Guiding notes for facilitators: helping to sketch out an M&E system

Chapter 4 in the Outcome Mapping (OM) manual describes outcome and performance monitoring and leads users / facilitators through several exercises coinciding with steps 8 through 11 of the OM framework.  The following guiding notes draw from the ideas discussed in “Considerations for learning-oriented M&E with Outcome Mapping”, into three practical exercises that could be used as a complement to the OM manual.  These notes, as well as the brief, are based on the premise that learning-oriented monitoring and evaluation should start with identifying the purpose for assessment based on users and uses, as well as the existing spaces for sharing, debate and decision-making that are key for learning, then deciding which data to collect.     

When designing the M&E system, Guijt and Ortiz
 (2007) remind us to be aware of power relationships and the interests represented in the system.  They encourage us to ask who will be and who should be involved in the design of the system, collection, compilation, analysis, use of findings for action.  They, as well as the OM manual, also remind us that we need to be realistic about what can be managed, given the available timeframe and other practical implications (cost, time, actors involved) when designing the system. 

EXERCISE 1: CHARTING USES
 

a) Using the Charting Uses Worksheet A, concentrate on the first two columns and determine the uses which monitoring and evaluation information will serve in the program/project, as well as the users of that information.  To help determine uses, ask yourself: 

· What actions will be taken with the M&E data?

· What decisions will be made with the M&E data?

· What information could make a difference to the way we do things?  

· What issues do we need to know about in order to improve?  

· What knowledge gaps do we or other actors have that need to be filled? 

· Who needs to know what?

You may need to go back and forth between the two columns (it may be helpful to brainstorm ideas of some uses first, then attach the appropriate users, and / or vice versa). 

Be as specific as possible about who will use the information; in what documents, presentations, or meetings it will be presented; and when it would be needed in order to be useful.  Charting Uses Worksheet B can be used to brainstorm uses, users and the specific information needed.  While the Refining Information Needs Worksheet can help refine the uses and the specific information needed. 

Possible use categories could include:

	· Adjust overall implementation strategy

· Improve implementation

· Deepen understanding

· Strengthen capacity

· Financial accountability
	· Performance reporting

· Lobbying / publicity

· Understand context

· Build capacity

· Risk management

· Build / maintain trust


b) For each user and use, identify the information required and the events for both data collection and sense-making.  (This exercise can be complemented with exercise 2 below.)  The information, or data, that is required may be the same for several users.  

c) Look at the list of information required and decide whether it appears feasible and reasonable (given resources and timing).  If not, decide on which information is of highest importance for the next X months.  

	Charting Uses Worksheet A

	Users 
	Uses
	Information required 
	Events – for data collection
	Events - for sense-making

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


	Charting Uses Worksheet B

	
	Type of information needed

	USE / information

needs

USERS / stakeholders
	e.g. Project management; strategy monitoring
	e.g. Changes in behaviours
	e.g. Achievements
	

	
	
	
	micro-level
	meso-level
	macro-level
	

	e.g. Project team
	
	
	
	
	
	

	e.g. Funding agency
	
	
	
	
	
	

	e.g Boundary partner 
	
	
	
	
	
	

	e.g. Beneficiaries
	
	
	
	
	
	


	Refining Information Needs Worksheet

	‘Lens”
	Possible use of information from this lens
	Example of information that could be collected

	Macro view 
	e.g. Improve implementation 
	· Which BP has been the most / least effective in achieving behavioural change? 

· Which BP is the most important for the next period? 

	
	e.g. Adjust overall intervention strategy 
	· Look at all your BPs

· Which anticipated and unanticipated changes occurred during the period? 

· What was the Most Significant Change

	Micro view
	e.g. Detailed understanding of what’s happening regarding specific behaviours of interest and why
	· One PM or cluster of OMs considered for the process of change

· One PM per category (expect, like, love)

· PM related to a specific theme of interest 


EXERCISE 2: IDENTIFYING RHYTHMS AND SPACES

This exercise builds off of columns 4&5 in Charting Uses Worksheet A; so keep this worksheet handy to modify and adjust as the following exercise is completed. 

a) Organizations have natural spaces and processes, both formal and informal, in which data can be collected, analysed and debated; and then used to make strategic and operational decisions.  Use the Charting Rhythms and Spaces Worksheet to:

a. Identify the spaces that already exist.

b. Plan for critical reflection events and processes that are still needed.

To help generate these ideas, you can ask:

· What are the moments and events that are key for data collection, sharing, debate, critical reflection, analysis and decision-making? 

· When do you interact and share information and make sense of what is happening (both formally and informally)? 

· How often and when do these spaces occur?

· What are the regular daily, weekly, monthly and annual activities that the organization engages in?

· Is there any particular time that the M&E findings would be most useful? What would encourage or help the user to use the findings?

· Which space needs information from which other space? 
· Which spaces do you need to add, delete or transform in order to fulfil the learning purpose? 

· What does the overall rhythm of the combined spaces look like? Is this feasible and likely to be effective? What might need changing? 

b) Use Participation in the M&E Process Worksheet to brainstorm / gather ideas of who participates (or should participate) in the M&E process.  This may help you refine Charting Uses Worksheet A, especially the identification of users and uses, as well as determine the reflective spaces that exist / should exist. 

	Charting Rhythms and Spaces Worksheet


	Reflective Space
	Frequency 
	Content – information to be collected, discussed, used

	Examples: 

	General assembly
	Annual 
	Financial accountability; partner relationship; elections; 

	Team meeting 
	Weekly
	Short term operational decisions; daily activities; urgent items; short term planning; sharing insights 

	Staff plus executive board
	Bi annually 
	Strategic long-term decisions; impact information with strategic implication;

	External dissemination (platforms)
	Monthly
	

	Funders – project visit 
	
	


	Participation in the M&E Process Worksheet

	
	Participation in M&E-process     

(from * = little participation; to *** = significant participation)

	user
	data production
	data

collection
	data

analysis & reporting
	sense-making / learning
	receiving reports / other uses 

	e.g. Project team
	
	
	
	
	

	e.g. Boundary partner 
	
	
	
	
	

	e.g. Beneficiaries
	
	
	
	
	


EXERCISE 3: PUTTING IT ALL TOGETHER
 

Once users, uses and spaces for data collection, interpretation and use have been determined, we can decide upon: 

a. The appropriate tools to guide data collection, collation and analysis (a starting point can be the existing OM journals, adapted and customised, and complemented with other methods). 

b. The frequency of the data collection so that findings are available when needed.

c. Who needs to be involved in collection, sense-making and dissemination. 

	What information will be collected? (monitoring priorities)
	How will it be collected (proposed tools), from which sources and when? 
	Who will collect it?
	Who will make sense of the info? How (proposed tools) and when?
	Who will manage the collection to usage processes? 
	What resources are needed and who contributes? 

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


























� OM Second Generation workshop, facilitated by Natalia Ortiz and Irene Guijt.  2007, Netherlands. 


� Adapted from workshop facilitated by Smutylo & Ambrose (2008), originally adapted from Guijt & Ortiz (2007).


� Adapted from Guijt, 2008


� Ibid
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