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synthesis of discussions from the OMLC. It proved to be such a key resource for the community that

we have decided to follow up with a sequel. This book represents the experiences and knowledge
shared by the community members beter the period Jarg Dec 2007. It has taken the combined

effort of a number of community members to document, summarise and synthesise a large number

of discussions. We hope that the product of this process will be a true asset to the whole
community, bothas a repository ohew knowledge but also as a testament to the creative and
generousnature of its members and collaborative environment of the community. Without the
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formatting and design skills.
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1 Introduction

The Outcome Mapping Learning Community isrdiormal group of over a thousand members from
around the world. It acts largely as a dynamic platform for sharing knowledge and experiences
relating to Outcome Mappinga methodology for planning, monitoring and evaluation of projects
and programmes deveped by the International Development Research Cenkiembers come
together to solve problems, to showcase and trade their discoveries and good practices, and to
support one another in applyinQutcome Mapping.

In order to capture, record and disseminatkee knowledge shared through the community, a
practice of summarising and synthesising discussions has emerged. This boplodkict of that
practice and is designed to be a reference and a summary of how @hlisng andeing adapted
and applied arand the world.

The knowledge and experience presented here broadly fits around four stvaimdl cary through
the various discussions and topics

1. Application Applying OM in the most efficient and effective way
2. Adaptation Adapting OM to fit the purposand making sure it is appropriate for the users

3. Contextualisation Ensuring OM is sensitive to the local geopolitical, socioeconanmc
thematic context

4. CommunicationBest practices for communicating OM fmartners donors,colleagues and
peers

This bod is divided intatwo sections. Thdirst sectionis a series of synthesaghich pick up the

lessons from the discussions and presents them by topic: OM steps, OM in specific sectors,
complimentary tools and approachesyromunicating and advocatg for OMand complexity and

OM. Thesecondsection is a collection diventy RA & Odza &aA 2y &adzYYlI NASazX NBLINE
of knowledge shared among community membed®ease note this is provided for reference and is

not intended to be read from cover to cover

We want to ensure that these discussions are not static so if there is anything you would like to
comment on or contribute to, then please do interact via the community website:
www.outcomemapping.ca



http://www.outcomemapping.ca/

2 Synthess by topic
2.1 OM steps

When it comes to applying OM by the book, there are many tips and hints that are not included in
the manual. One of the great benefits of a learning community is the sharipgaofical lessons

This section presents an overview diat the community has shared in relation to implementing the
OM steps as presented in the manual.

THREE STAGES OF OUTCOME MAPPING

INTENTIONAL DESIGN sy

ster1:  Vision

sTeEr2; Mission

ster3: Boundary Partners
stera:  Outcome Challenges
sters:  Progress Markers
sTers:  Strategy Maps

ster7:  Organizational Practices

EVALUATION PLANNING

OUTCOME & . .
PERFORMANCE MONITORING s Sveimation Fien

sters:  Monitoring Priorities ES

sTep9: Outcome Journals
STEP10: Strategy Journal

sTer 11: Performance Journal

Intentional design

Members of the OM learning community felt that projects dealing with emergent change processes
are better guided by shared values, prirlegpand purpose (rather than planned outcomes) that can

be “crystallised” through the development of the projectision. When facilitating a visioning
exercise it is important to achieve the right balance between thinking outside everyday life and
listing unrealistic expectations. Community members have used various tools to address this
challenge, e.g. weaving a group vision statement from common themes in vision pictures drawn by
the participants, the visio@ctionrequest tool, evolving storylines, dnusing the relationship
between  the project, boundary  partners and the ultimate beneficiaries
(www.outcomemapping.ca/resource/resource.php?id=){8ee also section 2.3).

The misson step of the intentional design injects some realistic thinking after a group has gone

§KNRdAK GKS wO2ttSO0GAPS RNBIYAYyIQ 2F (KS Grarzy
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http://www.outcomemapping.ca/resource/resource.php?id=118
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accountability to the people you serve and the appropriate scope of your responsibilities. It can be

useful to revise the mssion as the key contributions of the project became clearer as the group

works through the various steps of the intentional design. In some contexts it can be challenging to

draft a mission, particularly where a group is not well established or is nat ole its aims. This

needs careful facilitation, and can be helped using strategic management techniques.

The concept oboundary partnersis one of the ways in which Outcome Mapping really sets itself
apart from other approaches. It forces you to recagnihe limits of your influence and to think
realistically about whom you want to work with to affect changies wise to constantly rassess

the boundary where control ceases and influence begins; Intense monitoring of boundary partners
and the change# their behaviour, relationships and actions is more important than planning or
evaluation. It can often be beneficial to undertake a comprehensive stakeholder analysis to
complement the boundary partner step. OM community members have used additioial ttw aid

this process, such as. the alignment interest and influence matrix in both its two dimensional form
(www.outcomemapping.ca/resource/resource.php?id=)3%nd its three dimnsional form
(www.pmforum.org/library/tips/2006/PDFs/1-06-Lucidius.pdy.

Triggered by the question why the “like to sedgress markersare the most difficult to develop,

two tips were given to tackle this issug) Don’t get bogged down by the sequence of the “like to
see’ progress markers. The actual sequence of change will emerge during the monitoring and
evaluation process. 2) First develdgetlove to see progress niars aghey are derived largely from

the Outcome Challengstatements Thereafter proceed with the “expect to see” ones. It becomes
then easier to develop the “like to see” progress markers as behaviours that both contribute to the
vision and that are adbvable in the lifetime of the project.

When developing the intentional design there is need for sensitivity towards language and culture.
In some parts of the world, “behaviour change” and “influence” have negative connotations. In such
cases the jargomay have to be adapted to suit the cultural context. For example, “change in
practice” can be more acceptable than “change in behaviour’. Bringing in elements of OM by stealth
(meaning the use of OM without explicitly labelling it as swrhgvoiding theOM jargon might also

help in such instances.

Monitoring

OM community members indicated that using an @lsed monitoring system means expressing
performance indicators as changes in the behaviours of partners and target audiences with which
we interact diectly. Such approach can lead to greater accuracy in differentiating between outputs
and outcomes.

The OM _monitoring plan worksheetan help to clarify some important questions luding who,

why, what, when, how, and leads to a monitoring scheme based on a clear overview of the whole
monitoring system, involving the different boundary partners, implementing organisations, and
other stakeholders. This can also help to clarify tiféedént responsibilities during the monitoring
process (i.e. who does the monitoring and what happens with the data?).



http://www.outcomemapping.ca/resource/resource.php?id=135
http://www.pmforum.org/library/tips/2006/PDFs/11-06-Lucidius.pdf
http://www.outcomemapping.ca/resource/resource.php?id=12

An outcome mapping based monitoring system, including the monitoring tools, is often customised
or adapted according to the specific rleand available capacities of projects. Examples of such
customized monitoring tools from the St2eep project can be accessed on
http://www.outcomemapping.ca/resource/resource.php2d09 Many OM users have also used
other approaches such as most significant change, alignment interest matrix and LOT quality
assurance sampling, to complement the OM based monitoring system (see section 2.3 for more
information about these approaches)

While in some situations it is possible for the formal monitoring system to be embedded in the
management andplanning structures of the overall programme, and in line with the reporting
requirementsinothera A Gidzl GA2y & 6S YI & app®dhestolirgorpdratihg®M ¢ & G S| ¢
monitoringtools. Theytake time to be trusted and properly implemented, but when they are, it can

lead to a strong management case for change.

Evaluation

OM is specifically useful for evaluations that seek to develop deapderganding abouthow
broader social change can be brought about. As such OM based evaluations support organisational
learning and focus on converting the generated knowledge into action. Shared experience around
the application of OM in evaluations is stithited. There is therefore need for OM practitioners to
document and share case studies about OM based evaluations.


http://www.outcomemapping.ca/resource/resource.php?id=109

2.2 Reflections on OM Implementation in Specific Sectors

Much of the activity of community members is focussed on supposgah otherin in applying OM

in different sectors. Therdnave beendiscussions initiated by OMLC members seeking support for
projects on: Better Parenting: OM Outside Development: Organizational Restructuring; Education
Projects and International Networks. The learning camity was quick to share experiences and
lessons learned.

In the case of better parenting projects there were valuable conversations dbmwledge and
power and the importance of valuing local knowledgeerin the poorest areas, OM cae used to
draw out local capacityfor planning and project design especially whéM is practised in a
participatory way with maximum engagement of boundary partndrs.another example from
parenting projects a tool was shared that can be used along side OM to pravithaseline
participatory assessment and review procdes working with families over a period of timand

monitoring outcomes for familiesin an ongoing way. The tool can be accessedn

http://www.outcomemapping.ca/forum/download.php?id=30&sid=2e2f1ebed362bd62e8109217
fo7c7

Organizational Restructuring was another area ~¢
great interest to community members. OM is ugdiilEaith Information Network :
valuable tool for organizational change. It can | n -

used for strengthening organizational practice : >
and alsoas a starting pointor strategic planning.
To apply OM toorganizational restructuring,
various parts (departments, teams sectiony of
the organizaton can be viewed as specif

boundary partners and progress candeveloped " -

and measured atappropriatecapacity levels. One'{- : . _

exampleshared was from the West Africa Rurg - S et e
Foundation (WARF/FRAO). In their organisatio. =R . e
restructuring process OM was helpful in OM has been applied to the Uganda Health

identifying thekeyinternal boundary partners and Information network. Seaere.
the kind of behavioural change needed by the
partners to contribute tahe newdirection.

Strong argumentsvere made for the use of OM with projects involvingulti-layeredinternational
networks. International networks argvell suited to OM because they operaie complexand
dynamic contextsvhere outcomes are not easily predibla (see section on Complexity and OM).
International networks exist on several levels at once (National, Regional, Internation@Mucdn
ensure that thechain of changeserves to strengtherall levels and not just the highesin
international networls OMis bestapplied from theperspective closest to thebottom of the chain.
That wayOM processeprovide direction about the roles and actions regional and international
networks can play to support change at the local and national levels.

There area number of OM applications in the education fieldne presented on the OMLCas
educationrelated country programme in Zimbabwe (202813) by the Flemish Association for
Development Cooperation


http://www.idrc.ca/uploads/user-S/11592107631AfrEA_presentation.ppt

The programme which aims to support teacher educatiomith a focus on addressing the
educational needs of orphans and vulnerable childisrone othe most advanced examples of OM
in the education sectorThe programmeincludesan 'Organisational Learning' frameworknd
integratesLog Frame Analysign the OM design. There is an outline of the programme in the
resource library, accessible by the following link:
http://www.outcomemapping.ca/resource/resource.php?id=122

OMLC members shared soragamples from around the world where OM is being applied ostsid
international development. Most of these examples were from the social development sector where
behaviour change ia primary objective. Theravere potentially some advantages applying OM in
western contexts particularly were planning for and maoiing change isinderstood ascomplex
Howeverthere aresignificantchallenges The main one being the lack of understanding, few if any
case studies exist, and also a lack of appreciatiortflerimportance ofparticipatory evaluation.
Since OM was deagied to be used in a development context, it has been suggested that attempting
to apply OM outside of international development may require revising the current training
approach being used for project staff.

Willingness to apply a tool like OM is greate the field of development cooperation, where the
effort can lead to additional /continuous funding of the project / programrnikere may besome
interest in using OM to strengthen pgaerships and collaboration amgst, for example,service
providersbut there isa lack oforganizationacommitment toutilizing resource¢no funding for OM)
and valuingdDMresults.

There is a need for well developed case studies in different sectors that explore the
contextualisation and customisation that is needed nmre effectively implement OM in areas
outside of international developmerior which it was originally designed.

Ideas for further discussion

Members conclude that a theory of change is a required underlying motivation for social
interventions and an impant pre-requisite to apply OM. Interventions without aspiration to
contribute to social change can bfor traditional cost/benefitmethods to account for the funds
spent.

In addition to the five themes discussed, the implementation of OM in a numbespetific
programs and projects were mentioned including: water supply and sanitation sector reform;
emergency, relief and crisis recovery programmes; transitional justice and reconciliation; arts and
culture programmes; climate change / behavioural chaegaluation; literacy for women health and
empowerment. There is now a strong case to be made for organizing a thematic section on the
OMLC website to facilitate knowledgharing between similar types of projects.

There is not much discussion of evideraeyet being shared between practitioners working in the
same fields or discussion of what is not working and why that might be. Implementation issues
discussed tend to be at a general levEhere is a need for well developed case studies in different
sedors that explore the contextualisation and customisation that is needed to more effectively
implement OM in areas beyond that for which it was originally designed.

2.3 Complimentary tools and approaches
8



Outcome Mapping is rarely used in isolation and wasdesigned as such. It is applied in a variety

of institutional, cultural and sectoral contexts, each with their own Huiltpre-existing processes,

methods and demands. One of the key strengths of Outcome Mapping is its flexibility and versatility,

rather than offering a definitive methodology, it suggests a framework with which to construct a

highly sensitive and contextual process for planning, monitoring and evaluation. In this vein, OM is
rarely applied in the same way from one application to anotler. example, some may only use

LI NI AOdzf I NJ LI NI a 2F (GKS YSiK2R2f238x 20KSNER YI @&
still others may use it alongside other approaches and tools, either to strengthen existing methods

orto customise OMtPFA G Q GKSANI O2yGSEG®

When OM was designed, a set of tools were built into it which have proved to be sufficient for most
purposes, but invariably people like to customise and tweak the tools to fit their purposes and
contexts. Every part of the OM procelsas, at some time or another, been adapted in some way,
usually by integrating other tools and approaches such as contextual analysis, stakeholder analysis,
facilitation methods, selassessment tools, data collection and reporting. The discussions diisng
period have touched on some of these areas and have contributed to the growing wealth of
experience.

Different usesand users

OM has been adapted in different ways to suit different uses and users. One of the most common
points of discussion on thispic is how to integrate OM with log frame approaches. The popularity
of this discussion comes from the desire for implementing teams to use an approach that supports
their desire to learn as they work while at the same time satisfying the monitoringresgeants of
donors and management. OM is often first recognised at the implementation level, by the
programme officers or field staff, as a tool that they can use internally to embed learning and
participation and explore the othe-ground complexities. Butt higher levels of programme
management, the requirements from donors to use log frame approaches for accountability and
reporting is often incompatible with the learning requirements of the implementing team as they
are used by and speak to differentqq@e. There is a need to use both of these approachtss is
discussed in the previous community publicatidmgking Outcome Mapping Worklownloadable

from the OMLC resource libraryttp://www.outcomemapping.ca/resource/resource.php?id=139

The fundamental differences in the underlying logic of the two frameworks (OM being based on
complexity while LFA is based on reductionism) make this task somewhat ambiguous. OM users have
shaed a nunber of approaches to addreskis challenge, some of which require careful planning

and some of which just require a little persuasion. The extent to which the two approaches are
integrated depends on the context. If an implementing team hasexttin OM as an operational
framework while at the same time requiring LFA as an accountability mechanism, then an integrated
approach such as implemented by the St2eep and VECO programmes is needed. This approach
requires significant planning and procesE o W6 NA O2f I 3SQ> | GSNXY dzaSR o0&
complex process of building an integrated framework. A recent community publication deals with
this topic directly: A conceptual fusion of the logical framework approach and outcome mapping:
http://www.outcomemapping.ca/resource/resource.php?id=231

hy GKS 20KSNJ KIyRY AT ha R2SayQi KIFI@S (42 06S AYLJ
OM thinking into the logic ofhe LFAC ensuring that the framework reflects rewlorld change
9
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processes. Building behaviour change language into the LFA can very easily achieve this, as well as
being sensitive to the needs of the useykeeping it practical for the implementation teabut
strategic for management.

Another method that is becoming more and more popular for evaluation is the Randomised Control
Trial (RCT). Commonly used in the healire sector, RCTs involve the random allocation of
different interventions to different arget groups, and then analysing the different results. There is
often conflict between this kind of rigorous, quantitative research method and softer, qualitative
approaches such as OM. But some have suggested that the two could be complimentary as each
contributes to a different kind of knowledge that can be used in different ways with different target
groups.

The lesson here is that the use of the tool is more important than the choice of tool.
Context specific tools

Although OM was designed by IDRGe&used by their funded research programmes, it is clearly
applicable in a much wider range of settings. However, experience from OM users has shown that

ha OFyQG FyR akKz2dzZ RyQd o6S I LILXASR adsSL) oé aids
contextualigtion and thoughtful integration. Members have shared a wide range of tools that can

be used as part of the OM process in specific contexts to give greater clarity and applicability in

those situations.

In particular, the planning, monitoring and evaluati@f networks has been identified as one
situation where OM can be particularly useful if applied in the right way. Social Network Analysis has
been identified as a complimentary approach that can be very powerful. When combined with OM,

SNA can be used ttrack changes in relationships between members of a network. Another
approach suggested was Value Network Analysis, which could be used to identify outcomes in the
F2NY 2F OGFly3AocfS yR AyaGlry3aaotsS wW@rtdzsSQ GKFG Aa

Other users shared tools that are specific to the thematic area in which they work, be that health,
education, early childhood development or disaster risk reduction to name a few. One example is an
outcomes tool that was developed for a parenting projecttie UK which can be used as a
substitute for the outcome challenge and progress markers tools in OM. A similar tool for mental
health recovery was also shared.

Enhancing the process

OM users also identified a number of methods that can enhance the impietien process of OM.

Different stages of the OM process require different skills and competencies so it can be very
beneficial to have additional resources and references on hand as the process is carried out.
Workshop facilitation has been identified age area where it can be helpful to augment OM. A

number of approaches were shared that can enhance the learning and reflection aspects of self
FaaSaaySyid ¢2NjlakKz2LAa® ! LIINRFOKSa adzOK Fa Ww2LISy
L y Ij dzA NB @enKugdg@Sed lag usefubfor planning and monitoring meetings.

The data collection stages of Outcome Mapping have also been identified as rather weak and many
people have been creative in the use of additional tools to aid the process. Most SignifieageCh

10



can been used to collect stories of change, Lot Quality Assurance Sampling can be used to collect
KAP (knowledge, attitudes and practice) data and social network analysis can be used to collect data
on relationships among boundary partners and benafies. Many OM users also create tailored

data collection instruments based on the OM framework which can be used by team members to
monitor multiple boundary partners using a common and -pggeed template. Finally, the
Alignment, Interest, Influence miax can be used in planning stages to identify priority boundary
partners to engage with and also as a communication tool to show visually how key actors are
changing as the project progresses.

A recent community newsletter focussed on this issue:
http://www.outcomemapping.ca/resource/resource.php?id=223

2.4 Communicating and Advocating for OM

Many of the contributions by community members are relatechtav OM is communicated to key
stalkeholders and project partners. Members have shared advice on two key issues: 1) advocating
the use of OM to colleagues, managers or donors; and 2) supporting the use of OM by project team
and partners. In both cases, there have been useful insights aretierpes that can enhance the
implementation process.

Making the case for OM

Because of the participatory nature of Outcome Mapping (OM) and the way the approach supports
the work of boundary partners who often have low organizational capacity, certaiesty
development interventions are better suited to OM than othef@ communicate and advocate for
OM, there has to be an understanding of the development context and whether it lends itself to OM.
For example, if you want to contract municipal authbrda G2 o6dzAft R | 62YSyQa

02

YIe y2i( yS8SSR G2 d&aS hao LT K26SOSNE @2dz 6t v

ownership of the centre over time and run programs and services out of the centre, then OM is
ideal. OM is one of the most &ctive tools to use when planning, monitoring and evaluating
complex adaptive systems and situations that are constantly chaagidighis is a key starting point
when advocating an OM approach as opposed to a linear one.

OM allows you to map the processeevents and actions of people, to reflect upon them and to
have the evidence for development progreBsactitioners need to understand the strengths of OM
such as: it embeds collaborative and participatory principles; it defines outcomes as behavioural
change; it is able to capture current contributions to changes in knowledge, attitudes and actions.
Once the strengths are understood, practitioners can sharpen their ability to communicate the
strengths in response to development challenges at the commueivel. For example, in the
context of a food program for victims of domestic violence, one challenge faced in identifying
program outcomesvasthat the evidencebeinggatheredwas relatedto the number ofwomen and

their families using the food boxes @&aweek and how manwere reporting that they ecesed

other support services. Outcome Mappimpgesented an opportunityto capture how the food

programwasA Y Ff dzZSy OAy 3 GKS 62YSyQa LISNOSLIiA2ya | o2dz

for themselveswith various agencies and make informed decisions.

11
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To be effective at communicating OM, practitioners needise examples anthrget their messages

to their specific audience. The way to explain and advocate for OM with your project team is very
different from the way you communicate about OM with funding organizations; and different again
from what you do with your boundary partners.

The community members expressed a wish to collect presentations, exercises, language and
terminology that OM practitionss have developed for different audiences (potential project
partners, donors, peers with an interest, others wanting to adopt the methodology etc), as well as
for communication materials fodifferent purposes (training, informing, advising) dnoim different
regions. Such resoursill be beneficial foreffectively communicating and advocating foM.

Enabling use of OM

There is often @ension when introducing OM to a project team and/or partners between providing
FRSIljdzr §S ha (NI Ayaayda R2AVRS QB3 SAHBSAdy FLIGIKYSY Ay3d GKS L
processes. Members have shared useful advice on how to get this balégtt for different

I dZRASYy O0Sa YR 6KSY yR K2¢g (2 WYiSIOKQ hao

Some members have found that NJI Yy SNB R2y Qi vy &Cebautitte M fcancepfsS SR 2
and can experience the approach in an applied and practical way without exgiaitly taughtthe

methodology. For those who need to learn to apply the methods there are different opinions on the

best communication approaches take.

To introduce OM to people on your team who need to know how to apply the method, it is essential
to use interactive exercises with practical examples and visuals to bring home the concepts. This way
the project team are experiencing the concepts ltthey are also producing useful new thinking
about their work.

Some members believe that formal presentations on the differences between OM and LFA are
needed to situate the method for project staff. This is particularly true when a hybrid model
combinhg OM and LFA is proposed for the project or progr&@vnors need a pitch that

presents the concrete evidence generated by OM describing the specific contributions of

the projectto  changes in boundary partners.

There are cultural aspects that affect hder communicate OM concepts. Terminology can be a
dldzyoftAy3a o0t201® LY a2YS Odz GdzNBa ¢2NRa tfA1S ao?
fA1S GAYTFEdzSYOAy3d O0SKI OARMNE OKI 820K F BB LIWNR ¥ 2 &
LINI: OG A OBZY AR2YNE bYo2SNE STFFAOASY (G X | NB ItLINBperaaNMBE R 2
contextualize the processefore introducing OMand make sure it is relevant to the culture it is

being applied to. Usef locally relevant examples is strongly advised.

Further support

OM is a different way of thinking about outcomes and about what makes good development. It is
very important to find the best ways to communicate the underlying principles and concepts of OM.
There are a number of resourctsat can assist wit this

1 IDRCs resources and presentations availabletpt//www.idrc.ca/en/ev-26586201-1-
DO TOPIC.html
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T OM in 3 minutesa collection ofips from community members on how to communica/|
in just three minutes:
http://www.outcomemapping.ca/forum/download.php?id=18&sid=b125c54be9680fdb434c
8457a46eb93c

2.5 Complexity and OM

Insightsfrom communitymembershaveshown that the underlying principles ddutcome Mapping
acknowledgeand resonate very well wittcomplexity theory. In particular, Outcome Mapping
recognises:: 1) Large numbers of independent agents who interact in interdependemt an
unpredictable ways, 2) Diversity amongst the agents is necessary for adaptability and sustainability,
3) The relationships between the parts is more important than the parts themselves, 4) Power and
control are distributed rather than centralised, 5) ©omes emerge from a process of self
organisation and are thus unpredictable, 6) The relationship between outcomes and inputs is
nonlinear.

Processes of social change are often recognised to be complex. In such complex processes, the
relationship between ause and effecis difficult to assess opredict ahead of time.Traditional

result based indicators assume this can be done at the planning stage of projects that deal with
complex contexts. The use of such indicators will therefore not promote deepevidgaabout how

social change is taking place and how the project is contributifity to

Outcome mapping might be better placed to deal with complexity. Firstly OM’s focus on measuring
success through behavioural change is more likely to capture the teuttimensions of problems

facing people Secondly, OM shifts the focus towards the processes behind development,
RSyeadAaTeAaya GKS wofl Ol o02EQ 2F &20Alf OKIy3s
relationships that lead to development chassy Such an approach allows projects to learn about
what works and what does not work and why. As such it goes much further than merely establishing

if project X will deliver Y result. OM therefore offers a learning based approach which is likely to be
more productive than a resukbased approach in a context of continual flux and perpetual novelty

as is the case when dealing with complex social systems

Another helpful aspect from complexity theory for outcome mapping is the idea of positive feedback
in attempting to facilitate behaviour change. The selinforcing aspects of behaviour (e.g. if some
members of a community do it makes it more likely that others will do it as well), seem particularly
relevant in working to help communities achieve greatesults by working together than they
would otherwise. This resonates very well with outcome mapping where progress markers help
programmes to monitor the changes in behaviour and relationships of boundary partners.

The important lesson here is that compiy theory can provide OM practitioners with a conceptual
framework that is able to unify and explain various aspects of development and OM practice which
previously have been seen as “‘common sense” or “lessons from expéremaples of such
aspectdanclude: influencing and monitoring behavioural chandies insights coming from looking

at problems from the perspectives of the actors involved; the power of attempting to help those
actors develop their own solutions to their problems; and the impoctaof taking a holistic view of

the situation.
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Complexity theory thus offers a scientific framework that OM practitioners can use to communicate
the realities of working on the ground in development thadten seem to fail to filter through to the
higherechelons. In other words, complexity theory can help OM practitioners to develop a stronger
argument about why outcome mapping provides a much more suitable approach to deal with
complex social processes and complex adaptive systems than the more doriiremnt planning
methodologies such as the Logical Framework Approach.

For further reflection on this, sea recent community newsletter whicfocussed on this issue:
http://www.outcomemapping.ca/resource/resource.php?id=203

Other link

http://www.outcomemapping.ca/forum/files/READING LIST
Complexity sience s and social change organisations 204.doc
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3 Discussion summaries

3.1 A structured look at OM: Vision
Prepared by Harry Jones

http://www.outcomemapping.ca/forum/viewtopic.php?t=125
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Original Email

Harry JonesUK 21* May 2007

In the recent OM knowledge exchange, there was a useful suggestion made that we have a

more structured discussion of the OM stefsfges. 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 carersation so that it is suitable both for newcomers to
OM and the more experienced users.

To get this discussion underway, | suggest we start with a look at the Vision Statement, and

see how much we can learn from our collective experiences over thenesk or so.

The OM manual says the vision reflects the lesgale developmentelated 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 boundairyeps. 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 wenda?".

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?

Responses were received, with many thanksom:
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Terry SmutylpCanada
Florence Cheg&Kenya
Harry JonesUK

Doug ReelerS. Africa
Heidi SchaefferCanada
Robert Walker Brazil
Nathalie BeaulieuSenegal
Sarah EariCanada
Pushkin India

Andre LingIndia

V L Prasadndia

Rick DaviedUK

Summary of Responses:

1.

Terry Smutyl@ontributed a new angle on visioning, from his collaboratiotihhie Thai

Health Promotion Foundation this year. This involved framing the vision statement by
f221Ay3 G GKS aAddz A2y FIFOSR o0& | LINR2SO0Q:
to their wellbeing, and the behaviour of the actors which urfhce these solutions. He

attached a graphic illustrating the exercise
(http://www.outcomemapping.ca/resource/resource.php?id=118

Florence Chegshared 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 suchpéenting trees). They looked at the pros

and cons of each scenario and then assessed what needed to be done to achieve the
preferred vision.

Harrydirected members t& S NNNE Q AbriefyNécappetl Be discussion so far and urged
other members to share their experiences.

Doug Reeleposeda question relating to whether OM is suitable in situations where
RSOSt2LIYSyd GLINPINI YYSaéd gSNB y2i GKS o0Said o
can involve emergent processes that are hard to predict or plan in advance. In these

contexts, the key ement 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
AYLRNIFYOGZ GKS 2dzi02YSa GKFG SYSNEHS WwWlHft2y3 Gl
this aspetof development projects could be structured as an Outcome to suit donors, Doug
G2NNASE GKFG GKA& YIe 0SS (2 WIRR 2yQ |y AYLRI
0KS FTAONBQ 2F I LINRP2SOl®

Heidi Schaeffef K} NBR KSNJ SELISNASYOS 2F dzaAy3 ¢SNNEQA
found it particularly useful to go through intentional design in a short amount of time while

Oft SFNI & RAAGAY3IdzAi aKA Y 3 iedBom isdzoundary patinérs.0 Sy ST A O
2 KAfS dzaAy3d (GKA&a G222 A0 A& AYLRNIFIyG G2 Sy
lost. Heidi then shared tips from her experience with visioning work. Starting a group off

discussing the meanings of impoytai G SNXa &adzOK |a GiKS SYy@ANRBYY
OKIy3aSe¢ fft2ga LINIAOALIYGa (G2 6S 0O02yySOGSR
attempting to create a vision. She has also found that getting groups to draw vision pictures

is useful, because it ismaore creative activity. A group vision statement can be woven from

the common themes in the various pictures.

Robert Walkeshared his experiences of monitoring and evaluating prsjecBrazil aimed
FO G0KS LINPRAzOGA @GS AyOfdzaiAzy 2F &2dziK®d 90K2AY:
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outcome to capture the emergent nature of change. He also feels that it is important to
AyOfdzRS €23 FNIYS adGeéefS WA MdaheS jeactntede’lA f S LI | vy
change.

7. Nathalie Beaulied y i N2 RdzOSR KSNESt ¥ FyR aKIFINBR | (22¢
ActionscwS lj dzZSadaQao LG Ay@2t @&iagomtBeMyisioifarial LI NI A OA LJI
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
AKFNBR ¢6A0GK 20KSNJ INPNBRBR ISETA TFiOKSEYySA dKER U
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 guidjrthem 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
sharingher experiences of using it this way soon.

8. Sarah Easdhared the suggestion that the vision statement should be created outside the
normal work environment to encourage different thing.

9. Pushkinhas 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 thinksing.
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 LInNB LIt A SR G2 52dzaQa jdzSadGAz2ya |o62dzi 6KSGKS
SYSNBESyYy(d OKIy3aSo IS ¥FSSta GKIFIG GKS ARSEF 2F W
outcomes can be charted onto a blank space, working in uncharted terrdogre is
currently working on an actictearning project with preschools in Rajasthan, India, using an
I RFLIWGSR GSNAAZ2Y 2F haX ¢gKSNBE GKS LINPINBaa Yl |
broad categories within which change can happen. Another Viajlawving for the
dzy SELISOG SR WSYSNHSYy(iQ OKIFy3aSa Aa G2 NBOAAAG |
vision on a regular basis. He feels that this shows that OM can be sensitive to emergent
OKIFIy3aSs YR GKIFG 52dz3Q& eNandouBethéwadyitisS f I &
sometimes applied.

g A

ax

11. Prasadntroduced herself and explained her experience so far with OM on water sanitation
reform programmes. She suggested that it wasénapive to nurture a vision that was
WK2YS INRBoYyQ o0& FILOAtAGIEGAYT tSIENYAY3I aSaanz,

12. Rick Daviesuggested community members see his recent posting about a tool called
W 9 |@ry storylineQuseful for visioning processes, on bisg.

Concluding remarks and actions to take forward:

1 Visioning helps to crystallise the purpose and direction of development projects. This can be
SALISOAFfte AYLRNIIYd ¢gAGK NBIFNRa (2 WSYSNHS)
in advance: in these situations, projects may be better guided according to shared values,
principles and purposes (rather than planned outcomes), and these chuilbénto a
project with a vision statement.

1 When facilitating a visioning exercise it is important to achieve the right balance between
creativity and realismit is often hard to get communities or colleagues to think outside the
realitesofeveryday\l F S | yR A0 A& Ffaz2 KIFENR (G2 SyadaNB i
direction, listing unrealistic and unreachable expectations. Some ways that community
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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

6adzOK a ¢SNNERQa YS(iK2R dzaAy3d GKS NBflIGA2YAaK,
theulim- 6 S 0SYSTFAOAIFINARSAE 2F GKS LINRP2SOG0ZI 2NJ dza A
actionNB Ij dzZSad G22t %X 2N wAiOlQa WS@2t gAy3 aili2NRBE Ay
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3.2 A structured look at OM: Mission
Prepared by Harry Jones

http://www.outcomemapping.ca/forum/viewtopic.php?t=129
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Original Email

Harry JonesUK 5" June 2007

Thanks to everyone who contributed to last week's discussiaheVision Statement. | will
be uploading a summary of that discussion to the learning community website in the next
few days.

During that discussion, Pushkin suggested that "the visioning exercise should be immediately
followed by developing the missidbim order to build on the inspiration and motivation that
come from the development of a vision statement. | think that it would be useful to follow

this idea, and continue our structured discussion of OM by looking at the Mission Statement
over the nexweek or so.

The OM Manual says that "The Mission statement describes how the programme intends to
support the vision", identifying "the areas in which the programme will work toward the
vision", describing how it can best contribute to achieving it.

Whatare your experiences of planning for and using the Mission Statement? Are there any
practical tips for facilitating the creation of a mission statement, and how to use it to shape
your work? And does anybody have any burning questions about this patitodi@e

Mapping?

Responses were received, with many thanks, from:

Naved ChowdhurnyUK
Prasanna Kumaindia
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Harry JonesUK (2 contributions)
Ben RamalingapnUK

Pushkin Phartiyalndia

Heidi SchaefferCanada

Jan van Ongevall@imbabwe

Summary of Responses:

1.

6.

Naved Chowdhurgaid that a mission statement describes the overall purpose of your
2NBFYAaAlLGA2y® LG F2ft26a 2y FTNRY (KS Grairzy
contributetothaK ¢ @ 1S G(KAyla GKFEdG AG OFy 6S | 322R Y
missions can be too idealistic, or unrealistic. He has found developing a mission statement
culture-specific and timeonsuming. He offered some tipshen creating a mission

statement itis very important to respect the views of all participants and to consider the
2NBFYyAalGA2yQa I O002dzyiloAfAide (2 GKS LIS2LX S |
Fo2dzi GKS &a02L) 2F @2dzNJ YAdaaA2ysS YR gKFG YI°
Prasanna Kumahared his thoughts about the mission of the OM learning community. She

emphasised the importance of M & E to development, through its potential to identify
underlying auses of underdevelopment and streamline work.

Harry Jonesummarised the points made so far and asked other if members had any
experiences or questions to share.

Ben Ramalingarshared the experiences of the RAPID team, who formulated a mission as

part of using OM to inform the group strategy. He felt that it was useful to finalise the

mission through iterations: thegrafted the mission, then worked through the boundary

partners, outcome challenges and progress markers, and then revisited the mission and

revised it based on what they considered to be the key contributions they could make. Ben

believes thatthe missioa G | 6 SYSy G4 | Oda Fa | WoONARRISQ 06SGsS
statement and the outcome challenges you want to contribute to in your priority boundary

partners. He feels that it is one of the most straightforward steps of the OM process.

Pushkin Phartiydhinks that the mission statement is an important process to transform the
collective thinking from the vision process into SMART (Specific, Measurable, Achievable,

Realistic ad Time bound) elements, for the real world. Because of this, he disagreed with

.Sy Qa adAaA3SadA2y GKFG A0 Aada AaGNIXAIKOGTF2NBI NRO
group to think realistically and requires good facilitation. He shared his expas from an

exercise he undertook with a women self help group in a remote mountain village for

income generation activities. After creating a vision about possible enterprise activities, the

group had to be informed by insights from the project stafbithe economics of products

and market competition.

Harry Jonessked whether members agreed with Ben, who has found it quite
AONIFAIKOGF2NBFNR (2 Wo NR RS Wit a migsidn, ddRusdhki® whol Yy R 2
felt that in many contexts, it is a challenging and nuanced task to inject some realistic
GKAYTAY3 FFAGSNI WRNBFYAY3AQ dzlJ 6KS @AaAizy adl g

Heidi Shaefferfelt that the mission statement was difficult when working with a group that
is not wellestablished or clear about what they do or what they want to do. In these
contexts, she uses a strategic planning approach to flow from the vision to thismiks

Ay@2t @Sa 3IASGHGAY3T GKS LINIAOALIYGa G2 yagsgSNI |
GKS OAarz2yésr aoKIG Oly 6S |a  3ANRdAZI R2é3 | yI
O2y (NAOGdziS YIFEAYIFfte (2 (K $Sctdehridkad yhére theret KA & K

is shared understanding.
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8. Jan van Ongevalblrgued that while the vision allows a group to get consensus on the
overall direction of a programme, the missign- & KS€ LJFdzA (2 w3asSid ol 01 ¢
idea of the key working areas for the project, and of useful boundary partners. The mission
is also an important element in trying to integrate OM and logical framework requirements:
the realisticworkinga@ + & ARSYGAFASR KSf LI GKS F2NXNdzZ F GA2Y
of SMART indicators, as required by logframes. Jan added that the mission was important
because while the vision is something that boundary partners should contribute to, the
mission gides the programme to look at the strategies which it should take. This helps give
a group insight into how far removed from the eventual beneficiaries a programme is.

Concluding remarks and actions to take forward:

1 The mission statement element of OMeants some realistic thinking after a group has gone
OKNRdzZAK GKS w02ttt SOGAGS RNBIFIYAY3AQ 2F (KS @Aa.
$2N] Ay YR dzy RSNEGFYR @2dzNJ 2NBAFyAaliA2yQa |
g 2dz2Q@S aSio

f Todt FG | YAaairzy adlaSYSyidz AdGQa AYLRNIIFyYyG G2
unique, your accountability to the people you serve, the appropriate scope of your
responsibilities, and to look for SMART (Specific, Measurable, Achievable, Reali$fimand

bound) activities. It can be useful to iterate the steps from the mission statement to the
progress markers to refine them.

1 In some contexts it can be challenging to draft a mission, particularly where a group is not
well established or is not clean its aims. This needs careful facilitation, and can be helped
dzaAy3d 20KSNJ G22fa &4dzOK a |1 SARAQa adNIGS3IAOo
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3.3 A structured look at OM: Boundary Partners
Prepared by Simon Hearn

http://www.outcomemapping.ca/forum/viewtopic.php?t=158
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Original Email
Simon HearnUK 10" October 2007

influe g.
Weeraboon Wisartsakul,
Thailand

Angre Ling, Incia

A while back we started a series of discussions centredral the 12 steps of OM. We first
looked at Vision (Harry Jones produced a summary here:
http://www.outcomemapping.ca/resource/resource.php?id=1)19%e then looked at
Mission http://www.outcomemapping.ca/resource/resource.php?id=120

We're going to kick off the new season with a discussion on step 3 of OM: Boundary
Partners.

The OM Manual says "Boundargrmers are those individuals, groups, or organisations with

whom the programme interacts directly and with whom the programme can anticipate

opportunities for influence". What are your experiences of applying the Boundary Partners
element of OM? Are therany tips for identifying boundary partners, and how to shape your
work around them? Does anybody have any burning questions about this part of Qutcome

Mapping?

Responses were received, with many thanks, from:
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Summary of Responses:

1. Enrigue Mendizabaiffered a simple stakeholder

Enrique MendizabalUK

Rick DaviesUK

Friday MwabaZambia

Julius Nyangag#&enya

Harry JonesUK

Simon HearnUK

Weeraboon WisartsakuThailand

Ricardo WilsotGray Netherlandq?2 contributions)
Steve PowellBoshia and HerzegoviKia contributions)

Andre LingIndia(2 contributions)

analysis tool used bRAPIDcalled the AlIM
(Alignment, Interest, Influence Matrix). It has been
found to be useful for identifyingoundary partners
and gives an idea of the kind of work that needs to
be done and how challenging it could be. For more
details about the tool and guidelines on how to use
see the resource uploaded by Enrique:

The Alignment-interest and Influence
Matrix

http://www.outcomemapping.ca/resource/resource.
php?id=135

Rick Davie®ok this idea further by directing the
community at a three dimensional versiohthe

AlIM developed by Ruth Murrayebster & Peter
{AY2Yy AYy GKSANI wnnc Lldzo
{GF1SK2f RSNJ al LILWAYy3EY
http://www.pmforum.org/library/tips/2006/PDFs/11
-06-Lucidius.pdf

Rick also raised the issue that defining boundary
partners from the perspective of the programme, as
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stated in the manual, is a problem since programmés
are often very complicated and it is often uncertain as to who is in the programme/and
is a BP of the programme. Rick suggested that it would be easier to operationalise if BPs

were defined from the perspective of the organisation.

Friday Mwabashared his experienoaf working with partners in Zambia and immediately
saw the potential of using the stakeholder analysis tools described above to make the job of

partner selection easier.
Julius Nyangag@2 y G NA& 6 dzi SR (0 2

iKS RAZOdzEEAZY

approach fittp://www.outcomemapping.ca/resource/resource.php?id=1)36lis premise
for the article is hat the researchers work in a different way to development practitioners
and that the OM definition of BPs presents a challenge for researchers using the method to

plan their projects. Namely,

a. researchers are reluctant to engage with other actors durirggdasign phase;

b. researchers often fail to see the value in measuring behaviour change of BPs and

look straight to changes in beneficiaries.

In the article, Julius shares his experience working with research teams applying OM and

some possible ways of und#anding and applying the concept of boundary partners.
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10.

11.

12.

Harry Jonetinked back to previous discussions on this foru
YR 1ljd2iSR TNRY (KS NBOSyi
Mapping Wak', a collection of discussion summaries from
the first year of the Outcome Mapping Learning Communit
(http://www.outcomemapping.ca/resource/resource.php?id
=139. The discussiongere about the importance of BPs as
concept in OM and some concerns about whether this
concept constrains the way the project/programme works.

Simon Hearmesponded to Rick Daviesrament on
perspective and on defining whether a particular actor is a
or part of the programme. He gave a couple of recent
examples where this problem has posed a challenge and
asked for experience and advice from other members.

Weeraboon Wisartsakuhared a few ideas about how the Thai Health Promotion
Foundation dealt with this challenge. They focussed on whose behaviour needs changing
and who has the influence to change it. In @ooases Thai Health are influencing their

grantees to change, in which case they would be an internal BP. But not all grantees are BPs.

In other cases grantees, together with Thai Health, are influencing other people or
organisations to change; these woudd external BPs.

Ricardo WilsotGraumade three recommendations from his experience working with
international social change networks:

c. itis wise to constantly rassess the boundamyhere control ceases and influence
begins;

d. internal or organic outcomes are a necessary complement to changes in external
social actors;

e. intense monitoring of boundary partners and the changes in their behaviour,
relationships and actions is more importahtan planning or evaluation.

Steve Powelhdded an alternative approach dealing with the challenge of networks as BPs
which arose from work in Bosnia and Herzegovina and treats BRdigguals and systems

at the same time while planning strategies for both. The idea is to add a third row in the
strategy maps table callesy/stemor groupplaced between théndividualand environment
rows.

Ricardo WilsotGrauagreed that the distinction between groups and individuals is helpful to
think about in network situations because you often want to influence the network staff or

representatives as well as the network meméie® . dziT KS RARY QUG FAYR Al

systems as BPs in this context because systemic changes are usually changes in state or

Wal { A

SYGANRYYSYyd FyR ha AdyQi O2yOSNYySR 6AGK YSI &

Steve Powelhgreed with these points and suggested sticking withgramupstitle. He also
suggested, as an alternative to the adaptation of the strategy maps, that the individuals and
the groups can be treated as separate BPs.

Andre Lingvanted further clarification on this adaptation of the strategy maps. He
guestioned the addition of thgrouprow, suggesting that aarganisationrow would also
be needed for completenessetalso offered some advice about thinking in termsydtem.
CANRGEEY GKIG AGQa dzaS¥F¥dzZ F2NJ aSSAy3a i
Ay (GKS ha FTNIYS@g2NlQ Aa FdzyOdAz2yAy3daed {S
when® aiSya NS5 dzaSR (G2 ONBIGS WY2RStaQo
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13. Andre Lingalso had a question about applying the BP element of OM in a community

development project in India that he is involved in. He wanteda@dabout how to group

BPs and whether a sudroup (‘particularly active citizen leaders') should be treated as
separate BPs.

Concluding remarks and actions to take forward:

T

The concept of boundary partners is one of the ways in which Outcome Mappihgseis
itself apart from other approaches. It forces you to recognise the limits of your influence and
to think realistically about whom you want work with to affect change.

The crucial thing to remember with Outcome Mapping is perspective. When idegtifyi

boundary partners, you have to put yourself in the picture at a specific point and define BPs
from that point.

Outcome Mapping is robust and flexible enough to allow it to be adapted and applied to a
wide range of contexts. The boundary partner elemeftén needs careful thought at the
beginning of the project to ensure it works in the specific contexyy. researchers,

networks.

It can often be beneficial to undertake a comprehensive stakeholder analysis to complement
the boundary partner step. Thewre additional tools to aid this process.

The guestion of how best to group boundary partners has yet to be answered.
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3.4 A structured look at OM: Outcome Challenges and Progress Markers
Prepared by Simon Hearn

http://www.outcomemapping.ca/forum/viewtopic.php?t=276

. Istherea The relationship between
attit nd behaviours
is complex and non-

linear.
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Simon Hearn, UK
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Javier Pacheco, Colombia Canaca

Original Email
Simon HearnUK,21* April 2008

2 SONB adGFNIOAY3 | &l NuetoindfhBilBngeR Andl Prdgéess Markersi 2 R &
The discussion will last for three weeks, which is actually not that long, so please contribute
whatever you can, whenever you can. This could be a great opportunity for some of our

newer members to probe the expése of the wider community.

The discussion will be informaho question is too simple and all comments or points of
viewarevaluablea 2 LJ SIaS R2y Qi K2fR oFO1® 2KIG LQfft
hopefully get the ball rolling, but pleasl® ask your own questions if you have them.

Outcome Challenges and Progress Markers are all about behaviour change. They help us to
visualise what our boundary partners will be doing differently if our programme were to be

extremely successful. For someople this focus on behaviour could be a stumbling block as

many people often think in terms of attitude. They could argue that a change in behaviour

may not be sustainable and what actually counts is the resulting change in attitude. For

example, a pubti servant can change their behaviour is a very superficial way in order to

IFAY NBaLISOGzT oeé aleAya GKS NARIKG GKAyIEA Ay |
attitude to a particular issue changes that a sustainable outcome can be obtained.
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Has this conflict between behaviour and attitude come up in your conversations? In what
contexts is it particularly critical?

Responses were received, with many thanks, from:

Robert KWalker, Brazil

Nicholas NajdaCanada

Andre LingIndia(2 contributions)

Wouter Van DammeBelgium

Ricardo Wilson GraiNetherlandq3 contributions)
Michael O'BrienNetherlandg2 contributions)
Heidi SchaefferCanada

Gonzalo Romerdolivia

Javier Pachec&olumbia

Garth GrahamCanada

Terri Willard Canada

Simon HearnUK

Steve PowellBosnia and Herzegovina
Julius Nyangag&enya

Abass Kabiru OlatubospNigeria

Kyla PennieCanada

Sana GuylPakistan

Jan van Ongevall&imbabwe

Andre Protor, South Africa

Weeraboon WisartsakuThailand

Week one summary

After a very active first week of this discussion, a summary was made that tried to cover all the main
points:

Thequestion posed was one of attitudes versus behaviour in how we describe the changes

we want to see in our Boundary Partners. Many of the contributions challenged this
RAAUGAYOUAZ2Y® hdzNJ F LILIINR I OK ySSRa (2 KIkE@S | WR«
both normative and utilitarian and recognising the spectrum of cognitive processes that are

involved in any kind of social change. It has also been suggested that the relationship

between attitude and behaviour is not always linear and posttitlee two are distinct yet

interconnected in a complex way. This highlights the need for grounding any kind of change

in the context in which it is occurring; the question of how and why have to accompany what

kind of change we are looking for.

In terms of how waneasure change, we focus on behaviour as it gives a useful proxy of
attitude, which is harder to measure. Perhaps a more robust proxy is intention based on i)
attitude to behaviour, ii) subjective norms and iii) perceived behavioural control.

There is aesounding concern among the contributors that the language of OM implies a

W2 SN NBflIGA2yaKALI 60SG6SSy WGKS LINPAIANFYYSQ
interpreted as patronising and controlling. Communication is key here: Softer language

could beused (support, facilitate, assist instead of influence). A focus on modifying policies

and practices rather than changing beliefs, thoughts, feelings or challenging competencies

could be more constructive. The power problem becomes less of an issue#ithective

of the change is clarified, and if it is originating from the vision rather than the mission. Firm
agreements can ensure the ownership of the change is clearly in the domain of the

Boundary Partner rather than the programme

Summary of indivilual responses
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Robert Walkesuggested that attitudes and behaviours often exist side by side in a dual

compliance structure of normative and utilitarian outcomes. He highlightednip®itance

2F ARSY(GAFE@AY3I I LINR2SOGQa adNBy3idKa |yR gSI -
Nicholas Najdaeminded us of the complex, ndmear, relationship between attitle and

behaviour and that often they are two independent entities with differing influences. He

also brought up the question of powerto what extent can a system influence an

AYRADGARIZ £t Q&4 0SKF@A2dzNI 2NJ | GG A G daRBdwithy R (12 4 KI
their attitudes while existing within the confines of the system they are living in?

Andre Lingeframed the question from one which conflicts attitudes and behavioumi®
which asks what kind of behaviours can be considered as suitable proxies for attitude. He
also raised the point that behaviours are
more interesting to measure than attitude ng

. . Create new
as they represent systemic transformation. T aluatind ™

idea

T Creating ™

Wouter Van Dammeointed us toBlooms S
nalyzing

taxorpm which descrl'bes a spectrum of Distincuish differort oorts

cognitive pocesses which can help us =" applying o

define what we mean by behaviour and U INIOFTIONION 10 D6 G
y Understanding

attitude (see right).

Explain information or concepts |
U A ememberin

Remembering information

Ricardo WilsotGrauhighlighted a few
challenges he has faced in working with
large global netwdt. The language used in OM was problematic for manyEmglish
ALSEF{SNARD t | NIAOdzZ F N¥ @ GKS dzasS 2F GKS GSNy w,
words like facilitate, support and assist have been found to be friendlier. Focussing the
outcomechallenge on new or modified policies and practices rather than on beliefs,

opinions, feelings or competencies can also help to avoid the power problem. There is,

though, always an unavoidable danger of patronising our boundary partners.

a Al S hddcudsdd$hg common temptation to treat progress markers as a simple
checklist rather than a sedfvaluation, reflection and learning tool. He suggested that a
deeper understanding of thbehaviour change processes could prevent this misuse. In
particular, by considering behaviour change in the context in which it occurs and deepening
our understanding by asking ourselves how and why the change takes place.

Ricardo WilsotGrauposted again with a note about the balance between M&E design and
M&E implementation. He suggested that there was a tendency to spend a lot of effort on
the intentional design phase, planning intdiéthe changes sought rather than on the

agents of change themselves. A light and imaginative intentional design will allow more time
to be spent building relationships, ensuring participation and frequent monitoring, learning
and adjustment of the stratgy.

Heidi Schaeffeshared her experience with intentional design and the importance of

perspective and strong participatory processes. She argued that the problem of power, and

partA Odzf NI @ (GKS FSStAy3a 2F LI GSNYFfAaY>x akKzdzZ F
developed from the perspective of the partner

and tied to the vision rather than the mission. An Behavior

if strong participatory processes are in place to

support the partner in aitulating their beliefs, ]
attitudes, and vision then the OC becomes a-self ‘

created picture for the partners to see where the
are heading and the PMs become a road map of
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10.

11.

12.

13.

14.

15.

transformational change that will help direct the support of the programme.

Gonzalo Romerda K NBR KA & (GK2dzZ3KGa 2y GKS 4h6rO2y2YAOa
article. He suggests thamtention could provide a more accurate proxy of behaviour. In his

model (see right), intention is a function of three other influences: the attitude towards the
behaviour, the subjective norms and the perceived control over the behaviour change.

Javier Pacheccontributed his thoughts on the necessity to bullgreementsamong the
boundary partners in order to proceed in a mutually convenient way and to support the
changes envisioned by the padrs. He emphasised the need for partners to own the
direction of change and the strategies and to understand the relation between the two.

Garth Grahantommented on the trend in theiglcussion so far to focus on behaviour

OKIy3aS Y2y3 AYRAGARdAzZrf ad 1S adaA3ISaGtdSR GKFG
Mapping, which is to measure how learning changes the collective behaviour of systems. He

posed a new question to the communityhat progress markers have boundary partners

identified to indicate that shift from individual behaviour change to system behaviour

change?

TerriWillardNB LIt A SR (2 st with b deRBeRtZabodt théNdifficulty 8 networks
to identify boundary partners and progress markers. She suggests that this could be
indicative of a wider problem that many networks get caught up in information sharing and
networking can easily lose bigof how/why and organization might use the information or
contacts as part of a broader development change process.

a Al S hnotedMidatdngny of the contributions had emphasisée importance of

relational and reflexive activities such as partner engagement, connecting emotionally,
inspiration, feelings, visioning and dialogo@sed monitoring. He highlighted the fact that

such activities require a lot of time and energy investitremd are difficult to maintain. He
asked what the limitations were and how they have been overcome. He also suggested that
along with the too little of this type of activity, there could be too much and that a point of
diminishing returns could be met.

Andre Lingcontributed a number of points about learning in a social context. One of the

strengths of Outcome Mapping, he states, is its evolutionary nature with built in-feudl

feeRol O] f22LJ& GKIG adAaydzZ S + WNBFt SEABSQ Od:
progress markers and vision, can help maintain the dynamic balance between reflection and

action. But ultimately, if learning and reflection is built into the prognaen as opposed to

focussing on targebased programming, then the programme will be able to focus more on

guality, innovation, creativity and partnerships.

Simon Hearmame back to théopic of power with the following post:

As we continue our discussion on Outcome Challenges and Progress Markers this week, | just
wanted to throw a few things in.

Many of you touched on the issue of power last week and this has come up many times
before in conversations and in workshops. | just wanted to explore this issue a bit further in
the context of describing behaviour changes though OCs and PMs.

Do you agree that there is a problem of power relations? Either in the sense that OM

engenders (oritJSNOSAGBSR (2 SYy3aSyRSNL | LI GSNYIFfA&AGAC
risk of partners feeling patronised by the process.

Is this an issue of language as suggested by Ricardo? Perhaps OM needs to be contextualised

and made more culturally sensié. Or maybe, as Ricardo says, a certain amount of
patronisation is inevitable.
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oA

hNJ Aa AG F YFGGSNI 2F LISNBRLSOGAGS a &adAaA3SadasS
paternalism if we truly build the OCs and PMs from the perspective of the boundenep,
y20 FTNRY G(GKS LISNARLSOGAGS 2F (KS WLINPINIYYSQ |

We all want to see our boundary partners changing, transforming, and developing in some
way. And we recognise the need to describe these changes in order to fotysiarntise

our efforts. But we also want to empower our partners by ensuring they have ownership
over the changes. How can this balance best be achieved?

16. Garth Grahanpointed out animportant principle when talking about power, or
empowering; that acculturation works in both directions. In a complex, dynamie, self
organising system, the programme is not external to the system but rather a part of it and
therefore the ability of a prommme to empower is imagined.

17. Andre Lingcommented that power relations will always be a problem in some way in social
change contexts and group processes. Many of the problems ateired in the identity,
biases and preconceptions of the facilitators and the group members themselves. He
reiterated the need for deep, open, inclusive and participative dialogue between the various
partners about their own desired behaviour changes #&tA NJ 2 ¢ yThinRingdnA 2 y a @ W
terms of power 'with' rather than power 'to’ or power 'over' probably makes for a more
flexible and creative approach to modelling the change process which encourages the
dissolution of the problem of power relations as ergragnt proceed® Q

18.aA 1S hAINRRBYF2NI I LI NI AOdzZ NI SEFYLX S 2F (KAA

19. Ricardo WilsotGrau states that it is only useful to identityoundary actors and formulate
outcome challenges. The unpredictability of the environment in which they work, as well as
their own complexity, openness and dynamism, means that going further to identify
progresamarkers is an unhelpful intellectual and mechanical exercise.

Splinter conversations
Out of the above conversation two other discussions emerged.
A) Questionnaires as a tool for measuring progress markers

http://www.outcomemapping.ca/forum/viewtopic.php?t=273

1. Steve Powelllescribed an approach he recently applied where he used {#axteys to
monitor the progres®f the boundary partners in terms of the progress markehow far
along the road of behaviour change are they. He was interested in hearing any feedback
about this approach and whether anyone has any similar experiences.

2. Juliusprovided some concrete examples of the type of questions that could be useful to
track progress in terms on knowledge, attitude and practice.

3. Abass Kabiru Olatubosmmentioned that UNICEF Nigeria is doing a similar KAP survey for
the evaluation of a hygiene promotion programme.

B) Progress markers versus competency based training

http://www.outcomemapping.ca/forum/viewtopic.php?t=280

1. Kyla Pennishared an interesting problem she recently came up against when planning a
capacity development programmerfcommunity development practitioners that sat
alongside a formal, longerm training programme. There was a confusion between progress
markers for behaviour change due to the wider programme versus competencies exhibited
as a result of the training. Slasked for advice on how to distinguish between the two and
how best to graduate the progress markers while being sensitive to the mix of
transformative changes and practical skill development.
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2. Sana Guleplied with a similar experience and suggested that practical skill development
YIN]SNE gSNBE WitA1S G2 asSSQ FyR GKS Y2NB (NI y:
3. Jan Mn Ongevalleommented that clearly defined boundary partnergvhom the
programme aims to influence and is able to moniganay clear up the confusions. He
mentioned two instances where BP clarity has helped and he uploadb&é&nplanfor a
five-day life skills training event which features a set of progress markers to facilitate the
monitoring of longetterm training outcomes.

4. Andre Proctoisuggested that competency standards and progress markers are different
things. The competency standard is simply a tool that you can use to measure whether the
outcome has been achieved. The progress markers could inalodter a certain level of
competency has been reached but they could also include many other indicators such as
constituency feedback.

5. Weeraboon Wisartsakuhared a similar experieate was involved in where the training
G2N)] aK2LJA 6SNB aSSTAYy3ad WAYYSNI OKFy3ISQd ¢KAA i
terms of progressive behaviours. He asked whether anyone has a similar experience.

6. Andre Proctomadded that in the case of community development practitioners, there is a
YSSR (2 0dAfR a2F0 WAYYSNI ljdZ t AGASEAQ a oStf
practitioners need to be effective animators, facilitatonsobilisers and drivers of new
attitudes, understandings, behaviours and actions in others. But how can these qualities be
certified? He suggests that practitioner effectiveness can be read in the relationships they
build, the energy they mobilise in othg the creativity and innovation they inspire and in
the real sustainable differences in community weting that flow from these.

Concluding remarks and actions to take forward

1 The question of attitudes versus behaviour stimulated a very interestingisifon. The
contributors commented both on the difficulty to measure attitudes and unhelpfulness of
attitudes when thinking about systemic transformation. There were also worries that
explicitly aiming to influence attitudes could result in power problemd that partners
would be more cooperative if the changes explicitly being sought were practical rather than
fundamental.

1 The contributors very quickly identified that the relationship between attitudes and
behaviours is complex and ndinear and thathey exist simultaneously as part of a more
diverse spectrum of cognitive processes. Different projects have different needs in terms of
the level of change they are trying to influence, but ultimately it is behaviours that need to
be measured; often as pxies for deeper changes.

1 The power problem raised some very good, and very practical points. Stronger agreements
and participatory processes can help smooth partner relations. OCs and PMs that are from
0KS LI NI ySNIDa LISNA LIS O lshod@neda By fFae@alzina SR 2y K
Wt N23INI YYSaQ KIFI@S G2 NBO23yArasS GKFEG GKS@& I NB
FYR AYGSNIINBGAY3T FNRY (GKS WLI NIYSNBRQ 2dzad | a
2T LROSNI WoAUKQ NYABESND (KK YdzLR 639 WHIRD RMNA &2
power.

f

1 Points for further debate include:

0 What progress markers have boundary partners identified to indicate the shift from
individual behaviour change to system behaviour change?

0 Are there any examples or aswhere the power issue has been problematised in a
project?
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0 Are there any further thoughts or examples of using questionnaires to monitor
progress markers?
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3.5 A structured look at OM: Strategy Maps

Prepared by Simon Hearn

http://www.outcomemapping.ca/forum/viewtopic.php?t=289

Original Emalil
Simon HearnUK 21* April 2008

C2NJ GKS ySEG 1 eokify &t stepSsdithe OM BeHodology: Strategy Maps
(http://www.idrc.ca/en/ev-28388201-1-DO TOPIC.html#padd).

So,@ 2 dzadntBied your boundary partners and formulated yowrtcome challenges; now
you need to figure out how you can contribute to the achievement of these outcomes. The
Strategy Map tool was designed to do just this. It helps programmes clarify the approach
they will take and is particularly useful for developibalanced strategy. See the OM
manual bttp://www.idrc.ca/en/ev-28388201-1-DO_TOPIC.html#pad) for a complete
description of this tool.

One of the most common comments lheara dzi G KS &GN} iS3& YIL (22¢
map strategies at all, but that it is aimed at the level of activities. Does this indicate

confusion in how best to use this tool? How have you found it useful in your work? How

have you integrated it into yoyslanning process?
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