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Instructions for Facilitators

· Summary sheets are summaries of materials used for training and facilitation of Outcome Mapping – they do not replace these materials

· Facilitators should review the appropriate sections of Outcome Mapping:  Building Learning and Reflection into Development Program by Sarah Earl, Fred Carden, and Terry Smutylo (IDRC, 2001) before the workshop session.  The summary sheets are for quick reference only to clarify issues, break deadlocks, etc.
· Make this process your own, and start with what your group needs – these summaries are intended to help you, but ultimately you should feel empowered to adapt sessions to your group’s needs.
Stage 1: Intentional Design
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Step 1: Vision Statement

Definitions 

The Vision reflects the broad human, social & environmental betterment in which the program is engaged and to which it is contributing.

Facilitation Questions

Imagine that in 3 –5 years the program has been extremely successful.  What changes will you have helped bring about? What are your partners doing differently? What have they achieved? In essence, what would total success look like?

Facilitation Tips 

The vision reflects the broad human, social, and environmental betterment in which the program is engaged while the mission is that “bite” of the vision statement on which the program is going to focus.

Workshop Exercise

The output of this exercise will be a vision statement of about one-half page.

Timing

2 hours, when combined with the Mission workshop exercise in Step 2. 

Further References

Facilitation Manual: Step 1, pp 33-36

Stage 1: Intentional Design
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Step 2: Mission Statement

Definitions 

The Mission Statement is that “bite” of the Vision Statement on which the program is going to focus.

The Mission Statement describes how the program intends to:

· Operationalize its role in support of the vision.

· Support the achievement of outcomes by its boundary partners

· Remain effective, efficient, relevant & sustainable.

Facilitation Questions

How can the program best support or contribute to the achievement of the vision?  What areas do you need to work in?  What do you need to do?

Facilitation Tips 

· Mission and Vision are often combined in the group’s discussion – the facilitator can separate them in the drafting.

· You can carry out an email survey in advance to create a draft vision & mission before the workshop starts.

· Make sure there is a common language and purpose among the group by the end of this part of the process.

Workshop Exercise

The output of this exercise will be approximately a half-page Mission Statement for the program.

Timing

2 hours when combined with the Vision workshop exercise in Step 1.

Further References

Facilitation Manual: Step 2, pp 37-40

Stage 1: Intentional Design
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Step 3: Boundary Partners
Definitions 

Boundary Partners are those individuals, groups & organizations with whom the program interacts directly to effect changes & with whom the program can anticipate some opportunities for influence.

Facilitation Questions

In which individuals, groups or organizations is your program trying to encourage change so that they can contribute to the vision? With whom will you work directly?

Facilitation Tips 

· The concept of boundary partners is quite specific in Outcome Mapping and it may take the group some time to catch on to the notion of planning, monitoring and evaluating around the people, organizations, and groups with whom they work directly. It is crucial to the development of the monitoring system so the facilitator may need to explain the concept quite a few times.

· It can be helpful to point out that the notion of boundary partners is nested. (i.e. boundary partners are a subset of a program`s stakeholders) The program’s boundary partners have boundary partners of their own and even if this is whom the program ultimately hopes to reach, they are trying to do that through the people, organizations, and groups with whom they work directly therefore this is where they should plan for and assess results.

· At first, the number of boundary partners identified may seem overwhelming in number.  Try to group similar boundary partners according to the type of behavioural changes sought.  Conversely, once categories of behavioural change have been identified, new boundary partners can be added to other similar ones.  Try to reach a small number of similar types of boundary partners, as defined by the kind of behavioural change you are seeking.

· Differentiate between boundary partners & strategic partner (i.e. those with whom the program works but in whom it doesn’t intend to influence changed behaviours).
Workshop Exercise 

This session will produce a list of boundary partners (people, organizations and groups) that the program is trying to influence and effect change upon.  

Timing

1 hour.

Further References

Facilitation Manual: Step 3, pp. 41-46.

Stage 1: Intentional Design
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Step 4: Outcome Challenges
Definitions 

Outcome Challenges describe:

· The changed behaviours (relationships, activities, and/or actions) of a boundary partner.

· How they would be behaving if they were contributing ideally to the vision.

Facilitation Questions

· Ideally, in order to contribute to the vision, how would the boundary partner be behaving?

· Imagine that in 3 – 5 years the program has been extremely successful. What would your boundary partner be doing to contribute maximally to the vision?

Facilitation Tips 

Outcome Challenge Statements:

· Describe behavioural changes

· Cover a single boundary partner

· Set out the ideal scenario

· Are linked to the vision

Rather than composing each outcome challenge in plenary, the participants can be divided into smaller groups to write the outcome challenge statements and then come together to review and revise them. If there are enough participants, two groups can write the same outcome challenge statement and they can then be compared in plenary. 

· Outcome challenges statements describe the ideal change(s) in the behaviour, relationships, activities and/or actions of a boundary partner.

· Outcome Challenges are about the boundary partner, not the program.

Workshop Exercise

During this session, the group should develop one Outcome Challenge Statement for each Boundary Partner using this phrasing: The program intends to see [boundary partner] who [description of behaviours in the active present tense].

Use Design Sheet 1: Program Framework to record the results of Steps 1 through 4. 

Timing

30 minutes per boundary partner.

Further References

Facilitation Manual: Step 4, pp. 47-52.
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Stage 1: Intentional Design

Step 5: Progress Markers
Definitions 

Progress Markers are:

· A graduated set of statements (usually 15 in total) describing a progression of changed behaviours in a boundary partner.

· Changes in actions, activities & relationships leading up to the ideal outcome challenge statement.

The program sets out what it would:

· Expect to see its boundary partners doing?

· Like to see its boundary partners doing?

· Love to see its boundary partners doing?

Facilitation Questions

· How can the program know the boundary partner is moving toward the outcome? What would they be doing?

· What milestones would be reached as the boundary partner moves toward the intended role in contributing to the vision?

Facilitation Tips 

Each progress marker:

· Describes a changed behaviour by the boundary partner.

· Can be monitored & observed.

As a set, Progress Markers:

· Are graduated from easier to more difficult to achieve changes in behaviour.

· Describe the change process of a single boundary partner.

· The facilitator should be prepared to ask the participants to rethink their answers in terms of behavioural change and this may take several rounds of discussion to properly formulate a progress maker.

· If a program has multiple boundary partners but the primary result to be achieved is changing their relationship with one another then it is possible to create a single outcome challenge and set of progress markers for the whole group.

Workshop Exercise

Develop, for each outcome challenge no more than:  4 “expect to see” progress markers;
· 8 “like to see” progress markers; and 3 “love to see” progress markers.

Use Design Worksheet 2: Progress Markers to record the results (one sheet per Boundary Partner)

Timing

45 minutes per Boundary Partner/ Outcome Challenge

Further References

Facilitation Manual: Step 5, pp. 53-60
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Stage 1: Intentional Design

Step 6: Strategy Map
Definitions 

A Strategy Map:

· Outlines the program’s approach in working with the boundary partner

· Indicates the relative influence the program is likely to have on a boundary partner

· Helps pinpoint strategic gaps in the approach or if the program is overextended

· Suggests the type of evaluation method appropriate to track and assess the performance of the program

· Is a six cell matrix for breaking down strategies based on whether they are causal, persuasive or supportive and whether they are aimed at the boundary partner or the environment in which the boundary partner operates.

Facilitation Questions

How will the program contribute to the achievement of the outcome challenge over the next X months/years?

Facilitation Tips 

· If the program is composed of a number of different partners employing strategies to promote the same outcome, the facilitator can use different colour printing to represent the different partners’ strategies on a single map. For example, a coordinating committee’s strategies could be listed in red, a research team’s strategies could be listed in blue, and a peasant organization’s strategies could be listed in green. 

· The strategy maps are nested in the sense that to put in place one strategy may require a number of different strategies. This is particularly true of the I3 and E3 strategies. For example, a program attempting to encourage tobacco control advocates to get involved in national health policy development might identify an E3 strategy of developing a network of policy makers, tobacco activists and health researchers program and evaluators. In order to do this, however, the program would have to offer training to the participants (I2) facilitate an electronic listserv (E2), provide a location for that group to meet (E1), etc.

Workshop Exercise

This session will yield one Strategy Map for each Outcome Challenge and set of Progress Markers (for each Boundary Partner).  Use Design Worksheet 3: Strategy Map to record the results for each.  

Timing

1 hour per Outcome Challenge.

Further References

Facilitation Manual: Step 6, pp. 61-68

Stage 1: Intentional Design
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Step 7: Organizational Practices
Definitions 

Organizational Practices are the things that you do as an organization to:

· Foster creativity & innovation.

· Seek the best ways to assist your partners.

· Maintain your niche.

This supports the notion that a program must change along with its boundary partners.

Organizational Practices include:

1. Prospecting for new ideas, opportunities and resources;

2. Seeking feedback from key informants;

3. Obtaining support of your next highest power;

4. Assessing and (re)designing products, services, systems and procedures;

5. Checking up on those already served to add value;

6. Organizational reflection and sharing your best wisdom with the world;

7. Experimenting to remain innovative;

8. Engaging in organizational reflection. 

Facilitation Questions

· What do you have to be doing in order to remain effective?  

· How will the program/ team operate in order to sustain itself and fulfill its mission?

Facilitation Tips 

· Have the group think of the program as an organization in its own right.

· The program identifies organizational practices for itself, but not for its Boundary Partners.

Workshop Exercise

During this session, the group will develop a list of organizational practices the program should be doing in order to support the change process in its Boundary Partners.  Use Design Sheet 4: Organizational Practices to record the results.  

Timing

Approximately 3 hours.

Further References

Facilitation Manual: Step 7, pp. 69-74.

Stage 2: Outcome and Performance Monitoring
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Step 8: Monitoring Priorities
Definitions 

Monitoring Priorities identify whether the program wants to monitor:

· Changes in the Boundary Partners (Outcome Journal, Step 9);

· The effectiveness of its own strategies (Strategy Journal, Step 10);

· Its functioning as an organization (Performance Journal, Step 11).

Outcome Mapping Monitoring involves:

· Systematic collection of data;

· A process for regular learning & improvement cycle;

· Encouraging the program to challenge itself;

· Collecting & organizing, but not analyzing, data.

To do this effectively, the group must decide what can be monitored and establish priorities according to who will use the information and for what purpose.

Facilitation Questions

Base priorities on the intended use of monitoring data.  Do you want it to:

· Improve performance through learning?

· Help meet reporting requirements?

· Supply information for a planned evaluation?

· Inform publicity documents, communication activities, or case-study materials?

· Support the learning needs of the boundary partner?

Prioritize your information needs according to:

· The degree of risk posed by the strategy, approach or partnership;

· The degree to which the strategy, approach or partnership is central to the success of the program;

· The degree of innovation associated with a strategy, approach or partnership; or

· If the strategy, approach or partnership is a major concern of a partner or donor.

Facilitation Tips 

When setting monitoring priorities, it is always important to be realistic about what can be managed given the available human and financial resources.  The facilitator confirms with the group that the priorities are realistic by asking, “Who will be responsible for collecting the data? How often will it be collected?”

Workshop Exercise

This session will help participants set realistic monitoring priorities, using Monitoring Worksheet 1: Monitoring Plan.  The Monitoring Plan will suggest a monitoring journal appropriate to the type of information the program wants to collect.

Timing

Approximately 1 hour.

Further References

Facilitation Manual: Step 8, pp. 83-86.
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Stage 2: Outcome and Performance Monitoring

Step 9:  Outcome Journal
Definitions 

The Outcome Journal:
· Charts boundary partner progress using progress markers

· Sets starting point or benchmark

· Captures details on changes in the boundary partner, contributing factors & actors, sources of evidence

Facilitation Questions

· How will the group determine values for high, medium and low rating so that they can be consistently measured over the course of the program.  Will the group count the number of partners exhibiting the change and/or the quality/ depth of change exhibited by the boundary partner.

· What method is most appropriate to gather data?

· If the program was doing really well and had gathered all this information [read the Outcome Journal], would that be illustrative of its work?

Facilitation Tips 

Refer to Step 9 in the Facilitation Manual for instructions on facilitating this Step.

Workshop Exercise

To track progress, an Outcome Journal is established for each Boundary Partner using Monitoring Worksheet 2: Outcome Journal and Monitoring Worksheet 3: Program Response.  The journals are not filled out during this exercise.  Instead the monitoring process the program will follow is developed.

Timing

Approximately 30 minutes per Boundary Partner.

Further References

Facilitation Manual: Step 9, pp. 87-96.
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Stage 2: Outcome and Performance Monitoring

Step 10: Strategy Journal
Definitions 

The Strategy Journal: 

· Captures data on the strategies being employed to encourage change in the boundary partner;

· Helps the program gauge its contributions to the achievement of outcomes and modify its actions accordingly;

· Feeds into work planning.

Facilitation Questions

· What do you need to be able to document on a regular basis?

· What would you like to be able to document on a regular basis?

· What would you like to be able to simply discuss as a group on a regular basis but do not necessarily need to document?

· What method is most appropriate to gather the data?

Facilitation Tips 

· Even though there is no information to put in the Strategy Journal during the design workshop, the facilitator helps the group customize it as required and devise a monitoring process.

· Some programs may prefer to simply use the Strategy Journal as a guide for conversation, while others may want to gather detailed information and evidence.

Workshop Exercise

The facilitator will lead the process of customizing the Strategy Journal and developing the monitoring process.  Refer to Monitoring Worksheet 3: Program Response and Monitoring Worksheet 4: Strategy Journal to gain commitment from individual participants on monitoring.  

Timing

Approximately 1 hour.

Further References

Facilitation Manual: Step 10, pp. 97-102
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Stage 2: Outcome and Performance Monitoring

Step 11: Performance Journal

Definitions 

The Performance Journal:

· Records data on how the program is operating as an organization to fulfill its mission;

· Includes information on the program’s practices;

· Feeds into work planning.

Facilitation Questions

· What do you need to be able to document on a regular basis?

· What would you like to be able to document on a regular basis?

· What would you like to be able to simply discuss as a group on a regular basis but do not necessarily need to document?

· Will the group qualitatively describe its best examples (positive or negative) over the monitoring period and/or will it use quantitative indicators to count the number of times it exhibited the key actions for each practice?

· What method is most appropriate to gather the data?

Facilitation Tips 

· Even though there is no information to put in the Performance Journal during the design workshop, the facilitator helps the group customize it as required and devise a monitoring process.

· Some programs may prefer to simply use the Performance Journal as a guide for conversation, while others may want to gather detailed information and evidence.

· Keep in mind that the Performance Journal captures on the Organizational Practices by the Program in support of its Vision and Mission.

Workshop Exercise

The facilitator will lead the process of customizing the Performance Journal and developing the monitoring process.  Refer to Monitoring Worksheet 6: Performance Journal and Monitoring Worksheet 3: Program Response for this session, ensuring that how information will be collected and by whom is clear.

Timing

Approximately 1 hour.

Further References

Facilitation Manual: Step 11, pp. 103-109

[image: image12.png]evagusion




Stage 3: Evaluation Planning

Step 12: Evaluation Plan

Definitions 

The Evaluation Plan is:

· A short description of the main planning elements of an evaluation study;

· For whom? What? Where? How? By Whom? When? How much?

Facilitation Questions

· What do managers/ funders want/ need to know about the program?

· What do we need to report on?

· What information could make a difference to what you do?

· What areas or issues does the program need to know more about in order to improve?

· What are your knowledge gaps?

· What are your partners’ knowledge gaps?

· Is there an issue that you have been monitoring that should be studied in greater depth?

· What can be done to help the program’s partners fulfill their learning and accountability requirements?

Facilitation Tips 

· The evaluation plan provides a short description of the main elements of the evaluation to be conducted by the program. It outlines the evaluation issue, the way findings will be used, the questions, the information sources, the evaluation methods, the evaluation team, the dates for the evaluation, and the approximate cost.

· Even if an evaluation is primarily required to meet an accountability requirement to an external donor or manager, it can be used to generate new knowledge, support learning, question assumptions, plan and motivate future activities, or build the analytical capacity of those involved.
Workshop Exercise

This session is intended to allow participants to elaborate on evaluation and information needs of the primary user of the evaluation in the form of a plan.  Use Evaluation Worksheet 1 to capture the results.  The participants can complete the Evaluation Plan at any point when they are planning to conduct an evaluation.  

Timing

Approximately 3 hours.

Further References

Facilitation Manual: Step 12, pp 115-124. 

