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Discussion Summary: A structured look at OM: VISION, 

21st – 29th May 2007 
Discussion on the OM Community Map:
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Discussion Summary: 
Prepared by Harry Jones 

11th June 2007
Link to discussion online: http://www.outcomemapping.ca/forum/viewtopic.php?t=125 
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Original Email  
Harry Jones, UK
21st May 2007
Dear All 

In the recent OM knowledge exchange, there was a useful suggestion made that we have a more structured discussion of the OM steps/stages. Discussing each element of the OM framework should give practitioners the opportunity to ask questions, share lessons and experiences, and discuss any issues they may have encountered. If we look at each part individually it will help direct our conversation so that it is suitable both for newcomers to OM and the more experienced users. 

To get this discussion underway, I suggest we start with a look at the Vision Statement, and see how much we can learn from our collective experiences over the next week or so. 

The OM manual says the vision reflects the large-scale development-related changes that the programme hopes to encourage, and describes the changes that the programme hopes to bring about, as well as broad behavioural changes in key boundary partners. The creation of a vision is important because it provides a focus, purpose and direction for planning development projects. It gets us to ask the question "how would we like the future to evolve?", to help us answer the question "what should we do now?". 

What experiences do community members have of using the 'visioning' tool? What has worked well, and what hasn't? And if you are a newcomer, what are the burning questions you have about the "vision" step? 

Harry

Responses were received, with many thanks, from:

1. Terry Smutylo, Canada
2. Florence Chege, Kenya
3. Harry Jones, UK
4. Doug Reeler, S. Africa
5. Heidi Schaeffer, Canada
6. Robert Walker, Brazil
7. Nathalie Beaulieu, Senegal

8. Sarah Earl, Canada

9. Pushkin, India

10. Andre Ling, India
11. V L Prasad, India

12. Rick Davies, UK

Summary of Responses:
1. Terry Smutylo contributed a new angle on visioning, from his collaboration with the Thai Health Promotion Foundation this year. This involved framing the vision statement by looking at the situation faced by a project’s intended beneficiaries, focusing on the solutions to their well-being, and the behaviour of the actors which influence these solutions. He attached a graphic illustrating the exercise (http://www.outcomemapping.ca/resource/resource.php?id=118)


2. Florence Chege shared her experiences from environmental projects in the Horn of Africa, in which she used a visioning tool with groups to explore alternative future scenarios (albeit with more of a focus on practical outputs such as planting trees). They looked at the pros and cons of each scenario and then assessed what needed to be done to achieve the preferred vision.

3. Harry directed members to Terry’s graphic, briefly recapped the discussion so far and urged other members to share their experiences.

4. Doug Reeler posed a question relating to whether OM is suitable in situations where development “programmes” were not the best vehicle for change. He argued that change can involve emergent processes that are hard to predict or plan in advance. In these contexts, the key element of development practice is for those working on a project to share core values and principles (rather than planned outcomes), and while planning is also important, the outcomes that emerge ‘along the way’ are often the most powerful. While this aspect of development projects could be structured as an Outcome to suit donors, Doug worries that this may be to ‘add on’ an important components rather than ‘building it into the fibre’ of a project.

5. Heidi Schaeffer shared her experience of using Terry’s new perspective on visioning, she found it particularly useful to go through intentional design in a short amount of time while clearly distinguishing the ‘ultimate beneficiaries’ of a project from its boundary partners. While using this tool, it is important to ensure that the ‘inspirational’ part of visioning is not lost. Heidi then shared tips from her experience with visioning work. Starting a group off discussing the meanings of important terms such as “the environment” and “behaviour change” allows participants to be connected with their core values and beliefs before attempting to create a vision. She has also found that getting groups to draw vision pictures is useful, because it is a more creative activity. A group vision statement can be woven from the common themes in the various pictures.

6. Robert Walker shared his experiences of monitoring and evaluating projects in Brazil aimed at the productive inclusion of youth. Echoing Doug’s suggestion, his team defined an outcome to capture the emergent nature of change. He also feels that it is important to include log frame style ‘impacts’ while planning, to ensure the outcomes generate real change.

7. Nathalie Beaulieu introduced herself, and shared a tool based on visioning, called ‘Visions – Actions – Requests’. It involves workshop participants reflecting on their vision for a preferred future, on what they can do themselves to achieve it, and what they need to request from others to achieve it. This is done in small stakeholder groups, then results are shared with other groups, and often one group’s ‘request’ matches with another’s ‘action’, and vice versa. She has found two common problems while facilitating visioning exercises: participants can either be too realistic (pessimistic) or unrealistic (optimistic) with their wishes. She finds that guiding them through visual processes, and suggesting they imagine their wishes were granted by a supernatural entity (e.g. the Virgin Mary), can help. Nathalie feels that this tool would serve as a useful approach with which to introduce OM, and will be sharing her experiences of using it this way soon.

8. Sarah Earl shared the suggestion that the vision statement should be created outside the normal work environment to encourage different thinking.

9. Pushkin has found that visioning is an important element often left out of projects. A vision statement is useful to motivate and inspire boundary partners with realistic thinking. She argued that the visioning exercise should be immediately followed by the mission statement, in order to build on the motivation and inspiration that come from the visioning process.

10. Andre Ling replied to Doug’s questions about whether OM is too ‘restrictive’ to facilitate emergent change. He feels that the idea of ‘mapping outcomes’ emphasises the fact that outcomes can be charted onto a blank space, working in uncharted territory. Andre is currently working on an action-learning project with pre-schools in Rajasthan, India, using an adapted version of OM, where the progress markers have been “reduced greatly” to reflect broad categories within which change can happen. Another way of allowing for the unexpected ‘emergent’ changes is to revisit progress markers, outcome challenges and the vision on a regular basis. He feels that this shows that OM can be sensitive to emergent change, and that Doug’s issue may be lass with the tool itself and more the way it is sometimes applied.

11. Prasad introduced herself and explained her experience so far with OM on water sanitation reform programmes. She suggested that it was imperative to nurture a vision that was ‘home grown’ by facilitating learning sessions with locals. 

12. Rick Davies suggested community members see his recent posting about a tool called ‘Evolving storylines’, useful for visioning processes, on his blog.


Concluding remarks and actions to take forward: 
· Visioning helps to crystallise the purpose and direction of development projects. This can be especially important with regards to ‘emergent’ change processes, that are hard to plan for in advance: in these situations, projects may be better guided according to shared values, principles and purposes (rather than planned outcomes), and these can be built into a project with a vision statement.
· When facilitating a visioning exercise it is important to achieve the right balance between creativity and realism- it is often hard to get communities or colleagues to think outside the realities of everyday life, and it is also hard to ensure that you don’t go too far in the other direction, listing unrealistic and unreachable expectations. Some ways that community members have addressed this issue include using visual processes such as drawing vision pictures, and conducted visioning outside the normal working environment.
· It can be beneficial to introduce the vision statement with reference to other parts of OM (such as Terry’s method using the relationship between the project, boundary partners and the ultimate beneficiaries of the project), or using other tools (such as Nathalie’s vision-action-request tool, or Rick’s ‘evolving storylines).






