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Prove it! Toolkit

3. Project Reflection Workshop Instructions
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Introduction

The Project Reflection Workshop represents Step 3 in an evaluation using the Prove It! Toolkit. It is designed so that those who have been involved in a project can look back over the work and reflect on the impacts it has had and the lessons that have been learnt. The workshop could also provide an opportunity for someone who has not been directly involved with the project to facilitate and play the part of auditor, to check that they agree with the findings as interpreted by you, the project manager, and to help explore whether the hypotheses on how the project creates impact stand up in reality. One way to make the most of this would be to look again and compare the findings from this workshop with what was captured on the Project Storyboard that was prepared in the planning stages of the evaluation as part of Step 1.

This tool takes the form of a Poster that provides the structure for a 1½- to 2½-hour meeting. Participants are guided through a series of stages each focusing on a different aspect of the project’s outputs and outcomes. Traditional evaluation using ’before and after’ indicators is usually best for catching intended outcomes; this Reflection Workshop is designed to acknowledge these as well as to understand some of the un-intended and unexpected consequences of the project, particularly in relation to how it was delivered.

Preparation for the workshop
Who should come?

In order to decide who should attend the workshop, make a list of those groups of people who can affect or have been affected by the project’s activities. Then identify individuals from those groups who you think would be able to contribute to telling the project’s story. If you aim to have a mix of perspectives attending the workshop, the more comprehensive your story will be and the better the opportunity for learning.

The workshop works best with between 12 and 15 people taking part, although it can be run with as few as four or five participants. Any more than 15 may make a useful conversation difficult to manage. To get the maximum benefit from the exercise, the attendance list of participants could be made up of up to two or three members of the following groups of people:

· Project Manager, leader or champion –they can hear what the project has been like from other people’s points of view.

· Project staff – for them it is an opportunity to appreciate the effects of their work as well as gain a better understanding of some of the management issues.

· Active participants – including volunteers, without whose involvement the project would never have happened.

· Beneficiaries – people who may have benefited from the project either as participants, or as users or recipients of the services provided.

· Members of the wider community – people from different age-groups or backgrounds who have not taken part directly in the project’s activities, but who may be affected by what the project is trying to achieve.

In addition, the workshop provides the opportunity to re-connect with people who are not currently involved with the project, but who have been involved at one time or another. You could also aim to involve people who you would call ‘critical friends’ of the project – people not directly connected but whose opinion or advice you value.

Who runs the session and what should they do?

As part of the effort to ensure the fairness of the findings we recommend choosing an outsider to take on the role of facilitator, and run the session. This should be someone who can provide some independence to the proceedings, and give a different perspective on the findings of the evaluation to that of the Project Manager.

In effect this outsider performs an auditor role. He/she might be a retired local person, a community activist, someone from a local business or housing association or a representative from a similar organisation or project who is able to give up about a day of their time in total. As well as reading through and commenting on the final draft of the Project Manager’s Prove It! report, the Poster Session will also take up around 2½–3 hours of their time.

It is important that the facilitator is identified early on and sent these instructions well in advance so that he/she has plenty of time to prepare for the meeting. The facilitator’s main job on the day is to make sure that everyone gets a fair chance to have their say. 

Someone will also need to be responsible for making sure the venue and refreshments are sorted out and that the participants are informed in good time when and where the meeting will take place and what they should expect. 

To summarise, this is what the facilitator does:

· Read through (and understand) the instructions well in advance of the workshop.

· Before the workshop begins put the Poster on a firm flat surface (wall or table) so that everybody in the meeting can see it and can write on it and stick things on it.

· Make people feel welcome and comfortable at the workshop, and make sure everyone understands what the meeting is about.

· Follow the instructions closely in order to guide people through the stages of the Poster during the workshop.

And how they should do it::

· Encourage people to tell their own stories from their own experience and record them in their own words.

· Keep people on track and on time.

· Look out for, and highlight common ground and connections.

· Look out for and manage conflict.
Managing conflict

Although the Reflection Workshop requires little formal knowledge of facilitation, some projects may have highlighted or been characterised by difficult issues between different groups or individuals involved. If this is the case, some thought may be needed beforehand by the Project Manager and the facilitator as how best to manage these relationships in a workshop environment.

Often it is preferable to manage conflict rather than to try and avoid it. One way to do this is to start the workshop by writing up and agreeing a set of ground rules as to how the discussion will be managed and to act as a reminder to everyone of the point of the session. The rules can help externalise any potential conflict, and allow difficult yet important issues to be dealt with without them becoming personal.

As an example of a set of ground rules, here are some of the Guidelines to a Good Conversation taken from Democs,
 a nef (new economics foundation) tool for participative democracy.

We are all equal – one person, one voice as well as one person, one vote.

Your view matters – especially if you are the only one who holds it, because no one else will say it.

Speak your truth – but there may not be time for the whole truth; see that everyone has a fair chance to speak.

Listeners are as important as speakers – work at listening well and allow others to finish before you speak.

Seek to understand – rather than to persuade.

Seek the wisdom of the group – together we have far more knowledge and wisdom than any of us can have alone. You can always learn from others however far apart you appear to be.

Look for common ground – this is the way forward.
The materials

The Poster consists of four separate sheets. It needs to be assembled so that each sheet is reproduced on an A1 (flipchart) piece of paper. This can be done easily by taking the electronic version of the poster to a high street printing shop and having it printed out in this large format. Alternatively, print out the four sheets onto normal A4 paper and copy them by hand onto four A1-size flipchart sheets.

Alternatively, you can print out the four separate sheets onto A4 paper and use the ’multi-page enlarge’ option that can sometimes be found on more sophisticated photocopiers. This can be set to reproduce an original A4 image on 4 x A3 sheets which, when stuck together make the equivalent of an A1 flipchart. 

Once you have printed or copied out the poster for the wall, it should look something like this:
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In addition to the Poster you will need to obtain a set of Post-it™ notes in five contrasting colours and a medium/broad-tipped marker pen for each participant. If different coloured Post-it™ notes are difficult to obtain, then make sure that you have at least five different coloured pens. 

There are six stages to the workshop. These are numbered in the instructions, and denoted by large numbers on the Poster. Once the meeting begins, the facilitator needs to make sure everyone keeps to time. Aim to complete the workshop in 2½ hours (including breaks). Not every stage will take the same amount of time; in fact the first three stages may only take a few minutes each, whereas the second three stages will take longer.

Put the Poster on a firm flat surface so that everybody in the meeting can see it and can stick things on it. You could put it on a wall, on the floor or on a large table and arrange the seating so that everyone can see the Poster and each other.

Final checklist 

Here is a checklist of all the things you, as Project Manager, need to do and obtain in order to run the Project Reflection Workshop.

1. Choose and invite participants who have taken part or who may have benefited from the project. Aim to have between 12 and 15 people attending the workshop.

2. Invite someone to take the role of facilitator and send these instructions to them well in advance so that they can prepare.

3. Arrange a suitable venue for the workshop (including refreshments for a half-time break).

4. Prepare the four sheets of the Poster and obtain Post-it™ notes and coloured pens and tape, drawing pins or Blutack for attaching the Poster to a wall or board.

5. Decide who will transfer the information from the Poster onto the Project Reflection Workshop Recording Sheet at the end of the session, and make sure they are ready to do so as soon as possible after the workshop finishes while it is fresh in their mind.

You are now ready to start.

We have added an estimated time to each stage to help you plan your time. The whole session should take between 1½- and 2½- hours, including a break.

The workshop 

Introductions (expected time 5–10 minutes) 
Why are we here?

Explain why you have come together and what you hope to achieve. 

What will happen?

Explain what will happen: how long it will take and how you are going to fill in the poster together.

How long will it take?

Agree the time at which you will finish. Explain roughly how long you have for each stage and ask someone in the group to keep an eye on the time.

Introduce yourselves

Introduce yourselves if needs be. If some people don’t know each other very well, you can ask them to say more about themselves than who they are and where they come from. Questions they could answer include:

· Where they live.
· What they like about living there.
· Their involvement with the project.
· What they hope to get from the meeting.
(Note: Even if you know everyone in the room, they might not know each other.)

Stage 1: Name of project and attendance (expected time 5–10 minutes)
It might be that you want to discuss everything the group has done, or just one element of a specific project. Let the group decide and then write the name of the group and the name of the project (if appropriate) at the top of the first sheet of the Poster (by the number 1).

Stage 2: Signing in (expected time 5–10 minutes)
Look at the Key at the top of the second sheet of the Poster (No. 2). There is a table with five rows of boxes, four of which have been left blank. Assign a different coloured Post-it™ note to each of the shaded boxes on the left-hand side of the table. If you are not using different coloured Post-it™ notes, denote each shaded box with a different coloured marker pen.

Now check how many people are present at the meeting.

If there are four people or fewer at the meeting:

Ask each person to write his or her name in one of the boxes of the left-hand column entitled: Names. People don’t have to write anything in the column Group Name. Don’t divide into groups but give each individual a different coloured pad of Post-it™ notes (or a different coloured marker pen) and continue as normal. Now go to the: ‘Who is not here?’ step in this stage.

If there are more than four people at the meeting:

Ask everyone to divide themselves into no more than four groups. As a rule, people should go in the same group if they have something in common in relation to the project.

For example, you might want to divide up into groups made up of Project Managers, Project Partners, Project Participants and Local Residents from the wider community. Alternatively, arrange yourselves in a long line with the people who have been associated with the neighbourhood or project at one end, and those more recent arrivals at the other. In order to form groups of people with different perspectives on a project go down the line counting off groups of three or four people each. This recognises that people who have been here longest will bring the experience of that longevity, whilst those at the more recent end of the line will be able to bring in a fresh look with new ideas. 

Once you have agreed how to divide up, ask each group to write down its group name (if they have chosen one) in one of the boxes labeled Group Name on the right-hand column of the Key. Then ask each person to write his or her name in the Names box in the left-hand column. You can now go to: ‘Who is not here?’

Who is not here?

The last group of the Key is labeled ‘Who is not here?’ Ask everybody if there are groups or individuals not present at the meeting who may have a perspective different from those that are already represented. Agree on the most important groups or individuals (not more than three) and write their names in the space next to this box. If you have some way of representing their opinions at the meeting, remember to include these (this may include a written note, notes from a prior telephone conversation or someone representing the opinions of the absent party). Be careful not to misrepresent absent people and do note that they were not actually present at the meeting.

(Note: Don’t get bogged down in this section! If there aren’t obvious groups then just divide yourselves as equally as possible.)

Stage 3: Calibrate the timeline (expected time 5–10 minutes)
Today’s date

Enter today’s date in the box labeled ‘You are here’ at the right-hand end of the timeline on the second sheet of the Poster.
Starting date

Agree the start date of your project and enter that at the beginning of the timeline. 

(Note: This might be when you first thought of the project; or when you first started meeting as a group; or perhaps when you started to raise funds.) 

Between starting and today’s date

Mark the timeline with some years and/or months so that you can record events in the right place.

Stage 4: Highs and lows (expected time 35–45 minutes)
Divide up into the groups that you have decided on. Each group must have a different coloured set of Post-it™ notes corresponding to the key, and a pen (or coloured pens if using same-coloured Post-it™ Notes).

Using Post-it™ notes
Ask each group to discuss amongst themselves and to agree on the two highest and two lowest points of the project. They could start by noting as many highs and lows as they like, but eventually they will need to choose two of each for the Poster. Ask them to give each high and low a short title that describes it (e.g., ‘planted bulbs’). Write each title on a Post-it™ note. Also write a very brief reason explaining why it was a high or low. So, for example, your Post-it™ note could read ‘Planted bulbs – real sense of progress in group.’
Presenting group by group

Each group presents its highs and lows to everybody else in the room while attaching the Post-it™ notes to the poster.

Place the highs and lows (the Post-it™ notes) on the poster at the appropriate date along the timeline. Highs go above the timeline and lows below. The further away from the timeline, the more extreme the high or low was.

(Note: If you haven’t already done so now might be a good time to take a 10–15-minute break.)

Stage 5: Connections, impacts and learning (expected time 5–15 minutes)
Connections

Now the whole group has a look at the Poster and discusses the overall picture. Can you see any connections between different highs and lows: for example where a high or low point has led to subsequent highs and lows? Use a marker pen to link them up with arrows. 

At this point you could also refer back to the Project Storyboard and compare it with the story told through the highs and lows.
 
Use the spaces on the Poster to write down what you as a group notice as the impacts and learning from the project. Here are some questions you could use to focus this discussion. 

Impacts

· How does the anticipated timetable of activities compare with the way things actually turned out?

· What difference have we made by doing this project? Have there been any spin-off effects?

· How has this project made people in the area feel? What evidence do we have?

· How has the project helped people to develop new skills and confidence? What evidence do we have?

· What evidence do you have that our anticipated outcomes have come about as expected? If they haven’t come about, why is this?

· What do people in the area do differently as a result of the project? What evidence do we have?

Learning

· Have there been any surprises?

· What would we have done differently in this project if we knew at the start what we know now?

Stage 6: Moving forward (expected time 20–30 minutes)
You have thought about highs and lows, and you have highlighted some lessons. Now it is time to take a look into the future. Ask the whole group to answer the following questions and complete the table on the far-right-hand side of the Poster:
What do we want to achieve next?

Think about the goals that still need to be achieved. Maybe you want to change the direction of the project, or develop the next one.

What do we need to do in order to achieve it?

Once you have clarified your goals think carefully which actions will be necessary in order to achieve them. You will probably also want to think about who could take responsibility for particular actions and deadlines.

You have now completed the poster. Well done!

Feeding back 

When the meeting is over, take a few moments to transfer the information from the Poster onto the Project Reflection Workshop Recording Sheet. This will be useful for summarising what happened in the meeting for yourself and for telling other people who were not able to attend. It can also form part of the Project Manager’s final report on the project.
� For more on Democs and nef’s work on other tools for participatory democracy visit � HYPERLINK "http://www.neweconomics.org/gen/democs.aspx" ��http://www.neweconomics.org/gen/democs.aspx� 


�  Note: The following instructions are a step by step guide for the person taking the role of facilitator





� The Storyboard was prepared at the start of the project and provides a description of the project’s theory of change describing the original hypothesis about how the project was intended to bring about outcomes. This was Step 1 of the Prove it! Toolkit.
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