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Prove it! Toolkit
1. Project Storyboard and Impact Mapping Exercise
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Introduction

Prove It! is about making evaluation simpler and more manageable so that it becomes part of the culture of an organisation, not an add-on at the end of a project. This is particularly important where few resources are set aside for measurement, such as in the small-scale Barclays Sitesavers for which the Prove It! Toolkit was originally designed.

Evaluation guides and handbooks will tell you that if the evaluation of a project is to be effective it needs to be planned before the project itself begins. Prove It! is no exception. This is important because in order to track the impact that your work has had, you first need to have a hypothesis, or theory, about how the activities (the inputs) produce particular results (outputs) that in turn help to bring about a change (the outcomes). 

For example, a common hypothesis is that activities and resources employed to build a fresh-water well (the inputs of a project) result in the provision of a clean source of water (an output of a project) which will lead to reduced incidence of water-borne diseases (an outcome). How this change comes about is what we call the ‘story’ of the project. 

The first stage of developing any project is about understanding the story about how particular activities address an identified need and lead to a particular outcome. The first part of the Prove It! Toolkit involves a simple two-part exercise for project managers to use on their own or with project workers and key people involved in the project. 

Once you have completed this short exercise you will have a Project Storyboard against which the final evaluation can be compared. It will be especially useful for the retrospective Reflection Workshop that takes place at the end of the project. 

Preparing for a Storyboard
This note provides a four-step outline for conducting a conversation about impact. Although the implication is that you will involve a whole range of stakeholders in such an exercise, it works equally well as the starting point for a one-to-one conversation between one person wanting to relate the story of his/her project to another.   

You can use this exercise to map your impact, so that you can:

· Describe the story (hypothesis) of how the activities of a project or an organisation bring about not only the short-term outputs and outcomes but also the longer-term impacts.    
· Better engage with stakeholder groups so that they are involved in the process of establishing criteria for success, as well as choosing targets and indicators that are meaningful to them.  

· Establish a clearer understanding of what needs to be measured in order that the story can best be told, and specific measurement tools and frameworks can be chosen that are fit for the purpose of proving it.

Step 1: Eight questions for a conversation
Bring together a group of stakeholders for a meeting. These might be people who affect or who could benefit from the project. Make sure that they have a good grasp of what the project is about, and then in the light of that knowledge invite them to read through the eight questions in the left-hand column of Table 1. Ask them to think about the answers they would give from their particular perspectives as project workers, participants or potential beneficiaries.
Divide the group into pairs or threes and ask them to use the questions as the basis for having a conversation about the project – perhaps with one person asking the questions and the others describing ‘their take’ on how the project might work. Together you will build a picture (showing a logical progression) of how they see the project might have an effect. The right-hand column in Table 1 provides some prompts as a guide for that conversation.
Table1: Eight questions for a conversation

	
Questions
	Prompts

	1. What is the context in which you are working or living that means you can see the value in setting up this project? 
	You could describe the project area as it is now, and the need that you hope the project will address.

	2. What are the activities and actions that are being planned as part of the project?
	These could include project planning, obtaining resources and involving people in different ways as well as delivering the physical elements of a project.

	3. What initial results (changes) would you expect to see once these activities and actions have begun and the project is on its way?
	Changes could be in the attitudes and behaviour of people affected by the project, as well as more visible, physical changes to the area. 

	4. What medium-term changes do you expect to see as a result of the project? 


	You could define ‘medium-term’ as 8 to 16 months and define ‘long-term’ as beyond 16 months from the project’s start date. However, this of course depends on the nature of the project. Ultimately the fifth box of the flow diagram (see Figure 1) will be describing something closest to the vision for the project.
At this stage focus on positive changes – but make a note of potential negative effects as part of Question 8 below.

	5. What long-term changes do you expect to see as a result of the project? 
	

	6. How do the initial results (in box number 3 on the flow diagram – see Figure 1) lead to the medium-term changes that you identified in Question 4 above?


	Questions 6 and 7 present an opportunity to explore the assumptions that have been made that one change will automatically lead to another. To test the assumptions about those changes you need to be clear what else needs to happen or be part of the experience to make it so.

For example, just achieving a qualification may not be enough to ensure people get a job – perhaps some additional intervention, such as guidance on how to prepare for a job interview is needed to make this more likely to happen. 
So try and describe precisely how each of the more immediate changes will lead to further changes in the future or for a wider group of people. Sometimes asking ‘Why is that important?’ of each thing you mentioned in response to questions 3 and 4 can help with this.  


	7. How do the medium-term changes (in box number 4) lead to the longer-term changes that you identified in Question 5 above?
	

	8. What barriers do you foresee in implementing the actions or activities, and what might prevent the positive changes you have identified from coming about?
	This question is a useful opportunity for a reality check.


Step 2: Building a Project Storyboard
Prepare a large sheet of paper (A3 or larger depending on how many people are taking part in the exercise) by reproducing Figure 1, and attaching it to a wall or notice board..
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Figure 1: Blank flow diagram
Having allowed the stakeholders (in pairs or groups) to discuss each of the eight questions in detail (and to do so more in the spirit of a conversation than an interview) invite them to summarise their responses (in note form) in each of the corresponding numbered boxes on the flow diagram (Figure 1). You can fill in the boxes in any order, so by all means start with the easy ones. Feel free to add extra comments to boxes as and when ideas occur to people during the conversation. 

With a large group you could give people Post-it™ notes, invite them to summarise their responses on those and then attach them to a large wall–sized version of the flow diagram.

If you cannot get everybody ‘in the room’ at the same time, you could take a large version of the flow diagram to different venues and on separate occasions invite people to take part, attaching their contributions as and when they are able to do so. This will be much harder to manage, but at least people will see that they are contributing, literally, to a ‘bigger picture’. 

Step 3: Impact Mapping 
Now have a look at what you have written in each box and triangle, and think about each comment in terms of whether you would describe it as an Input, an Activity, an Output, an Outcome or an Impact.  

Clarify which is which by listing each of the comments under one of the five headings. (We recommend that you draw up a blank version of Table 2 onto a flipchart sheet and fill it in column by column.) 

Table 2: Definitions for an Impact Map
	Inputs
	Activities
	Outputs
	Outcomes
	Impacts

	The resources that you need to manage the project. 

E.g. Time, money, staff, other assets  (such as a building), a clear vision and shared direction, etc.
	The things that you do to effect some sort of change in people, the community, or the environment. 

E.g. Providing a service, a programme, or a good to people. 
	The direct results and beneficiaries.  Usually outputs show that certain people receive something, learn something, or take part in something as a result of what you do or how you do it. 

E.g.   Easily countable things, like the number of people involved, or the number of hours of training delivered etc.
	Longer-term change. Describe why each output is important, in terms of the implications for, and the effect it has on, a local area or a group of people.

This is the theory that you will be testing – the link between what you do and the things you care passionately about. 
	When thinking about your vision, impacts are the big picture change you are trying to create or the changes in the wider world that the work you are doing is contributing to.

E.g. This could be in terms of your vision for change in people’s lives, a community, the environment or the local economy.

Otherwise a more precise definition of impacts is ‘the outcomes less what would have happened anyway’.

E.g. If you got 10 people a job, how many would have got one anyway? 


For now, don’t be afraid to put the same thing in more than one column. People often get hung up on the definitions for these words; try not get bogged down and so decide what definitions work best for you. As a guide the working definitions in Table 2 may help you decide for yourselves which is which. 

Although this next bit isn’t essential, you may feel it necessary to decide for each of the comments in the columns when roughly they will happen (or when they need to have happened for the project to be a success) and label them NOW, SOON or LATER (or N, S or L) as you think appropriate. You will need to have agreed timescales for ‘now, soon and later’ in order to do this.  

Step 4: Ways of knowing 

You should now have at least two large sheets of paper on display: one showing the completed Project Storyboard, and another with five columns listing Inputs, Activities, Outputs, Outcomes and Impacts (Figure 2).

	Inputs

How do you know?
	Activities

How do you know?
	Outputs

How do you know?
	Outcomes

How do you know?
	Impacts

How do you know?


Figure 2: Ways of knowing table
As a first step to choosing and developing indicators (literally: ways of knowing that something has happened or changed) ask yourselves how you will know that a particular input has been delivered, how you will know that an activity has successfully produced a particular output, and how you will know that that output has successfully brought about an outcome and an impact. Do this for each of the items you have listed in each of the columns. 

On a third sheet of flipchart paper, make a long list of these ways of knowing. This will be the basis for a master list of the things you need to measure in order to be able to tell your story.

Review the things on this long list by asking participants:

1. Which ones are we measuring already?

2. Which ones would we like to measure in order to give us the most important bit of the story?
3. What questions should we ask of whom and when, in order to capture this story?
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� The numbers refer to the boxes and triangles in the flow diagram illustrated in Figure 1
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