to support or influence behaviour of boundary partners through partner-directed strategies, or aspects of the environment that have bearing on their behaviour. This is the way in which operative aspects of planning are determined based on the role boundary partners are anticipated as playing in the development process being undertaken. This allows for establishing true interaction between initiative and boundary partners throughout their life cycle. 

Another innovative aspect of OM is the proposal to understand the initiative as an organizational unit that in addition to being an agent of change becomes the subject of change. This implies accepting that the reality and mechanisms to control it are not completely known beforehand, and that the program team’s theory of change represents a vision of reality that must adapt as it interacts with the visions of change of other stakeholders involved. OM offers the tool of organizational practices, so that the team can determine what it will do to strengthen its own culture of reflection, learning and innovation throughout the initiative, with the aim of staying relevant and carrying out effective management.

SPHERE OF CONTROL

Operational Environment



Mission, strategies and organizational practices
What does the initiative do to support or influence the Boundary Partners?




SPHERE OF 

DIRECT INFLUENCE

Behavioural Changes
Boundary partners, outcomes, progress markers 

Who connects the initiative to the changes in development? How do they change their behaviour to contribute to the vision?
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SPHERE OF 

INDIRECT INFLUENCE

Changes in Development

Vision

What are the changes in the human, social or environmental situation to which contribution is anticipated? 
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OM provides tools to monitor and evaluate three parallel processes: 

i)
The progress of boundary partners toward the outcome challenges through behavioural 
changes reflected in the progress markers;

ii)
The initiative’s influence on the boundary partners through strategies; and,

iii)
The functioning of the initiative as an organizational unit by means of organizational practices.
   Functioning of
Changes in

 the initiative as
 behaviour of the

an organizational
   Boundary

             unit
Partners

(Outcome challenges

(Organizational
and progress

          practices)
       markers)

Strategies 

Initiative’s influence on or support for Boundary Partners 

In Outcome Mapping monitoring is conducted at three levels: in terms of behavioural change in our partners; in terms of our strategies; and in our practices, at the internal level of the initiative.  We are not only agents of change; we are also subject to change. How can we improve our practices to strengthen capacities among of the initiative’s program team? What might the team need to function well? How can we overcome human difficulties in 

implementing a program or project, in managing an organization?
Group Dynamic during the

Outcome Mapping Capacity


Building Workshop.

The approach proposed to conduct this work is from a participatory M&E standpoint, involving the program team and boundary partners, as well as other pertinent stakeholders. The type of information generated in the M&E facilitates accountability and required learning to guide the
necessary adjustments in the initiative’s strategies, the   process of  change  among  boundary  partners,  functioning  of  the 

Outcome Mapping Community of
program team and the remaining planning elements. 
Practice in Honduras.

The process of implementing the M&E system can enable, among other things: i) Achieving a common understanding of the vision and the outcome challenges; ii) improving communication within the program team and between the team and the boundary partners; iii) supporting and strengthening progress toward outcome challenges; iv) promoting evaluative thinking in those involved and including them in the M&E planning, and information gathering and analysis; 
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and, v) generating knowledge regarding the proposed development process or some particular aspect thereof. 

Outcome Mapping is a humble methodology. It recognizes that any impact is long term and depends upon multiple actors and events that are beyond the control of the initiative, as the initiative itself can only contribute to this impact in a limited way. 

This recognition aids us in achieving concrete, realistic planning. If we clearly identify the individuals, groups and organizations with which we can work directly and where we anticipate being able to bring about a change in behaviours, in Outcome Mapping terminology, they would be the boundary partners, and would be able to be much more specific, concrete and realistic. It allows us to be clearer as to where and how to design our strategies and where to invest our resources. 

Outcome Mapping is a methodology that encourages participation and collective construction processes. As such, it promotes ownership and empowerment processes, building from the ground up. 

In Outcome Mapping it is recommended to use language easily understood by all participants in the initiative. The language is descriptive and exhaustive, not “executive” and limiting. Inclusion of those not easily heard is also sought. Language can also be visual and symbolic. There are many examples of visions constructed through talking maps. 

OM is a flexible methodology that seeks to encourage a culture of dialogue, reflection and permanent learning, not only in regard to the initiative, but also in accompaniment with the boundary partners. The road is the territory. The map is only a rapprochement toward the territory. We must adjust, adapt to the conditions of the territory as we go along. Our actions and activities depend upon being subject to an ongoing, critical self-analysis, to ensure that our strategies remain pertinent, effective and efficient. A balance between learning and reflection is sought, with accountability. 

In general terms, Outcome Mapping is a methodology that opens minds, invites long-term, more systematic and especially systemic thinking, and encourages collective constructions. 

In synthesis, OM recognizes the complexity of the systems in which development occurs and the central role different stakeholders play in order to make development possible. Consequently, it provides tools to comprehend aspects of this complexity while the initiative interacts with these stakeholders. Nevertheless, it recognizes that complete understanding of the development process and its control extends beyond the possibilities of an initiative and its PM&E. In this way, with OM the intention is to construct initiatives that, beyond achievement of specific products and impacts, seek the generation of processes constructed collectively by the stakeholders involved that extend beyond their lifetime. 

Outcome Mapping seeks to promote an approach that transcends projects. It strengthens process-oriented initiatives, in other words, integrated and holistic thinking with a long-term vision. The vision of an initiative becomes “a north,” “an inspiring and motivating aspiration,” “a bold and realistic dream of the future,” pointing out improvements in the lives to which the initiative contributes: Not everything depends on the initiative itself. 
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4. 
THE PRACTICE OF OUTCOME MAPPING IN LATIN AMERICA 

In the past six years, OM has been increasingly used in Latin America and other parts of the world. Users of OM are primarily organizations promoting initiatives that explicitly involve processes of social change. The fact that boundary partners are the central point of the planning, the M&E, has captured their attention in the methodology. Some organizations that have adopted the methodology have stated that its use facilitates active participation of the boundary partners throughout the entire lifetime of the initiative and, as such, greater ownership of the process, increased learning and strengthening of local capacities to benefit a more autonomous development, and one adapted to the circumstances of the context. 

Likewise, OM has proven to be useful in identifying, from the planning stage and through its implementation, aspects that must be worked on to increase the chances that the process of advancing toward the vision will continue once the initiative is finalized and funding is withdrawn. 

This methodology has been well received by organizations that seek to better understand the development processes they are influencing and promote their own learning, independent of or in complement to the methods demanded by financers. Users who have most benefited from employing OM methodology, are those who have team members trained in M&E or receive specialized consultancy that has allowed them to adopt and adapt OM to their needs. 

Despite the fact that OM is a relatively new methodology and its M&E stages are in development, it provides benefits to its users and is increasingly accepted in the region. 

5.
OUTCOME MAPPING APPLICATION EXPERIENCES SUPPORTED BY IDRC IN HONDURAS
5.1.  Context of development organizations in Honduras 

Generally speaking, development institutions and organizations in Honduras are relatively weak in the areas of planning, monitoring and evaluation. This is made clear by the lack of human and financial resources earmarked for these processes, the constant struggle for organizational survival, the high and alarming indices of fluctuation in personnel; turning these elements for development of capacities at the individual and institutional level into a great challenge. 

As well, there is a lack of intra- and inter-institutional communication for various reasons, among which we can mention the increasing competition among individuals at the same institution and among institutions themselves. Their capacity for policy impact on key development topics is limited, characterized by the absence of long-term planning and a response geared more toward demands of donors than the needs of the communities with which they work. Many fall into patterns of activism, welfareism and paternalism. Furthermore, there is an absence of a culture of reflection and learning. Monitoring and evaluation practices are not common, supported or well seen within institutions and, if they exist, are more directed to external logics than their own. Definitively, monitoring and evaluation is not seen as a mechanism for learning and institutional reflection.
44
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Nevertheless, this reality is changing as some organizations and their staff are open to new learning and show a desire to improve their processes. This arises from the necessity felt by institutions to have a process that fulfils their learning expectations and needs, provides opportunities for listening and spaces for beneficiaries to state their own opinion of the initiatives, while meeting the needs of donors. 

5.2.  Background to Outcome Mapping in Honduras 

In Honduras, the Learning Systems Development Initiative began implementing Outcome Mapping in 2003. OM methodology has been introduced in fourteen institutions, among non-governmental organizations, universities and government; through a progressive strategy of initial workshops followed by training sessions adapted to each institution. Over 360 people have been trained in OM and key partners (institutions) have been provided with financial and technical support to apply the methodology. 

In addition, the methodology has been employed in various projects financed by IDRC. For example, a project is using a multiple-stakeholder approach for the management of the San Juan River on the Northern Coast of Honduras. The use of OM helped to create a reliable planning process that could assist the design of a sustainable community program for research and intervention in the watershed. 

Although OM has great potential in Honduras, challenges have arisen. Typically for an initiative in Honduras, the M&E component is not considered a learning opportunity and is often carried out solely for accountability purposes. In that context, OM is perceived as a complex, labour-intensive methodology because it requires time and resources for reflection, analysis and learning. 

Another challenge to its implementation in Honduras, is that despite OM concepts and paradigms being very attractive to those practicing it, they conflict with more traditional planning, monitoring and evaluation methodologies, such as the logical framework approach and results-based management, which are the approaches required by financing organizations. 

5.3.   Outcome Mapping and the Logical Framework Approach

Honduran institutions interested in applying OM are faced with donor agencies demanding that they use the Logical Framework Approach (LFA) or Results-Based Management (RBM) in planning, follow-up and presentation of reports. LFA and RBM are objective-based and results-oriented, emphasizing quantitative results over qualitative changes. To meet this challenge, four OM users in Honduras combined qualitative and participatory elements of OM with the LFA framework, creating a hybrid OM-LFA. One partner, the Centre for Research and Information Dissemination on Cover Crops (CIDICCO), introduced descriptive and qualitative indicators in the LFA framework. This modification allowed the coordinator to draft a more integrated report on the project based on the needs of the beneficiaries, an approach that peaked the interest of the CIDICCO’s primary donor, enabling other cooperants to be convinced to integrate the follow-up of qualitative indicators into their projects.
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5.4 
Results of the Tracer Study 

In 2006, IDRC-Honduras conducted a follow-up study on capacity development strategies employed for the promotion of methodologies of Social Analysis Systems (SAS), Outcome Mapping and systematization in Honduras, called a tracer study. 
In the course of the study, 71 of the 148 people trained were interviewed by telephone, with an additional three in-person interviews taking place with key staff at certain institutions. These 74 individuals interviewed represented 29 out of 35 institutions trained, four consultants and a representative from an institution interested in implementing the methodology, but who had not been at the capacity building event for that institution. Below, are some of the study’s results: 

5.4.1 Analysis of factors that have facilitated/limited application of Outcome Mapping 

Analysis of factors that have facilitated and/or limited the application of Outcome Mapping was conducted based on the following elements: 1. Characteristics of the methodology; 2. 
Institutional factors, internal and external; 3. Effectiveness of the strategy employed by IDRC (promotion, training, follow-up and support for its application, among others).
1.
Characteristics of the methodology

In regard to methodology characteristics, we know that Outcome Mapping is considered by participants to be an innovative methodology. Of those interviewed, 35% highlighted the incorporation of qualitative elements in planning, monitoring and evaluation as a positive characteristic of the methodology, as it “facilitates the determination of real progress and changes in attitude,” in addition to there being “fairly precise and flexible indicators, capable of being implemented in various institutions.” Other comments that strengthen this position are: “Outcome Mapping focuses quite a lot on the partners that benefit from the project and their changes in behaviour; this is a new and different approach. Environment is taken into consideration, but the focus is on those receiving the benefits.” 

Of those interviewed, 28% stated that due to its participatory nature, OM provides a more effective way to identify the partners and their needs. This is deduced from opinions such as: “OM involves everyone during the entire process, which makes people very happy with the project and motivates them to work. It involves all stakeholders, while normally only those heading the project have the authority to select what they wish to change. In OM beneficiaries have a voice and a say regarding the change they want to achieve” and “it logically allows for the establishment of a working process focused on the needs of beneficiaries and thus optimizes efforts.” “There is a better and greater response to the partners’ expectations, planning efforts must be agreed upon by the parties.” “In planning there are not always tools to clearly determine the expectations to be achieved in the project. OM does offer this advantage.”
46
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Other characteristics of the methodology that were found to be interesting to participants were that it is centred on changes in behaviour (5.4%), and 1% of those interviewed indicated that it was a simple methodology to apply as it did not require the use of any type of software. 

Although participants recognize that OM as a methodology has significant advantages over other methods of Planning, Monitoring and Evaluation (PM&E) 
utilized in the country, it must be acknowledged that being a fairly PM&E-heavy methodology, it becomes a bit complex for institutions whose knowledge of these three processes is rather basic. This, combined with the limited adaptation of the methodology to the Honduran institutional context, created a perception of OM as “resource-intensive” and “difficult to apply” within Honduran institutions. 

The low adaptation of OM to the Honduran context becomes evident in simple yet key aspects such as: 

a)  The terms the methodology uses do not correspond to language used by the

institutions when referring to PM&E. As such, it is easy to understand how the terms

become difficult to comprehend, apply and convey. 

b) The literal translation of the English manual often does not explain the terms clearly, 
especially in the book’s initial chapters on OM. 

c)  The methodology is presented in a segmented fashion (many steps, phases, etc.).

This is perceived in the Honduran institutional context as “very complex.”

d)  The number of matrices and writing requirements presented by the
methodology make it seem complex for certain institutions where oral culture 
prevails over written.


Insufficient adaptation of the OM methodology to the Honduran institutional context contributed to the perception of the methodology as being “difficult to apply” within the institutions. Despite this, workshop participants can identify OM advantages due to the effort undertaken by facilitators to link OM terms with PM&E terminology used in the country. 
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2.-
Internal and external institutional factors

Factors that facilitate and hinder OM application to boundary partners:

Internal
External

-
Necessity felt by institutions to have a 
-Promotion and support by the 

methodology that meets their need for
IDRC-Honduras initiative.

learning and real changes in their

Facilitating
beneficiaries (CENET).

Factors
-
Support of institutional authorities
(CENET).

-
Participant’s personal interest in workshop

combined with necessary authority to

apply it to specific projects (CIDICCO).

-
Necessity felt by institutions to have a 

methodology that meets their need for

learning and real changes in their

beneficiaries (CENET).

-
Support of institutional authorities

(CENET).

-
Participant’s  personal interest in workshop

combined with  necessary authority to apply it to specific projects (CIDICCO).
Limiting
-
Lack of support from institutional 
Factors
authorities for its implementation.

-
Lack of resources: Time, money and human 

resources.

-
Weak capacities among participants.

-
Institutional instability.

-
Lack of interest among participants.



-
Insistence of donor 

organizations to use the Logical Framework Approach.

-
Training is focused on
intentional design, therefore the degree of application is limited to this stage of the methodology.

-
Support from IDRC is reactive

  and not proactive. 

From the above, in an environment favourable to OM application at the institutional level we can observe: 

i) 
Institutional “openness” toward and interest in the paradigm proposed by OM. This 

in turn depends on diverse factors such as: size of the institution, existence of a defined PM&E system, how long it has been in place, the people heading the institution and their way of thinking. 

ii) 
The existence of institutional support expressed through availability of resources 

(human, time, technological and financial) for implementation. 

iii) 
The openness of the donor organization to accept and promote incorporation 

of these methodologies in projects. 
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In regard to limiting factors identified by the institutions, the imminent perception of OM as a “complex,” “resource-hungry” and “difficult-to-apply” methodology, as described previously, becomes a strong limiting factor. This is because it is seen in institutions as being “of little benefit” due to requiring financial and human resources, time and policy decision; this, in an environment characterized by little interest and limited availability of resources earmarked for Monitoring and Evaluation processes. 

Other limiting factors for the methodology’s application in at least four institutions were the imposition by cooperants of the use of LFA, and in two of them (World Vision and COHDEFOR) the existence of a predetermined monitoring system at the institution. 

In regard to this methodological imposition by donor agencies, it was noted that the alternative employed by these institutions consisted of combining several stages of OM with LFA. Examples of these institutions were: FUCAGUA, CIDICCO, ADEPES and 
ICADE, whose representatives stated having utilized qualitative, descriptive indicators in their logical framework matrix. In the case of COHDEFOR, OM monitoring journals were incorporated into the monitoring system employed by state agencies. As a result of this adaptation, there is greater fluidity of information in their reports and greater clarity with respect to changes achieved. 

Finally, another element that had a strong influence on the methodology’s application by partners is the training strategy designed by the OM Learning Systems Initiative. 

In the Honduran context, characterized by a weak institutional culture with respect to PM&E processes, the strategy used to promote the methodology was not very effective in selecting appropriate participants and obtaining support for OM application at different institutional levels and with different strategic partners. This, combined with the perception of the methodology’s complexity, as explained earlier, brings this methodology to an institutional and individual block. 

In another regard, the methodology as it was presented to the participants during the workshops only managed to inform participants about certain concepts and tools. This is largely due to the lack of contextualization of the methodology to the needs and the terminology employed by the Honduran partners. This, despite the fact that concepts were explained extensively in the workshops and emphasis was placed on linking OM terms to those used in Honduran institutions. This unnecessary conceptual duality added to the participants’ perception of the methodology’s difficulty, which in the end gave rise to a mechanical and limited application of the methodology. 

Another way in which this “lack of contextualization” becomes evident is in the capacity development design itself, in not leaving spaces to assimilate the concepts and put them into practice in a post-training-event environment. This is especially key when dealing with a completely new methodology for participants – a methodology which, as already explained, encompasses three processes (PM&E). Although the practical-theoretical 
49
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method, which uses information on participating institutions and is employed by the Learning Systems Initiative in workshops to develop the methodology, is considered more suitable, one cannot assume that the methodology will be assimilated in a single training event. On the other hand, the time destined primarily for the strategic planning phase limited use of the methodology at this stage, without much progress being made toward M&E elements. This reinforces what Natalia Ortiz reports in the document entitled: “Outcome Mapping: Guatemala Workshop Evaluation Report”, April 2003. 

From the reasons previously presented, we understand that most of the Honduran partners trained who became interested in the methodology following the workshops, understand and value OM as a methodology that allows them “to meet their learning needs” and “be more effective in solving the problems of their beneficiaries” and not just fulfil M&E commitments acquired with third parties.  They also accept the complexity of the methodology, combined with factors such as the lack of adaptation of the methodologies to the Honduran context, the weak institutional culture in regard to PM&E processes, the weaknesses of the training strategy employed by the Learning Systems Initiative and the weak impact of the capacity development in terms of training; these were limiting factors to applying the methodology at the institutional and individual levels. 

Despite the above, results obtained as of June 2006 with respect to application of the methodology or some of its phases in at least ten institutions and four projects, are a product of the effort and support from the Learning Systems Initiative and are an important beginning in the incorporation of the methodology by Honduran partners. 

5.4.2 Lessons learned from the Tracer Study 

5.4.2.1 
Capacity-Building Component 

Strengthening of local capacities is a critical element in facilitating the success of any initiative in countries with a situation similar to that of Honduras (where institutional and individual capacities to conduct research and other learning processes are limited). This is a reality that must serve as a starting point and foundation for programming and planning any development initiative that aims to achieve the ownership and sustainability of its processes. 

An initial diagnostic of institutions where capacity building is intended is recommended in order to understand the strengths, needs, opportunities and weaknesses, and incorporate this information into the creation of the project’s training strategy, as well as selection of the topics and/or methodologies at the centre of the capacity development. 

The training strategy of the methodology should take into account elements such as: i) Characteristics of the methodology; ii) the initial diagnostic of the institutions; iii) resources 
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available; iv) the institutional assimilation period and process5 required by the introduction of a new methodology; ensuring that the activities to be developed match the organization’s needs and culture, oriented toward highlighting the primary elements of the methodology. 

The capacity-building strategy can comprise a series of training activities, as well as workshops. During the creation of the strategy, there must be a planning period that includes a time of definition (what is meant by capacity building?), the most ideal way to do this and what the expected achievements are from the activities to be carried out. This was made clear during the analysis workshop as different opinions arose regarding what the anticipated achievements were to be from the capacity building exercises.

When selecting the methodology and designing the training, one must take into account that PM&E processes are not considered central within many institutions, and thus one cannot assume that there will be great investment of resources in these processes. As such, it is important to ensure that the people involved in capacity building work directly on the topics within their institutions. 

Some elements of the Learning Systems Initiative’s strategy of building capacity through workshops were very appropriate as a guide for the strategy’s development, for example: 

  The selection of participants for capacity building and presentation of a vision of the

initiative from the beginning, which constitutes a key element to facilitate ownership of the vision. 

  The availability of technical and financial support is important to foster application 

of the methodologies, due to institutions’ scarce availability of resources for application of

new methodologies. 

  Support the designation of spaces for exchange of expertise and experiences acquired regarding the application and adaptation of tools; for example, exchange 
workshops, discussion groups and communities of practice. 

   Another complementary element of this strategy that proved to be very successful was the
incorporation of the methodology as a component in projects. This, provided that
spaces are opened for training the executive partners of projects in order to facilitate project implementation. 

The training strategy in a methodology must be socialized and agreed upon with an extended team that will be in charge of the accompaniment process, to facilitate the formulation of a joint vision and facilitate it being conveyed to the partners clearly and from the beginning.

51
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This refers to the stages an institution undergoes with respect to ownership and application of a methodology. 
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The promotion stage of a methodology must be constant and must include the strategic partners of our direct participants. Within Honduran institutions it was possible to identify the promotional need at two levels: Authorities and technicians. Furthermore, one must promote the advantages of using the methodology in institutions that influence our partners, such as the donor agencies, with the aim of bringing about application of the methodology. 

In promotion with the cooperating agencies, one must take into account the work conducted directly by the promotional organization, in a cooperant-cooperant relationship. Nevertheless, one must also use and/or strengthen the partner’s potential for negotiation. During this study it was observed that the institutions have a certain ability to negotiate with cooperating agencies. This ability depends on its path, size and the work relationship with its cooperants; all of these characteristics can work together to foster acceptance of the methodology in a specific project. 

The collective construction of the partner’s vision with respect to use of the methodologies is important during the first stages of the training process to effect prompt modifications to the initial strategy.
Capacity building in any methodology is a training process that requires as a minimum having the following characteristics: 

   Progressive training with alternating elements of theory and practice, in accordance with the 

natural stages presented by each methodology. 

   Capacity building must be focused on training promoters in the methodology. 

  The availability of didactic materials via compact discs, printed methodological 

guidelines, on-line access, among others. 

Follow-up and accompaniment for a methodology in the Honduran institutional context must be the activity that requires the most attention, due to the serious weaknesses presented by the partners. This accompaniment must result from a widely known strategy that is adequate to respond to partners’ needs in a proactive and personalized way. This type of follow-up will only be sufficiently possible if time and financial and human resources are earmarked for it. 

Promotion, facilitation and follow-up via consultants is possible in projects where there is not much staff; however, it is now clear that the following characteristics must arise in the consulting process to have continuity in the promotion, facilitation and follow-up work: 

   consultants must have a clear idea of the vision and strategy being used in the project; this

will allow them to work based on this vision throughout the consulting process. 

   Flexibility of the contractor to allow consultants to adapt their activities depending on the
partners’ needs. 

  Consultants must be trained in the methodology and have the necessary 

accompaniment to be able to carry out their work.
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The need institutions might feel to have alternatives presented by a methodology constitutes the most optimal condition for facilitating incorporation of the methodology at the institutional level. This is because it facilitates an institutional support that can resolve obstacles regarding financial and human resources and time. 

There are limiting factors external to the boundary partners over which one hasn’t the least control. To the extent to which our partners may be strengthened through appropriate activities in promotion, training and accompaniment, these risks inherent to any process can be effectively identified, prevented or dealt with by the partners themselves. 

The creation of the Community of Practice (CoP) as a space for exchange of information on application experiences and their results, and as a space for learning, seems appropriate. Based on the results of the study, best practices in the creation and operation of CoPs are: 

  Formed by multidisciplinary groups, specializing in various topics and representing diverse sectors, both public and private. 

  Contact with similar groups at the international level, since this broadens exchange of acquired expertise on specific topics and maintains mutual quality control on use of the methodology. 

  Certification as a method to encourage participants. 

  Financial sustainability must be contemplated from the beginning of the training of the community of practice. Funds must be allocated for logistical and mobilization aspects for the beginning, and later a regulation must be created to provide for an entry of funding for these purposes. 

5.4.2.2.  Recommendations of the Tracer Study Promotion of Outcome Mapping 

1. 
Drafting of an initial institutional diagnostic for partner selection: The results of this diagnostic

will facilitate identification of the partners (since OM is not a methodology applicable to all institutions), and identification of key stakeholders within each institution to promote the application process. This diagnostic will be the primary input for the training program developed. 

2. 
Promotion of a time- and resource-intensive methodology such as OM must be conducted on two
levels: with institutional authorities by way of information to capture their interest and request their commitment to promote it; and at a technical level, to generate motivation through the usefulness of the information generated. The methodology must also be promoted among cooperants of the partner institutions to show the value of the methodology and obtain support from this group. 

Some of the best practices gleaned from the learning component are: 
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-
Organization of executive-level informative events directed to institutional authorities, 

donors and other strategic partners. 

-
To the extent possible during the initial capacity-building process, letters of 

commitment have been developed with the institutional authorities. 

-
Periodic communication between IDRC project members and institutional 

authorities/donors to report on progress and requirements.
3. 
During the initial capacity-building activities, it is important to encourage a process of collective construction of a vision of the OM users group. Inclusion of this element at the outset of the project encourages sustainability and cohesion of what will be a CoP. 

4. 
Progressive Capacity Building. Capacity-building activities must have, as minimum, the following characteristics: 

-
Progressive training process with alternating elements of theory and practice. Due
to the nature of the methodology it is recommended that it be divided according to its stages into at least two workshops on capacity building and two for follow-up. 

Methodology of Outcome Mapping
Below are a series of recommendations on OM and its promotion: 

 Revise and adapt OM terms to the terminology normally used in the M&E processes in Latin America. 

 Use participants’ institutional situations as a basis for the exercises; this strengthened capacity building as it allowed for better understanding of certain concepts and use of tools. 

 Explore the possibility of complementing OM methodology with other PM&E methodologies more accepted by cooperating organizations. Honduran partners believe OM has the potential to complete the LFA methodology. Nevertheless, it is thought that doing this risks diminishing the value of OM. 

 Develop the M&E elements thoroughly; as currently presented, they are weak in their theoretical framework and this complicates their precision both in workshops and in the practical application that is furthered in the final two stages of OM (M&E). 

6.
From projects to processes: Training the Outcome Mapping Community of Practice in Honduras 

Learning about successful elements of the training strategy utilized, mentioned in the tracer study, has been incorporated into the paper entitled “Promoting Outcome Mapping Sustainability in Honduras.” The IDRC Evaluation Unit or other agencies could make use of this learning to strengthen efforts to introduce OM (and other similar methodologies) in Honduras. 

After nearly four years of promoting this methodology, Outcome Mapping users in Honduras are organizing themselves into a Community of Practice (CoP). This CoP comprises 20 people from seven institutions and is coordinated by the National Association 
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for the Promotion of Ecological Agriculture (ANAFAE). In addition, in the context of this project and with the support of FIPAH and CURLA, capacity building has been provided to ten mayors and five technicians from the Commonwealth of Garifuna Municipalities of Honduras (MAMUGAH) and the Commonwealth of Central Atlántide Municipalities (MAMUCA) in the use of OM for planning community projects, particularly with funding from the Poverty Reduction Strategy. This way, it was possible not only to increase the number of OM participants, but also enhance policy impact at the municipal level.

The purpose of the CoP is to provide a space for exchange of OM experiences and to promote, adapt and develop the methodology in Honduras. The Honduran OM CoP maintains a close relationship with the IDRC Evaluation Unit and the Latin American Centre for Outcome Mapping, for purposes of support and international exchange. 

The project consists of workshops on collective capacity-building, construction and planning (“intentional design”), in Outcome Mapping terms for the Community of Practice, alternating with processes of accompaniment, furtherance and systematization of experiences in applying this methodology in several of this initiative’s partner institutions. 


Adaptations made by members of the Community of Practice 

Description of adaptations made to OM and

Complementary tools/methods used


Brief introduction to the methodology (focus on change in behaviour).

Brief contextualization of the experience.


Begin with step 3 (partners).

Use of SAS tools.

For journals (Socratic Wheel and Process Manager).

To design a training process: Progress markers comparable to competence development.
Recommendation of tools from logical framework approach.

Consider co-facilitating as a training and empowerment mechanism.

Use OM as introductory exercise prior to using other planning methodologies.

Importance of intersections in strategy maps.
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Usefulness


Open minds (flexibility).

Change of paradigm regarding development (anthropocentric).

Common idea among participants as regards problems and approach.

Greater clarity.

More structured and detailed.

Use in training topics and competence development.

Complements planning (resources and roles).

Ownership.

Encourages holistic thinking.

Complements and avoids repetition. 
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Primary difficulties encountered by members of the Community of Practice 

Difficulties and doubts

Difficulty in applying the methodology if there are strong disagreements or conflicts within the organization.

Conveying the concept of boundary partners, particularly in networks or projects with several institutions involved.

Difficulty in changing perception of mission and vision (following strategic planning and logical framework approaches).

Weakness of journals.

Very qualitative focus (where is the quantitative aspect?)
6.1
Limitations of the application




How they have been resolved

Workshop was interrupted…followed by agreement-reaching or conflict management actions.

Use of graphics and concrete examples. 
Clearly distinguish with whom they wish to work and achieve behavioural change.

Explain what is wanted with their mission and vision (descriptive).
Reconstruct as per experiences.
Incorporate elements from another methodology (Social Analysis Systems)
Complement with tools from other approaches (budgets, timelines, plans). 

The limitations of the application refer to everything that influences and limits during the methodology’s application process, such as institutional and individual aspects, the environment, and factors related to time, resources and capacities.
One of the overriding limitations is the lack of openness of organizations and people to new PM&E methodological approaches, especially when their fundamental paradigm differs considerably from broadly established approaches such as the Logical Framework Approach or Results-Based Management. 

One can observe that people and thus organizations and institutions have difficulty accepting change and taking on challenges. Predominant behaviour is to continue doing what is familiar and not confront challenges and innovations, especially when some of these have deeper, more far-reaching impacts, such as changes in broadly established paradigms. In OM, behavioural changes are not only sought in “others,” but also in “ourselves.” OM promotes a culture of reflection, learning and continuous change, and does so at the level of individuals, organizations, institutions, programs and projects seeking to influence others (through “organizational practices”). 

Another contributing factor to limiting OM application is the lack of knowledge about the methodology at different levels and little interest in learning about it. There are still few cooperants, organizations, staff members of organizations and grass roots groups well familiarized with the methodology, and this influences the lack of support. Generally, it can be said that there is still little interest in the application of OM methodology.
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In Honduras there are regrettably many limitations in the writing of ideas and concepts, especially at the level of civil society organizations. Rather, we are dealing with a primarily oral, not written, culture. Nevertheless, the methodology is appropriate for use at the community level. It allows for symbolization of the vision, mission and also boundary partners in graphic form, using simple language. Other OM elements, however, such as progress markers, require strengths to draft ideas clearly and in writing. 

The process of establishing a PM&E system using OM is relatively long and often quite resource-intensive, especially with respect to time. In particular, for people from the communities and their grass-roots organizations, this implies a great deal of effort. Nonetheless, it has been shown to be worth the effort to invest more time at the outset of the process, to make this process more appropriate, realistic, effective and efficient, especially in the medium and long terms, given that the methodology is aimed at promoting processes of collective construction. Results show benefits, particularly long-term, that go a long way toward justifying initial efforts and contribute significantly to saving resources, in contrast with other processes characterized as being less participatory, more linear and simpler, and therefore, supposedly, less resource-intensive.
A serious limitation, particularly in the context of wanting to establish a Community of Practice, is the lack of economic resources for the promotion, capacity building, implementation and exchange of experiences.
These limitations should not only be viewed in a negative light. Rather, they suggest opportunities for promoting the methodology, establishing strategies that allow us to create capacities and behavioural changes at various levels, and the methodology could be inserted as a complement in the different processes.
6.2 
Difficulties in application of the methodology per se 

Weakness in knowledge about application of the methodology generates a lack of interest in most partners, accustomed to the use of traditional results-based methodologies. To achieve a change in attitude, it is necessary to become more involved with processes already underway, making changes in the people implementing the methodologies. Emphasis must be placed on studying experiences of those who have M&E processes underway, with an aim toward obtaining arguments adaptable to the conditions of institutions participating in the Community of Practice. 

M&E tools require greater fine-tuning and practice, especially progress markers, strategy maps, and use of performance and outcome journals. It is also important to have a plan allocating time and designating individuals responsible for each of the activities, so that the processes are in keeping with actions in the field. 

These participatory processes demanded by Outcome Mapping require time, experience and dedication of the facilitator to achieve understanding and application, especially when working with networks. 

It is necessary to familiarize cooperation agencies with the methodology in order for them to be able to adapt their requirements to the country’s realities and the conditions of the NGO administering the funds. OM must have accountability mechanisms that are attractive to cooperants, and applicable to their interests.
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To apply the methodology within an institution, it is necessary to know it thoroughly, understand its dynamic and the relationship with the territory and roles of its boundary partners in such a way as to avoid conflicts of interest. This work facilitates construction of the vision and mission from a partner-based perspective, assisting with organizational strengthening. 

It is important to point out that in M&E a registry of information is not very applicable. The time and quantity of information required in this process confuses its application in the OM journals.

Limitations according to the members of the Community of Practice 

Outcome Mapping has limited usefulness or it not particularly useful for: 

The vision, if written in a complex manner, can tend to get lost in the process. Cooperants are not familiar with the methodology. 

Little flexibility/knowledge to integrate other methodologies 

More elements to understand and manage behavioural changes. 

No public recognition of complementary topics yet these are not evident: gender, empowerment, and indicators. 

Journals (monitoring system).

Need capacity building and preparation of methodologies. 

Adaptation to different socio-cultural circles (facilitation).

It is a challenge to get from designing with OM to operational planning. 

Drafting of design to socialization and validation. 

Difficulties in improving organizational practices (self-awareness – self-evaluation).

Poor results in strategy maps. 

Monitoring system can become complex. 

Explain differences between systematization, monitoring, evaluation and self-evaluation. Lack of a focal point. 

Can cause conflicts. 

No continuous monitoring culture. 

Instruments for monitoring of the environment.

Taking OM from the individual to the institutional. 
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6.3. Useful aspects of the methodology 

The methodology allows for measuring the project’s development and results in an efficient, effective and quality manner, with real, verifiable data. 

It allows for feedback from activities carried out in a project upon reorientation of results. 

It monitors frequent changes in behaviour in the short, medium and long terms. This ongoing observation of behavioural and attitudinal changes, not only in partners but also in practices of the organization, program or project itself, influences the production of positive changes at these levels. OM enables use of the information from the three monitoring axes of an initiative (the axis of general influence on boundary partners through outcome challenges and progress markers, the axis of direct influence of the initiative through its strategies, and the performance of the initiative itself), to draw conclusions regarding the different elements and in general. 

OM promotes processes of collective construction of the vision by the partners and seeks their dynamic participation within an initiative, with the specific delegation of roles and responsibilities. The methodology consolidates working groups, with defined tasks. Adaptations, such as the use of the Process Manager (SAS tool), can simplify and visualize such roles and the resources involved.
OM is extremely useful in designing and managing projects in a participatory, flexible, realistic, effective and efficient manner. It is especially useful in participatory and social research-action initiatives, and has been shown to contribute a great deal toward their positive performance. 

The methodology facilitates maximum capitalization of resources. As well, it facilitates implementation in the development of a project’s activities. Given that it is a methodology built from the “ground up,” with people and the groups, organizations and institutions with whom they wish to work directly and whom they wish to influence through behavioural change, it is much closer to a realistic and appropriate management than other methodologies that overestimate their contributions, speaking of “impact” without adequately considering their own influences, let alone those of other stakeholders. 

OM commits stakeholders to actively participate. It does not support “welfareist interventionism”, that purports to know what is best for a population in order for the population to work. On the contrary, it is a methodology that seeks the active involvement of the people with whom it works directly. This results in greater performance in the development of activities, in a committed and disciplined manner. 

The methodology encourages people to be open to change. It actively pushes people to open their minds, to think in a more integrated way, to see interdependencies, connectivity and the entirety of phenomena, allowing for a reorientation of projects, with their results, to processes that go beyond the mere duration of short-term interventions. 

Likewise, OM awakens people’s creativity in drafting the intentional design of the monitoring and evaluation component. An example of this is the strategy map, which contributes to the 
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formulation and design of a much broader set of strategies than other methodologies, leading to thinking in diverse ways to achieve changes, not only in an initiative’s boundary partners, but also in their environment. 

The wealth of results from OM application depends a great deal on facilitation abilities and also conflict management used in the collective construction process. The methodology’s approach welcomes an atmosphere of empathy and horizontal dialogue, learning to listen, respect and take into account the opinions of others. 

Assessment of the human being, by measuring behavioural changes, is central to the methodology. It is an anthropocentric approach that does not marginalize the needs and interests of human beings, but rather leads to integrated not technocratic thinking.
In cases where OM’s M&E system is applied, the information gathered, results from group reflections and adaptations to achieve improvements during implementation of individual initiatives, can contribute greatly to information systems necessary for accountability, progress reports to cooperants and budgetary measurement (technical and financial reports).
OM also contributes to a deeper and better understanding of the conceptualization of a project among its designers, and therefore, its boundary partners, as well as cooperants and other decision-makers influencing the initiative. 

Given its focus on participatory processes and collective construction, it is an instrument that contributes remarkably to strengthening partnerships with the people with whom an initiative works directly and in whom it anticipates achieving behavioural change (the boundary partners) and also the strategic partners (the people, groups, organizations, institutions that support the initiative to attain behavioural change in the boundary partners). 

OM is a methodology that can be complemented with other methodologies, such as the Logical Framework Approach and Results-Based Management. Likewise, it lends itself to being incorporated as a PM&E methodology into other methodological approaches, as has been shown with projects in Natural Resources Conflict Management and Local Economic Development in Honduras. Additionally, some tools of participatory methodologies, such as SAS, are very appropriate for complementing the richness of OM.
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Most useful aspects according to the members of the Community of Practice 

Outcome Mapping has been particularly useful for: 

More participatory processes and collective construction. Facilitates moving from projects to processes. 

Contributes to internal coherence and clarity. 
Promotes a culture of reflection and learning. 
Supports accountability processes.

Promotes long-term, holistic and integrated thinking (anthropocentric).

Assessment of the role of stakeholders in attainment of results.
More realistic and honest regarding reorientation of impacts (contribution).
Allows for flexibility with respect to processes (adaptations). 
Promotes (concrete) partnerships. 

Enables clear assignment of roles and responsibilities.

Facilitates ownership and involvement. 

The vision and mission do not form an abstract description, but rather an image.

Building from the basic to the ideal. 

Generates spaces for discussion and furthering (acceptance of participants). Identification and categorization of boundary partners facilitates the process.

Strategy map helps cover gaps in planning. 
Invites creativity. 

Spirit of the methodology helps in managing conflicts.

Facilitators arise from the process.
Time investment for drafting of the intentional design transforms into gains upon seeing its usefulness in implementing the initiative.

7.
CONCLUSIONS

What has been achieved?

The outstanding achievements of these years of promotion and application of an innovative PM&E methodology, namely Outcome Mapping, are:
· Application in diverse contexts; 
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· Practitioners and the Community of Practice;
· Improvements in planning practices;

· Adaptation of the methodology;

· Integration of tools from other methodologies;

· Promotion of reflection and learning practices, M&E culture and exchanges at the national and international level;

What have the challenges been?

The central challenges of this process are: 

· Dissemination and comprehension of a new paradigm

· Challenge presented by other dominant methodologies;

· Institutionalization (of capacity development not only at the individual but also at the institutional level)

· Perception (by some) of the methodology’s complexity;
· Fine-tuning methodological instruments (especially from M&E);

· Integration of facilitation and constructive conflict management tools;

· Integration with other methodological approaches;

· Sustainability (from projects to processes);

· Systematization of further applications; and,

· Ensuring communication and learning among the members of the Community of Practice and exchange with other experiences at the international level.

Undoubtedly… 

“You have to live the methodology” 
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THE APPLICATION OF OUTCOME MAPPING IN NETWORK SPACES: THE EXPERIENCE OF ANAFAE IN HONDURAS
Mateo Canas, Jacqueline Chenier, Werner Melara, Francisco Paredes 

1. 
WHO ARE WE AND HOW DID WE GET INTO OUTCOME MAPPING?
Since 1995 in Honduras, a network of organizations known as the National Association for Promotion of Ecological Agriculture (ANAFAE) has been promoting ecological agriculture. This network comprises non-governmental organizations (68%), grass-roots organizations (30%) and educational institutions (2%), all committed to applying this approach in the various regions in which these organizations operate throughout the country.

ANAFAE is formed by a Directory Board, a General Assembly, four regional agencies and a coordination office. Since its sphere of work is national in nature, the organization and operation of regional agencies represent the fundamental axis for implementation and participation of member organizations in the network’s actions. 

ANAFAE’s 30 member organizations participate in the geographical spaces where they carry out their activities: In the northern regional agency in the departments of Colón and Atlántida, there are six members1; in the southern regional chapter, Choluteca and Valle departments, nine members participate2; the regional agency covering the central-western departments of Comayagua, La Paz and Intibucá lists eleven participating members3; while five member organizations participate in the western regional agency4; furthermore, several institutions have not joined regional agencies as their zone of influence is quite remote5. 

In 2002, when ANAFAE celebrated seven years of working as a network, an external assessment was conducted at a time of crisis at the association, producing valuable lessons for the work and leading to a decision being made to initiate a six-year strategic planning process that would enable overcoming the situation by integrating the interests and needs of all member organizations. 

In a six-month period, visits were conducted to the territorial spaces where the Association had the greatest presence. Discussion groups were held to understand the country-specific context, analyzing the particular situation of the member organizations. As well, two workshops on strategic planning were held under the logical framework approach and a new phase was initiated for the association, taking into account the contributions of the majority of members. 

1
FUPNAPIB; Popol Nah Tun Foundation; Mennonite Social Action Commission; CURLA; FIPAH; and FUCAGUA.

2
COSECHA; Simiente Foundation; World Neighbours; CDH; ADEPES; ACESH; GUIA Group; Save the Children; and World Vision.

3
ASOCIAL, Yorito and Vallecillo; ASOCIADRO; FIPAH; PRR; CRAPIL-ACAN; APAS; CEASO; Save the Children; CIDICCO; 

San Pedro Institute; and World Vision.

4
CASM; COPRAOL; DIA; World Vision; and Project Heifer, Honduras.

5
MOPAWI in La Mosquitia; and CONAGRO, Olancho.
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Among new ideas reached by the network, a vision was established, namely: “inspired by solidarity, justice and equality, ANAFAE contributes significantly to the development of ecological agriculture to guarantee food safety and reasonable handling of natural resources, promoting human-focused sustainable development processes”. 

On the other hand, the mission suggests that “ANAFAE is a network of development organizations that promotes ecological agriculture through facilitation of learning processes, resource management and administration, institutional strengthening and the institutionalization of the gender approach for policy impact.” 

In designing its new strategic plan, ANAFAE defined the parameters that would allow it to measure the scope of its vision and fulfilment of the mission. Recognizing that the work of the network would be focused on deep transformations in human beings was the first challenge encountered in applying a monitoring and evaluation system. The plan used in the past had been the logical framework approach, using measurable and objectively verifiable indicators that generally did not allow for assessing behavioural changes in individuals or population groups. As well, the emphasis of the network’s efforts that imply behavioural change in its partners in order to achieve a common goal, required innovative mechanisms that focused their approach on institutional behaviour. 

Another challenge encountered was taking on the operational decentralization, putting regional agencies to work and generating participation and commitment from the member organizations in their sphere of work. This was, possibly, the greatest challenge in the association’s entire reengineering process. Considerable distance still existed between members, as well as lack of familiarity with their work and a lack of coordination in their working regions. There were also many expectations for transformation of ANAFAE’s work and awareness of the need to invest efforts in all directions to achieve change. 

At that time, ANAFAE became exposed to the Outcome Mapping methodology through the collaborative relationship initiated with the International Development Research Centre (IDRC), with whom project management began. 

Some initial assessments about the structure of the intentional design were: 

· It can help us be more precise in expressing our vision, since the vision set forth in the logical framework is far too general and does not allow us to know if we have achieved or will achieve it at any time. 

· It allows us to concretely specify what the network’s responsibilities are. 
· The outcome challenges are concrete and it is easier to achieve them when they refer to a specific stakeholder or partner. 
· Identifying strategic partners helps us to form partnerships and obtain better results in our work.
· Progress markers are simple and concrete, allowing us to assess the changes we as a network want to achieve in our members, and the changes they want to achieve in farmers.
· ANAFAE’s cooperants may not agree with this planning system, so it may be necessary to simultaneously maintain the previous system.
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2.  THE FIRST STEPS IN OUTCOME MAPPING 

ANAFAE began to present the Outcome Mapping methodology and initiated a process of reflection with its members regarding the possibility of implementing it, through a two-day workshop in which representatives from all regional agencies participated. In this workshop, the primary methodological structures were introduced. Its commitment was reaching the regions in order to design the monitoring and evaluation system, based on general guidelines already established in the 2004-2008 Strategic Plan. 

However, planning training sessions in all the regions was not possible. The South Region was the first to start the planning. Some attempts were made to implement the monitoring. From the experience acquired in the South, it was possible to make some progress in ANAFAE’s various projects and make progress with the regional agencies. 

The first project ANAFAE proposed using Outcome Mapping was natural resource conflict resolution. The design was formulated from behind the desk and then revised and endorsed by the group of people comprising the project committee. A few months after the project was first implemented, a preliminary exercise was held with the facilitators from the two regions of the project, based on their ideas and interests. There was a substantial difference between the initial intentional design and the one implemented by the members of the regions. Some of the differences can be observed in Table 1. 

It is evident that there are differences in the approaches. The vision conceived behind the desk does not include the emergence of a facilitators’ network, which could generate sustainability in the actions promoted. The new regional approaches envisage providing the initiative with a new Latin American dimension, allowing this network to involve many more organizations in other countries. Furthermore, there is a proposal to prevent conflicts, creating a monitoring system for that purpose. 

With respect to the mission, the regions contribute some suggestions based on the boundary partners’ real concerns and interests. On the one hand, it is recommended to transcend what the research-participatory action establishes, and to build strategies for the sustainable use of natural resources, which allows for clarifying and differentiating ends from means. In addition, there is a perception of the need to support resource management, in order to ensure that this involvement would not be a one-year process, but an ongoing one. Finally, there is a recommendation to take into account not only the environmental aspects, but the socio-cultural ones as well. 

In terms of boundary partners, one of the primary achievements of the regional contributions was precision in identifying not only the category of stakeholders, but also their names. This makes it possible to choose the most effective strategy. 

Some of the lessons learned from this experience were:

  Outcome Mapping enables better understanding of all project dimensions, including each actor’s view, and taking into account all necessary factors to achieve behavioural changes; 
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· Team work in intentional design, monitoring and evaluation allow for understanding and articulation of the actions both within and outside the project;

· Formulation of the intentional design with the purpose of developing a sense of belonging and valuing the project’s progress and the collective understanding create synergy in the process and produce decisive implementation;
· Using Outcome Mapping in alternative conflict management brings about additional benefits, as it offers elements for the collective-building of a participatory vision from each actor’s perspective, producing behavioural changes essential to conflict processing;
· Participation processes enrich the program vision, permitting the addition of elements that were not foreseen in the formulation stage. This does not mean eliminating the initial office-based design, but rather ensuring that once the project begins and the boundary partners are identified, they will re-formulate the approaches.



Example of planning workshops

using Outcome Mapping.

Technicians and farmers from the South region building the intentional design in a workshop in Choluteca. 

Table No. 1. Comparison of the intentional design formulated at the beginning of the project with those produced by facilitators from the two zones of influence of the Natural Resource Conflict Management Project (MAC) in Honduras.
Original design
VISION

In Honduras’ North and East regions (Olancho Department), key organizations and institutions involved in Natural Resources Management start processes of Natural Resources Conflict Management in particular cases, using the research-action strategy.  The cases studied are relevant due to their contribution to the Sustainable Management of Natural Resources, with management being in accordance with processes generated.  Local, municipal, regional and national authorities all collaborate together, facilitating the necessary participation in conflict management, particularly in the cases studied. The resulting experiences and information are systematized and socialized among a variety of actors within each region and among the regions, allowing the experiences from concrete cases to be included as part of the performance and behaviour of the actors involved in the conflicts.



North Coast facilitators’ design
VISION

In Latin America communities, institutions and organizations involved in the sustainable management of natural resources construct a process using the research-participatory action strategy, through a network of facilitators who contribute to create spaces in MAC cases, involving local, municipal, regional and national authorities, achieving changes in socio-environmental policies, where experiences and information are both systematized and socialized in the different regions, contributing in this way to the creation of MAC-ownership fund. There is a system of monitoring, prevention, and alternative management of environmental conflicts that includes civic participation.

Olancho facilitators’ design
VISION

A strengthened and better skilled MAC facilitators’ network contributes to improve living conditions and integrated human development, by generating behavioural change.  At the same time, the network contributes to improving the research-action of cases raised by the actors, promoting solidarity and equity among interested organizations, with the purpose of ensuring sustainable natural resources management, where experiences and the information generated are systematized and socialized among the stakeholders. 
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Original design

MISSION


The program will facilitate the acquisition of knowledge, abilities, and financial support to generate processes of natural resources conflict management. It will systematize the results, testing the validity of the MAC methodology in practice through the assessment of particular cases, selected by the actors involved in each region. The program will develop the capacities of institutional facilitators in the conduction of research-action processes applying the MAC principles and methodology. It will foster communication, exchange and coordination mechanisms that enable dealing with specific (conflict) cases of regional importance in the sustainable management of natural resources.

Continuation of the mission

Working through key partners in each region, the program will stimulate the production of knowledge on the topics related to the typology of conflicts found in each region. It will administer resources coming both from key institutions and from alternative sources of cooperation to ensure the continuity of the initiated processes and their extension to new areas in the country, where support is requested.
BOUNDARY PARTNERS

Public organizations

Municipal governments

Non-governmental organizations. Private businesses

Churches and religious institutions

Civil society organizations and active community forces

Families and/or individuals

Media agents   




North Coast facilitators’ design

MISSION

The program will build and test the MAC methodology according to the socio-cultural environment and it will strengthen the capacities of the multidisciplinary facilitators’ network, which will construct research-action participatory processes, applying MAC principles. Through the systematization of cases, a plan will be created to impact natural resources management policies. This plan will improve both the communication and exchange of experiences. It will administer resources, coming from both the institutions and alternative cooperation sources, to ensure the continuity of the initiated processes and their extension to new regions in Latin America. 

BOUNDARY PARTNERS

REMBLAH

FSAR

FUPNAPIB

Popol Nah tun

FUCAGUA

FECOPALA




Olancho facilitators’ design

MISSION

A research-action and conflict management methodology will be provided in the training of different actors. It will develop strategies oriented to the sustainable exploitation of natural resources. It will administer resources for training, coordination, and exchange of experiences on specific cases. The methodology will generate communication mechanisms, exchange and coordination among MAC, its institutions and the involved communities, with the purpose of ensuring continuity in the projects initiated. It will systematize the monitoring and transparency experiences with a view toward producing substantial expertise.   
BOUNDARY PARTNERS

ACOCODE

MAO

FORCUENCAS

MOPAWI

ICADE

Patuca Foundation

CEPAVEG

Local and sectorial water boards

Public Health
USAID/MIRA

IHCAFE

COFADEA
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Figure No. 1. Outcome challenges in the intentional design of the MAC project and assessment of progress markers in the first monitoring:
Outcome Challenge No. 1. The strategic partners apply the research-action strategy in the management of specific conflicts; they have trained facilitators who lead new capacity building and accompaniment processes in the region to apply research-action in management of new conflicts. They also generate communication, exchange and joint learning mechanisms with new organizations interested in MAC. Furthermore, they manage administer and take responsibility in following the process in their respective region.


It is expected that the strategic partners will: 

· Select a real case to apply the research-action in MAC and follow its development until they obtain relevant outcomes and a joint learning. 

· Designate competent people, capable of becoming facilitators in the conducted training processes.

· Involve a majority of the stakeholders in the research-action process for a given case.
First Year Project Assessment:


1. The process of formulating proposals has been extremely educational.

2. Five cases have proposals.

3. Two cases have conceptual notes.

4. Agreement of authorities was achieved in a significant number of cases.

5. There has been a delay in formulating proposals.

6. Very few cases have produced reliable information.

7. Experiences and valuable preliminary results have been shared in two forums.

8. Municipal authorities are not truly committed.

9. Both authorities and NGOs should participate and stay close to the actors; however, the main focus is the communities (civil society).

10. The official announcement depends on each particular case; effort must be made to guarantee the legitimacy of the processes.

11. Each committee should strive to ensure the legitimacy of the processes.


It would be desirable for strategic partners to accomplish the following:

· Obtain agreement from the competent authorities to support the participation of the greatest number of stakeholders in MAC.
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· Formulate coherent proposals to manage program funds in order to conduct MAC
research-action processes, implementing what was planned. 
· Generate and socialize reliable information on the MAC research results.

First Year Project Assessment:


1. The processes are different in each region: the dynamics are variable and specific.

2. Methodological S/MA. Disaggregate the progress markers to facilitate their monitoring.

3. Awareness has been raised and more stakeholders are participating in the cases.

4. There is a group of facilitators who have achieved a great deal of learning.

5. The selection of real cases made by the institutions has been excellent.

6. The appointment of personnel by the institutions has been excellent.

7. Learning from the work with leaders has to date been unstable.

8. There has been moderate involvement of stakeholders.

9. It is necessary to increase community participation.

10. Seek participation by civil society organizations and local government.

11. Formulate a more effective official announcement through local organizations (authorities become involved afterwards).

Ideally, strategic partners would achieve the following:

-
Lead a MAC facilitators’ network with a minimum number of ten facilitators available

to train and support the research-action processes in their region.

-
Generate proposals that measure impact on policies related to sustainable 

exploitation of natural resources, based on the learning arising from conflicts resolved. 

-
Ensure the presence of enough resources to continue the MAC support process in 

the region, through their self-management and the inclusion of MAC in their strategic plans. 

-
Create specialized thematic teams, according to the most frequent and relevant 

types of conflicts, identified in the region.


First Year Project Assessment:

1.
It is too soon to achieve the ideal.

2.
We have facilitators but no network.

3. The topic has garnered a great deal of importance.
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Outcome Challenge No. 2. The stakeholders involved in conflicts who were selected for their handling in the program participate in the conflict-management process, playing their respective roles according to their level and type of authority. The less powerful stakeholders have acquired types of alternative power that allow them to participate openly. They use the research-action in conducting the MAC process, documenting and sharing the results and learning produced by each case’s research-action. Decision makers develop greater willingness to implement alternative processes of conflict management and they get involved at the different levels (local, municipal, regional and national) of the process. 


It is expected that the stakeholders involved will: 

-
Familiarize themselves with the research-action methodology through their practice.

-
Internalize the MAC methodology through its implementation in the selected case.

-
Get involved for the most part in managing the selected case.

-
Value the methodology’s advantages and adapt it to the particular conditions at hand.
First Year Project Assessment:

1.
(Some) stakeholders have familiarized themselves with the methodology.

2.
The stakeholders have internalized the methodology to a certain extent.
3.
It is necessary to acquire monitoring tools to facilitate the learning process.
4.
The committee has become involved in the fieldwork.

5.
Suggestion: This committee should at some point become involved in learning 

firsthand about the regions’ dynamics.

It would be desirable for stakeholders to:

-
Continue participating throughout the entire MAC process, until they can reach the
action stage in the particular case they are handling.

-
Guarantee that their participation is representative of the group, and maintain
communication with the groups to which they belong, so that decisions made are 
qualified and socialized among all stakeholders.

-
Assume the role of co-facilitators at specific, opportune moments in the process.

First Year Project Assessment:

1.
The type of leadership arising in the cases has enormous influence on participation 

levels.

2.
Search for complementarity among leaders (combinations).

3.
Relying on only one leader in the process poses great risks.

There are no achievements in terms of the ideal. 
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This was ANAFAE’s first Outcome Mapping experience. We have not used the journals suggested by the methodology. Rather, with intentional design always in hand, a discussion is held with boundary and strategic partners regarding the progress markers. Assessments collected are the partners’ perceptions.

This is practical and simple, without requiring much prior preparation. Nevertheless, the team leaders must facilitate much of the information and the remaining participants have very little opportunity to express opinions, with the dynamic becoming minimally participatory. In that sense the journals have a certain advantage because everyone can pour out their opinions on the information in the journals.

ANAFAE’s impression of the journals is that they are incredibly elaborate and not very simple to develop. The network seeks alternative mechanisms and ideas to implement them, although we have learned to adapt the methodology to our needs. Finally, we fulfilled our monitoring requirements. There is very little OM evaluation experience since many projects are in the early stages.



3. 
EXPERIENCES WITH OTHER PROJECTS 

The second project designed by ANAFAE using Outcome Mapping, was the second phase of the Participatory Research in Agroecology. Six months prior to concluding the Participatory Project Initiative, ANAFAE organized three workshops with the participation of producers, technicians and directors of the member organizations. Each workshop had a particular tone. All were based on the review of the primary achievements and difficulties encountered during 

three years of implementation. In the northern region, certain Social Analysis Systems (SAS) tools were used, such as the wheel. This tool enabled the gathering of assessments from the various stakeholders in relation to the aspects listed in Figure 2, using a scale of 0 to 5.
In the workshops, co-facilitation of

the methodology is used to assist

participants in developing skills to

apply the methodology themselves. 

Evaluation was conducted with two groups of participants: producers and technicians from member organizations. The results are shown in Figure No. 1. As can be observed, the graphics are nearly equal as there are six points of agreement and six that differ. Those in agreement refer to the assessment of the methodology’s pertinence, the usefulness of technologies, possibilities for their dissemination, the possibility of working on new crops, ownership by support organizations and progress in the research.

Disagreements arose regarding assessment of progress in the promotional work, accompaniment by the member organizations, accompaniment of ANAFAE, results obtained, production yield, and understanding of the Farmer Field Schools (ECAs - Escuelas de Campos) by the participants. Following the evaluation, a debate was opened on these 
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differences. The producers specified production data for technicians to explain why they had assigned high marks on the topic of results obtained. In the end, the decision was made for technicians to conduct more visits in order to be able to corroborate the information provided to them.

It was curious to discover the positive assessments of farmers regarding results and yield (5/5), while technicians believe that not much was achieved in these aspects (2/5 and 3/5). The technicians gave a better assessment to their accompaniment than the farmers did, and gave fewer points to ANAFAE’s accompaniment than the farmers. 

This evaluation process carried out prior to designing the following phase of the project, using SAS tools combined with outcome mapping, allowed for important decisions to be made: 

· Spaces for planning, monitoring and evaluation must be kept as mixed spaces, with the presence of both technicians and farmers. With appropriate facilitation, differences in opinion became opportunities to improve communication and project execution. 

· It is vital to generate a separate space at an early juncture, and later reflect jointly to publicly recognize the points of view of the various groups.

· If we only take into account the criteria of the technicians, we run the risk of eliminating a strategy considered valuable for the producers.

As the strategy of separating the groups was very productive, groups were kept separate during the intentional design, with significant spaces at the end of each phase. Constructing the vision was one of the richest exercises. Drawings were used to facilitate the presentation of all the elements included in the final situation desired by producers, technicians and ANAFAE staff.


During the plenary, with representatives from the three groups:

Farmers, technicians and ANAFAE staff described in words what they meant by the drawings. This allowed for gleaning the elements of the vision from their view. Table No. 2 presents the vision and mission presented by the three groups of stakeholders.




Making drawings, 

producers build the dream 
or vision of what they want 
to achieve in their projects.
Figure No. 2. Histograms evaluating twelve assessment criteria regarding the Participatory Research Initiative prior to planning with Outcome Mapping. 

1.  Progress in promoting ECAs with farmers.

2.  Accompaniment of member organizations to the ECAs.

3. Accompaniment by ANAFAE. 

4.  Pertinence of the methodology.

5.  Results obtained. 

6.  Usefulness of the technologies. 

7.  Production yield. 

8.  Understanding of ECAs. 

9.  Possibilities for their dissemination in the community. 

10. Possibilities of working with new crops. 

11.  Ownership by support organizations. 

Producers
Technicians
12.  Progress in the research.
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Table No. 2. Comparison of the vision and mission of three stakeholder groups in the construction of the intentional design of a participatory research initiative.

Producers’ View

VISION

As of the year 2009, producers working in participatory research produce their own food and exchange their products in the community and its environs since they have diversified their crops and conserved their plots of land with agriforestry systems, fruit trees and annual crops. They have also improved their pastures and livestock management (large and small livestock), which enables them to have meat, eggs and milk for family consumption.

Producers are motivated and proud of their work, improving self-esteem and meeting their needs. Families are aware of damage agrochemicals cause to health and the environment. Community water sources are protected and there is agreement not to burn, with support from the municipality. The organization of ECA groups is strengthened and has increased the number of producers in the communities. Producers conserve basic grains in improved granaries.

MISSION

Definition of the plot, integrated preparation of the family, management plan for farms, involvement of producers at the community level through exchange, applying technologies and methodologies from ECA projects and receiving topic-specific capacity-building as required by the producer.

Producers prepare for good crop management well enough in advance with timely technical assistance.  
Organization of producers through commitments to implement techniques that oblige decisive and interested organizations to improve the plot of land. 
Attain involvement of municipal authorities in the topic of ecological agriculture.




Technicians’ View 

VISION

Organizations support facilitators and producers to practice ecological agriculture in their plots and develop capacities to achieve their objectives.

They also serve new communities and new producers so that these can join the local research organization.

Directors have institutionalized the participatory research and have managed resources to support these processes with technical and logistical support staff.

MISSION

Become stronger through training and capacity building in agroecology management.

Promote and build capacity in local producers with dissemination of ecological agriculture in the communities.
Management of spaces and resources for implementation and testing of technologies in our own plots.

Establish spaces for inter-institutional coordination to reach consensual agreements on agroecology management.

Dissemination of results, publications.

Joint planning between producers and technicians.
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ANAFAE Staff’s View

VISION

Member organizations participating completely in promotion of ECAs, allocating resources and sharing their results. Member organizations of ANAFAE grow stronger and practice principles of agroecology.

Technicians are capable of supporting agroecology processes and have regular presence in the communities they support

.

MISSION

Administration of funds to continue implementing agroecology practices. 
Support administration of funds by member organizations in order to support work with ECAs. Define the current status of its members with respect to applying agroecological principles and implement an accompaniment plan at the level of the Assembly so that timely decisions are made regarding membership. 
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Some of the conclusions resulting from this exercise were: 

 It is the producers who have the most interest in developing the project and are clear as to the behavioural changes they wish to generate to transform their farms; 

 None of the visions or missions are contradictory, on the contrary. They complement one another and allow for assigning the appropriate roles to each stakeholder; and, 

 The producers understood the methodology quite well and, upon being in the same working environment with the technicians, this generated a sense of respect among the technicians. 

As in the North Coast, two further workshops were held in the south and central-west regions. The challenge faced upon concluding the work was: How to synthesize in a single project paper the approaches of the three regions? How to guarantee representation of the interests of all? 

To do this, two volunteers were selected from each region, who participated in a joint workshop to conclude the formulation process. The atmosphere was open and the participants’ willingness to compromise facilitated reaching agreements. 

There were a few crucial moments where there were no concessions by the parties, such as focussing on the end and not the middle, or transcending a merely research-oriented view of a production and commercialization topic. 

Stakeholders’ interest was such that they are willing to seek new sources of financing to cover this type of initiative. In the end, the participants are committed to continuing the initiatives already begun. 

The third effort to apply Outcome Mapping was in the context of the conversation on local seed varieties and diffusion of the impacts of transgenic crops. The intentional design included the following elements: 

1. VISION 

The population and informed, trained decision makers who take the risk of introducing, producing and consuming transgenic products because of the impacts these have on biodiversity, human health, the economic and social realms, conserving local seed varieties and consuming local products. 

MISSION 

Building capacity and raising awareness among the population regarding the consequences of producing and consuming transgenic products, establishing local seed banks, encouraging consumption of local products and forming strategic partnerships with like-minded organizations. 

BOUNDARY PARTNERS 

Educational sector:                    Teachers and students. 

Organized Civil Society:            Churches, local organizations, agriculture NGOs.

Civil Society:                                Consumers and producers. 

Governmental organizations:  Ministers, deputies and mayors.

Media. 
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OUTCOME CHALLENGES 

Pastors and priests are raising awareness among the congregation as to the risk presented by transgenic products. 

All local organizations have joined together to take a stance on transgenic products (Patronatos, CIALs, JAA, Society of Heads of Families). 

Non-governmental organizations working in agriculture are informed and spreading the word on the impacts of transgenic products, as well as supporting conservation of local seed varieties. 

Consumers have information to be able to question what they are consuming, acquiring local products for consumption and human nutrition. 

Producers are planting, consuming and storing local seed varieties and local products. 

Media is spreading reliable information on effects of transgenic products and their impact on the environment and human health. 

The intentional design experience brought a series of advantages to ANAFAE: 

   It helped clarify the Seeds Group’s intentions toward the project; 

  It synthesized approaches used by member organization participants into something concrete and achievable, transforming brainstormed ideas into articulated actions; 

  It directly mobilized organizations into action, while for five months prior to this planning with outcome mapping no action whatsoever had been implemented; 

  It generated consensus among the group regarding the need to address a broad group of stakeholders based on the principle of forming strategic partnerships with other stakeholders; and, 

  It strengthened communication with the donor agency which was open to accepting this planning style and form of reporting by means of progress markers. 

There is still not sufficient clarity in the implementation regarding how to conduct the monitoring and evaluation. In meetings of the Seeds Group preliminary views have been articulated. 

4.
FROM PROJECT PLANNING TO IMPLEMENTATION OF THE STRATEGIC PLAN 
Based on all of these experiences gathered together, ANAFAE established Outcome Mapping as the planning, monitoring and evaluation method of regional agencies. In the months of January and February 2007, all organizations conducted the intentional design phase. A particular characteristic of this process is that, as the association already had an idea of the vision and mission of the strategic planning process, these ideas were used as a point of departure and boundary partners, strategic partners, outcome challenges and progress markers were defined for each strategic goal of ANAFAE’s plan. Challenges encountered in this process were: 
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
How do we adapt a process-oriented methodology to the annual operational planning of 

each agency?


What mechanism do we use to combine Outcome Mapping with the already existing logical 

framework in the network’s strategic planning?

In regard to planning time periods, we could conclude that Outcome Mapping should be used in processes no less than two years in length as behavioural changes require more time, and without this time the comparative advantages of this method over others are lost. 

To combine Outcome Mapping with the existing Strategic Plan, utilizing the vision, mission, strategic goals and verifiable indicators similar to those in the logical framework, we decided to keep the vision and mission and use the strategic objectives topics to come up with the outcome challenges. This decision was very important in the context of the network as the general ideas and strategic goals allowed for unified thinking and linking the entire network with a single purpose.
Nevertheless, being specific in the definition of boundary partners and outcome challenges in each region enables the adopting of context- and behaviour-specific logics that allow for greater effectiveness. In the design process, consensus building on strategies such as gender promotion and conflict management, two of the five strategies provided for in the plan, was extremely complex.

Some discoveries for consensus building in the Outcome Mapping planning process were as follows: 

    It is necessary to develop actions prior to planning to conduct philosophic discussions 

with groups where there is great divergence of opinion on specific topics; 

    It can be beneficial to organize “clusters” or interest groups that can articulate their concerns 

regarding diverse subjects and later present them to the plenary; and, 

   To avoid frustrations in participants and obtain agreed-upon results, devotion of sufficient
time should be considered for the most complex intentional design processes, where
methodologies are combined, including that of conflict management if need be.

5.
FINAL COMMENTS

ANAFAE has been using Outcome Mapping to design projects and implement its Strategic Plan. It has also promoted the methodology among its members, supporting the use of Outcome Mapping. Although the characteristics and benefits of Outcome Mapping have been mentioned throughout this document, we will devote this space to synthesizing them: 

   Outcome Mapping has allowed ANAFAE greater precision in planning its projects, in this way facilitating its involvement and implementation; 

   Processes of joint formulation with boundary partners have enabled them to take ownership 

of the implementation of these processes, thus empowering them through the attainment of 

the outcome challenges; and, 

   Outcome Mapping, in the experiences of ANAFAE, has been adapted and combined with various other
methods in research, planning, monitoring and evaluation, such as social analysis systems, logical framework approach and conflict management, functioning very well and giving added

value to the other methodologies. 
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6.
LESSONS LEARNED FROM OUTCOME MAPPING

With four years of accumulated experiences, ANAFAE has reached the following conclusions about Outcome Mapping:


It allows for construction of concrete, down-to-earth ideas without sacrificing the view of 

medium and long term processes.


It reduces frustration upon posing a change of paradigm that highlights contributions 

in the transformation of reality, not impacts. 


It is designed to be built with the confluence of the boundary partners, as these are the

actors committing to promote changes in their own behaviour. 


The phase in which Outcome Mapping is implemented is not that important: it can be
implemented from the beginning of the project or when the project is already underway. What 

is important is guaranteeing that the primary project leaders understand how the 

methodology works and adapt the office-based design to the field with the different
stakeholders or boundary and strategic partners. 


The prospective nature of Outcome Mapping gives it its own value and energy, which
generates enthusiasm. Nevertheless, prior to using it, it can be combined with other  
methodologies to resolve problems in implementation of projects or previous actions. Beginning 

with a context-based view is a great advantage in carrying out effective planning. 


Outcome Mapping is a fairly simple methodology to implement and easy to apply, both
 at the technician as well as farmer level. 

7.
CHALLENGES TO ITS IMPLEMENTATION


It is necessary to invest sufficient time for planning, monitoring and evaluation; not only because of the design characteristics but because of the participatory nature and the need for discussion and consensus among stakeholders involved in the development processes.


Abilities are required in group facilitation in order to obtain good results in practice.


It is important to know the context in which one will be working prior to facilitating and accompanying a planning process with Outcome Mapping, in order to clearly identify the stakeholders, their roles and relationships, and the potential conflicts that can arise during the process.


As the methodology is new in Honduras, it is necessary to have knowledgeable people (practitioners) who can disseminate and facilitate it as the demand is greater 

than our current accompaniment capacity. 


To apply Outcome Mapping, as with other methodologies, it is essential that organizations and facilitators recognize the importance of planning, monitoring and evaluation; if not, it becomes merely an interesting exercise rather than a useful tool. 


It is important that its utilization be based on genuine interest and not on fulfilling the expectations of a donor.

79 


OM APPLICATION IN NETWORK SPACES (ANAFAE EXPERIENCE)

8.
BIBLIOGRAPHY

Chevalier, J. M.; D. Buckles; SAS2 Guide: Concepts and tools for Collaborative Inquiry and Social Engagement, http://www.sas2.net, 09 October 2006. 

Earl, Sarah, Carden, Fred and Smutylo, Terry; Outcome Mapping, Building Learning and 

Reflection into Development Programs. First edition. IDRC, Ottawa. 2002. 

80

Honduran workshop with the Outcome Mapping Community of Practice, facilitated by Natalia Ortiz





� EMBED Word.Picture.8  ���





The vision functions as a beacon to guide the action, but is not subjected to monitoring and evaluation, since it is acknowledged that its achievement is not exclusively attributable to the initiative. Boundary partners are stakeholders through whom the initiative hopes to contribute to advancing toward the vision, namely, the changes in development.





The intentional design conducted at the outset of the project has enabled the committee to monitor progress based on the progress markers. ANAFAE decided not to utilize journals but rather generate collective discussion processes regarding them. The results of the first discussion are presented in Figure No. 1: 
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� In this article the term “initiative” will be used to refer to projects and programs


	� Evaluation approach, developed by Michael Quinn Patton: Utilization-focused evaluation: The new century text 3rd ed. 


	  1997, by Sage Publications, Inc.
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� Earl et al., Mapping, 2002. Preface, p. xiii.�


� Changes in the environmental, human, social, political and/or economic condition.
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