Multi-stakeholder Assessment: Tool 14


Multi-stakeholder Assessment
Stakeholder Workshop Facilitation Plan
This sample facilitation plan provides approximate timings, guidance and notes to assist with facilitating a stakeholder workshop as part of the Multi-stakeholder Assessment process. These notes provide a starting point for planning your stakeholder workshop but clearly have to be modified to meet your needs, as they are based on MeTA workshops. Please refer to the stakeholder workshop checklist (Tool 12) when planning your event.

Prior to the arrival of participants do the following:

· Arrange the room as you would like it

· Make sure the laptop and projector are working and set the presentation to Slide 1
· Prepare a name label for yourself and ask your co-facilitator to do likewise
· Check you have all your resources ready (as per the workshop checklist)

· Ensure welcome refreshments are ready

· For workshops 1-3 you will need to identify ‘core problems’; ‘causes and effects’; and ‘Innovations’ for groups to work on based on the findings from your stakeholder interviews (For more information see the facilitation schedule below)
Facilitation Schedule

	Session Outline
	Resources

	Arrival and Registration of Participants



	Start Time:
	8.00
	Duration
	30 mins
	

	· Upon arrival ask participants to sign the attendance register and prepare a name label
· Offer refreshments and point out where the toilets are located
· As an activity while waiting for participants to arrive, ask everyone to write onto a post-it note what they think the role of the network is (instructions for doing this can be written onto flipchart). This should only be a short description and participants might like to focus on network activities. When finished, ask participants to stick their post-it notes onto the wall/flip-chart paper (this will be used in a later activity). 
· With your co-facilitator, try grouping the post-it notes into categories 

	· Attendance Register

· Pens

· Name labels

· Refreshments

· Post-it notes

· Flip chart mounted on wall for post-it notes



	Introductory Session



	Start Time:
	8.30
	Duration
	30 mins

	· Begin by welcoming everyone to the workshop on behalf of yourself, your co-facilitator and the network
· Go around the room and ask everyone to introduce themselves by saying their name and organisation.

· Using Slide 2 present the objectives for the workshop and the intended outcomes.

· Present the workshop programme using Slide 3, participants should have received this in advance hence there’s no need to 
	· Slides 1-4



	spend a great deal of time here


	

	Group Principles

· Establishing ground rules or group principles for the workshop is incredibly important and should be done now using Slide 4. If ground rules are not clearly defined it may cause offence when we begin to explore and discuss problems identified in the stakeholder interviews and hence steer the workshop off course.
· When presenting the group principles to participants focus on points 1 and 2. Emphasise the term ‘dialogue’ as distinct from ‘discussion’ and ‘debate’ (see notes below)
Dialogue

Dialogue is an exchange of ideas and opinions that is aimed at resolving differences. It requires listening to diverse views and opinions in order to develop mutual understanding
Debate
Debate involves discussing or examining and question by presenting and considering arguments on both sides; they generally do not lead to an integration of views

Discussion

Discussion is the consideration of a question in open, informal debate. It may explore the benefits and disadvantages of different views but it is not focused on mutual understanding that leads to consensus building
· Seek agreement from participants on the group principles and ask if they would like to make any changes and/or additions before moving on.

	· Slide 4

	Setting the Scene: background to Assessment



	Start Time:
	9.00
	Duration
	15 mins
	

	· It is useful to remind the audience about your organisation’s overall purpose and how this relates to the assessment; this will reduce the potential of unmet or unrealistic expectations on the part of your audience Slides 5-9 can be used for this purpose

· The degree to which these objectives are being met, their constraints and opportunities will form the basis of workshops 1-3, with additional input coming from key findings from stakeholder interviews.
· Ask participants to remember back to when they first arrived and were asked to write down what they thought your organisation’s role was. How does this compare with the objectives on slides 8 and 9? Are there any areas of doubt? 


	· Slides 5-9
· Use of post-it notes from earlier activity



	Our Methodology: introducing RAAKS



	Start Time:
	9.15
	Duration
	30 mins
	

	· This session is composed of two parts: an introduction to RAAKS; and an exploration of the stakeholder interview process,
	· Slides 11- 24


	·  including a presentation of some key findings from informant interviews 

· Use Slide 11 to give an overview of RAAKS and Slides 12-15 to describe RAAKS main phases. Emphasise that the workshop will focus on Phase C of RAAKS. The following additional notes may be useful:
i. Provide a definition of action research as – a reflective process of on-going problem solving by a group to improve the way they address constraints and solve problems.

ii. Social competence – emphasise that RAAKS views innovation as a social process rather than simple discovery and dissemination of information by individuals. 

· Slides 16-26 summarise key findings from stakeholder interviews.
· Begin by presenting Slide 17 which details the main objectives of the interviews. It is helpful at this stage to provide a breakdown of those stakeholders who were interviewed
· Slide 18 makes use of a RAAKS Tool analysing information source by key informant’s organisational type. Slides 19 and 20   summarises additional findings relating to information sources.
Constraints reported by Key Informants

· Present Slides 21-24.  Try to keep discussion on these points to a minimum – other than points of clarification. Participants will be able to engage in dialogue on the points raised during the workshop sessions.


	

	RAAKS Phase B: Analysis of Constraints & Opportunities

Introducing Workshop 1

	Start Time:
	9.45
	Duration
	25 mins
	

	· This first workshop is designed to follow RAAKS principles by performing a strategic diagnosis of a set of problems that are affecting the achievements of your organisation’s objectives as described in the workplan.
· RAAKS advocates that multi-stakeholder partnerships must first understand the key constraints that are working against them before focusing on specific solutions.  
· You may like to use the analogy that a doctor would not offer a prescription without first examining the patient and making a diagnosis (sometimes even a second opinion is required – this is akin to multi-stakeholder perspectives)
· The purpose of this introductory session before the morning comfort break is to outline the key concepts underpinning problem tree analysis and describe the workshop activity.

· Present Slide 26 which gives some background to problem tree analysis (For background notes of leading a problem tree analysis workshop see Appendix I although for the purposes of this workshop we have adapted the methodology slightly)
	· Slides 25 -26


	· Using Slide 27 illustrate how to construct a problem tree pointing out the cause-effect relationships within the problem tree

· From the stakeholder interviews, [your organisation] has already identified a number of constraints that are affecting [your organisation’s] ability to implement its workplan.  

· From this intelligence the purpose of this workshop session is to (Slide 28):

1. [change purpose as appropriate]; and

2. [change purpose as appropriate].

· Slide 29 provides details of the workshop activity. Explain that after the comfort break, further instructions will be given on a handout and facilitators will be available to guide the workshop session.

· Prior to the comfort break allocate everyone to a group (3-4 groups is ideal dependent on the range of ‘core’ problems to explore)

· Allocate group zones within the room and point out where each group should be when they come back from comfort break


	

	
	

	Morning Comfort Break

	Start Time:
	10.10
	Duration
	20 mins
	

	· If you have used Manila/flipchart paper for groups to construct their problem trees on, put these on the walls/table/floor now. It helps to draw an outline of a tree on the paper
· For each group you will have identified a ‘core’ problem and written this onto a piece of paper. Allocate each group with their ‘core’ problem. For this activity core problems are identified on Slide 27
· During the stakeholder interviews a number of problems will have been identified, each of these should have been written onto a separate piece of paper (now called ‘cause and effect cards’). Allocate a set of problems to each group based on their ‘core’ problem

	· Manila or flipchart paper

· Masking tape or blu-tac 

· Core problem cards
· Examples of causes and effects cards



	RAAKS Phase B: Analysis of Constraints & Opportunities

Workshop 1: problem tree analysis

	Start Time:
	10.30
	Duration
	90 mins
	

	A total of 90 minutes has been allocated for this workshop. Use approximately 60 minutes for the main activity and reserve 30 minutes for feedback

· Welcome participants back from comfort break!
· Participants should now be in their individual groups spread out around the room.
· Provide each participant with Handouts 1 and 2 and ask them to take a few minutes to read the instructions. Once they are understood the groups can begin working on their problem tree
· This activity requires skilful facilitation. Sometimes groups can get stuck and it is necessary to help them by using an example. 
	· Slides 30-31
· Handout 1- Instructions for workshop 1

· Handout 2- Problem tree analysis template

· Core problem cards

· Examples of causes and effects cards



	· Try to be on hand as much as possible to ensure that the activity has been understood.

· After 60 minutes, bring the activity to a close and encourage participants to walk around the room to look at the other problem trees. 

· After 5-10 minutes bring all participants around the first problem tree and facilitate a dialogue with the group. Does everyone agree with the problems identified? If not why not? Do changes need to be made? Do people agree to make changes?

· Repeat this process with all the problem trees until consensus has been reached.


	· 

	RAAKS Phase C: Strategy and Action Planning
Introducing Workshop 2: creating an innovation tree

	Start Time:
	12.00
	Duration
	 Up to 30 mins
	

	· As with the problem tree exercise, the objective of this introductory session is to explain how to use the problem tree to construct an innovation tree.
· The picture of a tree on Slide 32 is actually an innovatively designed solar panel – this may help to establish in the participants minds the move away from the problem tree to the innovation tree

· Present Slide 33 which once again shows the problem tree example from earlier. This slide however goes further and uses examples to change the problem tree into an innovation tree
· Explain to participants that following lunch we will begin the process of turning problems into solutions


	· Slide 32-33


	Lunch

	Start Time:
	12.30
	Duration
	 90 mins
	

	· If you brought a camera take a picture of each problem tree for the purpose of your report
·  Move the problem trees for each group slightly to one side to allow for them to construct their innovation trees
· As before provide them with Manila or flipchart paper with the outlines of a tree drawn onto it
· A range of innovative solutions were described by key informants during the stakeholder interview process. Write a range of these solutions onto individual pieces of paper (now called ‘Innovation Cards’) and stick these onto an area of the wall called the ‘Innovation Wall’
· During the workshop, participants, if they like the idea of the innovations, can take them and include them in their innovation tree

	· Camera

· Manila or flipchart paper
· Masking tape or blu-tac

· Innovation cards



	RAAKS Phase C: Strategy and Action Planning

Workshop 2: creating an innovation tree

	Start Time:
	14.00
	Duration
	 60 mins
	

	A total of 60 minutes has been allocated for this workshop. Use approximately 40-45 minutes for the main activity and reserve 10-15 minutes for feedback


	· Slides 36-37
· Handout 3- creating an innovation tree



	· Welcome participants back from lunch! If energy levels are low you may consider an energiser that is culturally appropriate.
· Participants should now be in their individual groups spread out around the room as before
· Display Slide 34
· Provide each participant with Handout 3 and ask them to take a few minutes to read the instructions. Once they are understood the groups can begin working on their innovation trees
· As before, remain close by to ensure that the activity has been understood and where necessary intervene by giving examples
· After 45-50 minutes, bring the activity to a close and encourage participants to walk around the room to look at the other innovation trees. 

· In the remaining few minutes bring the group back into plenary and ask if there are any reflections, comments or questions.


	

	Afternoon Comfort Break

	Start Time:
	15.00
	Duration
	 20 mins
	

	· If you have brought a camera, take a picture of each Innovation Tree for your report
· Along one of the walls of the room space evenly A4 pieces of paper that have the objectives of [your organisation] written onto them and one with miscellaneous. Leave space below each.

	· Camera
· Organisation objectives


	RAAKS Phase C: Strategy and Action Planning

Workshop 3: actor potential analysis and the role of your organisation

	Start Time:
	15.20
	Duration
	 60 mins
	

	A total of 60 minutes has been allocated for this workshop. Use approximately 35-40 minutes for the main activity and reserve 20-25 minutes for feedback

· Welcome participants back from afternoon break! 

· If energy is low perform a short energizer 

· The main part of this activity is to agree your organisation’s role, if any, in implementing the innovations developed during the previous workshop session. As described earlier your organisation has a number of broad objectives [in this specimen they are:
1. The provision of information and public access of existing data relating to medicine registration; quality; prices; availability and ethical practices

2. The set-up and institutionalisation of processes for transparency and accountability at both national and decentralised areas

3. Development of policy interfaces 

4. Establishment of sustainable mechanisms for multi-stakeholder collaboration]

	· Slides 36-37
· Masking tape

· Camera 

· A4 paper

· Pens



	
	

	· Assign participants to one of four groups based on the objectives described above. People should be put into different groups for this workshop.
· Groups should now assess the innovations that were developed during workshop 2 in terms of organisation objectives (this is also shown on Slide 37)

· If an innovation is clearly an objective, the group should take the innovation out of the tree and place it under the relevant objective on the wall

· They should repeat this for all innovations in each tree

· If an innovation does not fit under a specific objective it should be put under the miscellaneous heading

· Some innovations may go under more than one heading, allow groups to write additional innovations onto A4 paper if they wish

· After about 30 minutes bring the groups together around the wall and facilitate dialogue. Do they agree with the placement of the innovations? Would they like to move any? 
· As a final Prioritisation Activity, explain that each participate may select 3 innovations as their Top 3. To do this they should take a marker pen and place one small dot onto each of the top 3 innovations they would like to vote for. When they have done this they should return to their seats in plenary
· If you have a camera take a picture for your notes
· In the time that remains facilitate dialogue on the key partners that will support the implementation of the innovations that have been described as the top 3-5 innovations based on the ranking exercise just performed. Write these onto flip-chart at the front.

	

	Reflection

	Start Time:
	16.20
	Duration
	 10 mins
	

	· Summarise the day by highlighting the progress that has been made during the workshop. Key highlights should include:
I. a clearer understanding of the causes and effects of core problems facing the achievement of your organisation’s objectives
II. Ways to improve multi-stakeholder participation within your organisation
III. A range of innovations for consideration in your organisation’s work programme moving forward
· Go around the room and ask participants if they have any reflections that they would like to share
· Thank all relevant people
· Prior to closing provide all participants with an evaluation form and ask them to complete this and hand it in prior to leaving

	· Slide 

· Evaluation form




Appendix I
Problem Tree Analysis

Introduction

Problem and Situational Analysis helps to determine real - as opposed to apparent - development needs. In addition, it helps to bond programme participants together by identifying a variety of issues that may need to be dealt with, such as the roles of different partners in resolving those issues, or the timescale and resources needed to achieve a given solution. 

Sometimes, for example, the analysis for a proposed activity may reveal 'upstream' issues that need to be tackled before the apparent development activity 'downstream' can take place. Or it may identify underlying issues affecting the sustainability of development benefits once the immediate activity is finished. 

Problem analysis helps by: 

· Building a better understanding of the underlying causes of development issues; 

· Building stakeholder consensus; 

· Identifying potential constraints; 

· Aiding the analysis of the real causes of the problem; 

· Helping establish meaningful relationships with other implementers; 

· Helping establish the actual size of the problem and the likely resources needed to tackle it; 

· Helping establish DFID's comparative advantage against alternative ways of solving the problem. 

Problem tree analysis workshop with key stakeholders 

Problem tree analysis is undertaken in a workshop setting, where a variety of stakeholders are brought together to analyse the existing situation. 
The first task is to identify major problems, then the main causal relationships between them are visualised using a problem tree. 

How to do it 

During the Problem Analysis stage, it is important that as many possible options are examined as possible. Here, the aim is to establish an overview of the situation. Later in the process, the perspective will be narrowed and deepened in order to prepare an activity design. 
Box 1: Steps in undertaking a Problem and Situational Analysis

	Guidance notes and key questions
	Hints

	Step 1: Formulate problems 
A. Stakeholders brainstorm suggestions to identify problems areas

B. Each identified problem is written down on a separate card or Post-It. 
	Post-Its are a particularly useful device, otherwise use small cards, such as 5 x 3 record cards, and display them where all participants can see them. 
Try only to identify existing problems, not possible, imagined or future ones. 

What is a 'problem'? A problem is not the absence of a solution but an existing negative state: 'Crops are infested with pests' is a problem; 'No pesticides are available' is not. 

	Step 2: Select Focal Problem 
A. Stakeholders brainstorm suggestions to identify a focal problem, that is, to describe what they consider to be the central point of the overall problem. 

B. Each identified problem is written down on a separate card or Post-It. 
	What is a 'focal problem'? One that involves the interests and problems of the stakeholders present. 
If agreement cannot be reached, then: 

· arrange the proposed problems in a problem tree according to the causal relationships between them; 

· try again to agree on the focal problem on the basis of the overview achieved in this way. 

· If no consensus can be achieved: 
· try further brainstorming; 

· select the best decision, e.g. by awarding points; or 

· decide temporarily on one, continue your work but return at a later stage to discuss the other options. 

Whenever possible, avoid a formal vote by the participants to obtain a majority decision. 

	Step 3: Develop the problem tree 
A. Identify immediate and direct causes of the focal problem. 

B. Identify immediate and direct effects of the focal problem. 

C. Construct a problem tree showing the cause and effect relationships between the problems. 

D. Review the problem tree, verify its validity and completeness and make any necessary adjustments. 
	In developing the problem tree, the cards or Post-Its can be moved so that: 
· the immediate and direct causes of the focal problem are placed in parallel beneath it; 

· the immediate and direct effects of the focal problem are placed in parallel above it. 

Causes and effects are further developed along the same principle to form the problem tree. 
The problem analysis can be concluded when the stakeholder groups are agreed that all essential information has been included that explains the main cause and effect relationships characterising the problem. 

	Step 4: Developing the Objectives Tree 
A. Reformulate all the elements in the problem tree into positive desirable conditions. 

B. Review the resulting means-ends relationships to assure the validity and completeness of the objective tree. 

C. If required: 

· Revise statements; 

· Delete objectives that appear unrealistic or unnecessary; 

· Add new objectives where required. 

D. Draw connecting lines to indicate the means-ends relationships. 
	In the objectives analysis, the problem tree is transformed into a tree of objectives (future solutions of the problems) and analysed. 
Working from the top, all problems are reworded, making them into objectives (positive statements). 

Difficulties in rewording may be solved by clarifying the original problem statement. 

If a statement makes no sense after being reworded, write a replacement objective, or leave the objective unchanged. 

Check that meeting objectives at one level will be sufficient to achieve the objectives at the next level. 

Problems: 'If cause is A, then the effect is B' 

Objectives: 'The means is X in order to achieve Y' 

Note: Not every cause-effect relationship becomes a means-ends relationship. This depends upon the rewording. 

Working from the bottom upwards, ensure that cause- effect relationships have become means-end relationships. 

Draw lines to indicate the means-ends relationships in the objectives tree. 

	Step 5: Alternative Analysis 
A. Identify differing 'means-ends' ladders, as possible alternative options or activity components. 

B. Eliminate objectives that are obviously not desirable or achievable. 

C. Eliminate objectives being pursued by other development activities in the area. 

D. Discuss the implications for affected groups. 
	The purpose of the alternative analysis is to identify possible alternative options, to assess their feasibility and agree upon one strategy for action. 
Possible alternative means-ends branches in the objective tree that could become activities are identified and circled. 

These means-end branches constitute 'alternative options'. 

Alternative options should be discussed in the light of the interest groups that would be affected by them and the ways in which they would be affected. 

	Step 6: Selecting the Activity Strategy 
A. Make an assessment of the feasibility of the different alternatives. 

B. Select one of the alternatives as the activity strategy. 

C. If agreement cannot be reached, then: 

· introduce additional criteria; 

· alter the most promising option by including or subtracting elements from the objectives tree. 
	In selecting the most viable alternative a series of criteria should be developed and used. These could include: 
· costs; 

· benefits to particular groups, e.g. the 'poverty focus' of the activity; 

· the probability of achieving objectives; 

· the social risks and costs; 

· the assumptions made. 

Stakeholders should also agree on other criteria to use when assessing the viability of the alternative options. These could include: 
Social criteria. Distribution of costs and benefits, gender issues, socio-cultural constraints, local involvement and motivation; 

Environmental criteria. Environmental effects, environmental costs versus benefits. 

Technical criteria. Appropriateness, use of local resources, market suitability. 

Institutional criteria. Capacity, capability, technical assistance. 

Economic criteria. Economic return, cost effectiveness. 

Financial criteria. Costs, financial sustainability, foreign exchange needs. 


Box 2: Structure of the problem tree showing causes and effects
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Box 3: Problem tree analysis 

Define the focal problem, its immediate and direct causes and its effects
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Box 4: Objectives tree analysis 

Transform each problem statement into an objective
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Box 5: Alternatives analysis 

Using objective criteria, analyse which objectives should be central to the activity design.
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Linking the Problem Analysis with the logframe 

In some situations the Problem Analysis can be used to directly identify the hierarchy of objectives in the first or left-hand column of the logframe.
� Adapted from DFID Toolkit available at � HYPERLINK "http://webarchive.nationalarchives.gov.uk/+/http://www.dfid.gov.uk/FOI/tools/chapter_03.htm" �http://webarchive.nationalarchives.gov.uk/+/http://www.dfid.gov.uk/FOI/tools/chapter_03.htm� 
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