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‘How to engage young people in monitoring and evaluation processes using Outcome Mapping.’

By the Plan UK Governance Programme Team

Engaging Youth in Governance Programme Design, Monitoring and Evaluation

Plan International is one of the leading international, child-centred community development organisations in the world. It supports interventions in 49 developing countries, benefiting over 11 million children and young people, their families and communities in Africa, Asia and Latin America.

Its work, informed by the UN Convention of the Rights of the Child, is based on the recognition of children and young people as citizens with their own rights and responsibilities. In partnerships with them, their families, civil society and government, Plan supports their voices to be heard in issues that affect them, thus building understanding and promoting their rights to participate in and benefit from their societies.

Plan’s Governance Programme works to realize improved development and democratic outcomes through the active engagement of young citizens in policy, planning, and resource decision making. Its governance work with children and youth focuses on building the capacity of young citizens to claim their right to participate in and influence decision making processes, as well as working with governments and other duty bearers to enable them to respond to these claims. 

Why engage youth in Monitoring and Evaluation?

“How do we know whether they are better off, whether they gain or they lose from our projects and our interventions and our programmes? The answer to that is, ‘Ask them.’ They are the experts on their own condition, and we do not ask them enough. Ask them!” –Robert Chambers

When planning and conducting a monitoring and evaluation (M&E) process for a Youth in Governance Programme, it only follows that if we are advocating for more youth engagement in the governance decisions that affect their lives, we should also be actively engaging youth in the M&E of their programme. Youth should inform, in their own words, the decisions about what constitutes the programme’s success and failure.

What follows is a brief description of how we used elements of Outcome Mapping for our governance M&E framework and a how to guide for engaging youth in the M&E of our governance programme, based on our experiences piloting this process in Malawi and in the United Kingdom (UK).

Governance Programme: the example of piloting OM in Malawi and the Youth Advisory Panel in the UK.

The Governance of income generating initiatives in Malawi aims to support youth groups to engage with and demand accountability from District governments, particularly in relation to local funds available for their income generating initiatives. It includes activities to (a) strengthen the skills, knowledge and experience of youth in areas such as advocacy and resource mobilisation (b) sensitise local government officials on the importance of engaging with youth and build their skills to enable this (c) support improved information flows in communities on local governance processes and (d) provide technical support to the income generating initiatives of youth groups. The project is being implemented in four districts through Plan Malawi’s local offices, each working with a different partner. 

The Youth Advisory Panel in the UK started in 2005 by the Development Education Department with 8 members from sponsorship families. It was enlarged to new members from outside this group through ads on various youth websites to further diversify the group. There are currently 13 members.

Its overarching goal is to support Plan UK to realise its vision of a world in which all children realize their full potential in societies that respect people’s rights and dignity. Its purpose is to raise the profile of Plan in the UK by engaging with and influencing key youth networks, organisations and decision makers on Plan’s communications, policy and programme work. For next year their objectives are: (a) to support Plan UK staff to engage more effectively with UK youth through their work, (b) to contribute to increased awareness and action amongst UK youth on (1) climate change and (2) girl’s rights, (c) to engage in and influences broader policy debates on development and (d) to be an informed and established voice in the UK youth sector on development issues.

For these two projects, we used elements of Outcome Mapping (OM) because it focuses on the types of changes that a governance initiative is most concerned with: changes in the behaviour/attitudes/practices of different civil society and state actors and in the relationships between the two. In addition, we are hopeful that some of the OM tools (e.g. visioning exercise, graduated progress markers) can be easily adapted for use with young people and so enable them to play key roles in shaping the project design.

Conducting a Workshop with Children and Young People using Outcome Mapping Tools:
What follows is a manual describing how to conduct a workshop with children and young people to engage them in the monitoring and evaluation of the programme they are participating in.
On the first day, a sample of children and youth potentially (or already) participating in the project/programme identify vision, mission, sphere of influence, and boundary partners. It is assumed that the vision and mission of the programme, or its main themes, might already have been discussed or determined in previous settings with programme staff or previous workshops with youth. On the second day, the youth review the boundary partners, set progress markers, and review the vision and mission. The second day concludes the youth participation section of the workshop. On the third day, programme staff process the information from the youth, fill in any gaps, and complete a monitoring and evaluation management sheet, identifying and/or creating data collection tools and their M&E work plan. 
Workshop outline

Note: we recommend breaks every 2 hours, and that lunch be provided. Timing and location of the breaks should be determined by workshop facilitators.

Day 1 (on a non-school day): Vision, mission boundary partners and progress markers 

Participants: a sample of children and youth potentially (or already) participating in the project/programme, key programme/project staff and other relevant staff members. Facilitators can come from programme/project staff or from other staff members. To encourage active participation, we recommend 20-25 participants, the majority of them children and youth. 
Required materials: Flip charts, markers, laptop for note taking; projector; refreshments; games; digital camera with video, memory card and batteries.  

The objective of this day is to get together a sample of the children/youth participating to in the project/programme and use elements of OM to engage them in the programme’s M&E planning and decision-making
. More particularly, the day includes:

-Introduction or review by key staff to the programme and the purpose of the workshop

- Conducting a participatory situation analysis that will inform the project’s baseline (or supplement it if it is completed)

- Drafting/reviewing a mission and vision for the programme 

- Identifying ‘spheres of influence’ and ‘boundary partners’ (direct and indirect stakeholders) for the programme

- Identifying ‘progress markers’ for each boundary partner so that we have young people generated indicators for the success of the programme. 

I. Introduction (30 minutes)
- Introduce to the group the purpose of the workshop (to engage the youth participating in the programme in the decisions we make about how to monitor and evaluate the programme). This includes understanding our current situation, determining the people or groups we want to influence with our programme, deciding what we see as progress markers for our programme, and envisioning the governance programme we would love to see.  We will accomplish this through interactive activities. 

II. Where are we now? Participatory situation analysis (1 hour)
· As a large group, brainstorm the different aspects of the programme being implemented. For a governance programme, this includes aspects such as current opportunities and spaces for youth participation in decision-making, current opportunities for community participation, budgeting structures, current services being rendered, etc. 

· Break up into groups to discuss where we are now from the aspects brainstormed above. You might decide to ask each group to cover one aspect.

· Ask each group to present what they have discussed to the larger group, and ask the larger group to validate that discussion.

III. Validate the Programme Vision and Mission (2 hours)
In OM, the program vision and mission is one of the most important parts of the process because “the vision reflects the large scale development-related changes that the program hopes to encourage” and “the mission statement describes how the program intends to support the vision” 
. 

There are two activities for doing this with youth that we have piloted: 

· Option 1: Picture Interpretation: Divide into two or three groups. Ask each group to draw a picture to describe what the programme means to them (there may need to be a brief introduction to the programme by the programme staff). After each group has drawn their visual representation of the programme, ask them to post their drawings on the wall. As each group posts their drawing, ask the other groups to examine the drawing and describe what they understand from it. After each group’s drawings have been ‘interpreted’ by the other groups, discuss what the pictures are saying overall about the programme’s vision and mission, and begin to alter or draft the vision and mission according to what was learned.

· Option 2: Mission and Vision Story Circle: Facilitator explains the rules of the story circle: participants sit around a circle. Starting with one person (randomly chosen by the facilitator), each person in the circle must say only one sentence or phrase to help complete the story that was started by the first person in the group. Ask one youth to be the first person to start the story of the programme in five years’ time. Then continue the story around the circle. If it is not finished, continue again around the circle until it is. Then moderator explains that now that the group have shared the story of its vision, participants should start thinking about their responsibilities for achieving that vision, and how they will monitor and evaluate themselves in doing so. Conduct a discussion with the group to ensure that the programme narrative indeed describes the key elements of the programme, reflecting back on the story told in the circle. Once a verbal consent has been made to the narrative by all participants, the narrative has been finalized. 


IV.   Identifying Boundary Partners (1 hour) 

· Facilitator explains to the larger group what a ‘boundary partner’ is
. It is helpful to explain it by using one example that applies to the programme, and drawing it on a flip chart. 
· Together as a large group, discuss the youth’s ‘sphere of influence,’ and brainstorm and list the boundary partners for the youth in the programme. 

Day 2 (on a non-school day): Progress markers and reviewing the vision

Participants: a sample of children and youth potentially (or already) participating in the project/programme, key programme/project staff and other relevant staff members. Facilitators can come from programme/project staff or from other staff members. To encourage active participation, we recommend 20-25 participants, the majority of them children and youth. 

Required materials: Flip charts, markers, laptop for note taking; projector; refreshments; games; digital camera with video, memory card and batteries.  

I. Reviewing the Boundary Partners (30 minutes)

· Facilitator should briefly review with the participants the boundary partners that were listed during the workshop the day before. 

II. 
Identifying Progress Markers (2 hours)
· Option 1: Divide into small groups of youth, one group for each boundary partner identified, to discuss the progress markers on each boundary partner, identifying what they expect to see, like to see and would love to see for each boundary partner. You can create a handout or flip chart with the name of each boundary partner on the top, and three boxes for the three levels that the groups can complete. “Expect to see” are the minimum outcomes that should occur as a result of the implementation of the governance programme. “Like to see” are the outcomes that we would like to see beyond what is expected. “Love to see” are the outcomes that we dream would happen if everything worked perfectly and we made more progress than we expected! 


Option 2:  You may have chosen, as programme staff, to develop progress markers on your own, without the participation of youth at that stage. Another opportunity to engage youth in M&E is to work with them to develop an M&E tool for their own use. Or, you may decide to conduct this option after progress markers are developed by the youth. 
· Divide into small groups again, with each group responsible for a set of progress markers. 
· Ask each group to develop a list of questions for helping them determine how much progress they have made on those progress markers – these could be self-reflection questions used in monthly meetings by the youth groups, for example. 
· Gather the questions developed by the group on flip chart paper in a large group session. Together, categorize the questions into the categories you see them emerging into. The categories and the questions thus form the basis for a ‘self-assessment’ tool for the youth in evaluating their own work on the programme. 
II. Review the vision of the programme (1 hour)

-Divide into  2-3 groups.

-Ask each group to discuss what the governance programme they would ‘love to see’ looks like.

-Each group is given 20 minutes to plan for a 5 minute role play on the governance programme they would ‘love to see.’

-Each group presents their role play. Video tape their role plays. 

Day 3: Complete M&E sheet & Identification and/or creation of data collection tools and M&E work plan.

Participants: Key programme and other relevant staff

The objective of the last day is spent processing and debriefing on the youth workshop. The time spent doing so is just as important as the workshop with the youth itself. This time spent now will set up your M&E work plan for the rest of the programme.

I. Have an in-depth discussion on progress markers (1-2 hours)

-    Map the progress markers identified by the youth in the workshop and then “convert” them into specific indicators that we can measure throughout the programme period. Mapping includes categorizing the progress markers within their programme objective, categorizing the progress markers by time frame (first 6 months, second 6 months, etc.), and identifying and filling the gaps that the youth in the workshop did not discuss in the workshop. 
II. Choosing appropriate processes and tools for tracking progress markers (1 hour) 

-Using the progress markers confirmed in day 2, determine the best processes for tracking this progress and the tools to use for them, possibly including:

a- workshop observation protocol with a site visit calendar

b- key stakeholder interviews and child focus groups

c- tracking mechanism for tracking number of participants in activities

d- debrief protocol based on the youth progress markers to describe stories of change and other changes occurring in the programme

e- Other processes already used by other projects to track progress

III. M&E Management chart (1-2 hours)

· Together, complete the below M&E management chart:
	Objectives (from your country log frame)
	Outcomes (Progress Markers identified by youth,  and staff)
	Indicator (fully written indicator based on progress marker) (SMART)
	Time frame for indicator (short term, medium term, long term, including dates)
	Means of verification (tools)
	When will data be collected? (specific dates)
	Who is responsible for collection? (specific staff member)

	Objective 1
	Outcome 1a
	
	Jan – March 2009
	
	
	

	
	Outcome 1b
	
	
	
	
	

	
	Outcome 1c
	
	April – June 2009 
	
	
	

	
	Outcome 1d
	
	
	
	
	

	Objective 2
	Outcome 2a
	
	
	
	
	

	
	Outcome 2b
	
	
	
	
	

	
	Outcome 2c
	
	
	
	
	

	
	Outcome  2d
	
	
	
	
	

	
	
	
	
	
	
	


-Some data collection tools may not be finalized during this time. Set a date for their finalization and implementation. Identify other important milestones in the project that may need a debrief that would feed into M&E. 


-By the end of the day, the above M&E management chart should be completed. It lists the outcomes expected/liked to have/loved to have, the indicators of those outcomes/changes, the means of verification (the tools), and a rough calendar and map of roles and responsibilities (again keeping an eye on the work plan).

-Plan for the next meeting with youth (perhaps after one year?) to share progress so far and discuss progress from their point of view. 

Congratulations! You have completed your programme monitoring and evaluation plan, and your plan includes the important voice of youth in its creation. Good job!

In Malawi 





We began the meeting with an ice breaker/game on governance followed by a brief presentation of the challenges identified by youth during the consultations. The OM manual doesn’t provide guidance on how to include a situational analysis but we found this was needed to focus the group and provide context to the day’s discussions.

















We used Picture Interpretation in Malawi.  





It worked well because when we presented the project vision and mission that the Governance Advisor and Officer had previously drafted, the group participated in very active way. Two hours were spent discussing and amending the draft, before presenting their own versions. The challenges were partly due to group dynamics; there was some rivalry between youth partners with each keen to assert its expertise/make a contribution. There were also differing views over what a vision and mission statement should include. Everyone felt the draft versions were too long and unwieldy – “people won’t be able to get behind such detailed statements”, said a workshop participant. We asked volunteers to write up the final Vision & Mission at break/lunch using the group outputs. 











We used the Story Circle in the UK 





With the Youth Advisory Panel. It worked well because the youth enjoyed the very participatory, fun activity that allowed them to dream. Its challenges were to keep a logical story where youth ideas were going in several directions.














In Malawi 





We discussed/identified the boundary partners. It worked well because we chose to avoid the term ‘partners’ during the workshop. Its challenge was to identify them without confusion because in Plan it is associated with implementing partners (I.e. local NGOs/CBOs who are sub-contracted to deliver programmes and projects). So we instead used ‘key/target actors’. � Having presented the concept of the programme’s sphere of interest vs. influence we then brainstormed all possible actors before identifying what were boundary partners and what were strategic partners.





Lost in Translation





In different country contexts, there can be translation difficulties with the words expect, like, and love in different languages. In some languages, for example, the word for ‘like’ and ‘love’ are the same. Different words or sentences may be needed to express the same three levels of progress.








In Malawi 





We split the group into the four boundary partners and asked them to develop an outcome challenge and progress markers. This exercise generated the best plenary discussions and excitement about the programme. The challenges were that ‘Expect to see’ was misinterpreted to mean ‘critical to programme success’ by one group. Also, some groups lost focus on the boundary partners and developed progress markers which actually reflected changes in youth groups. The quality of group work was dependant on whether there was a good facilitator who really understood both governance work and OM concepts. This session took two hours. 








A data collection tool: in the UK, with YAP 





We created a data collection tool for YAP members through the following steps: 


First, we asked the youth to split in groups and discuss:  What are the questions we need to ask ourselves to evaluate our activities and accomplishments this past quarter?


Then they came back into a large group. Each group shared the questions they generated. As they shared, the facilitator was thinking about general categories/questions for the questions that they have generated. The facilitator suggested where their questions go in the groups/categories on the wall, and then did the same for the last group after they presented. As a large group, moderate a discussion to ‘name’ the categories using a statement or a question. Ultimately, we created a template flip chart with the categories across on the top row and the activities of the past quarter in the first column. As an example, we asked them to evaluate one activity completing the chart using the following key:  A: Really well (achieved), B: Ok (Almost achieved) and C: Not well (not achieved). The information on the flip chart was then ‘processed’ the next day by staff and this tool was included in the list of monitoring tools.











� Phoebe Farag Mikhail, Learning & Impact Assessment Manager; Aissata Ndiaye, Learning & Impact Assessment Intern; Jess Greenhalf, Programme Officer; Rose Nierras, Programme Manager; Maria Cavatore, Programme Officer, Jo Dempster, Youth Engagement Coordinator.


� For more OM background on this, see “Developing a common understanding of evaluation” and “Guiding principles for evaluation” (p21 and 22) of OUTCOME MAPPING: Building Learning and Reflection into Development Programs, by Sarah Earl, Fred Carden, and Terry Smutylo, IDRC, 2001. 


� For more OM background on this, see “Describe the vision” and “Identify the mission”” (p24 and 26) of OUTCOME MAPPING: Building Learning and Reflection into Development Programs, by Sarah Earl, Fred Carden, and Terry Smutylo, IDRC, 2001.


� For a complete definition and explanation of boundary partners, see page 28 of OUTCOME MAPPING: Building Learning and Reflection into Development Programs, by Sarah Earl, Fred Carden, and Terry Smutylo, IDRC, 2001.





