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ADAPT is designed to help European employers and workers anticipate industrial change and deal with its effects. It will operate until the end of 1999.

Actual and potential promoters of ADAPT projects
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· trade unions and other workers’ organisations;
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· local development agencies;

· non-governmental and voluntary organisations;
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THE EMPLOYMENT COMMUNITY INITIATIVE OF THE EUROPEAN SOCIAL FUND

EMPLOYMENT targets groups which face special difficulties in the employment market through its four strands : women in NOW, young people without qualifications in YOUTHSTART, disabled people in HORIZON and, from 1997, people excluded or at risk of exclusion from the labour market in INTEGRA. It will also operate until the end of 1999.

Actual and potential promoters of EMPLOYMENT projects
General

• local and regional authorities

• trade unions and other working organisations

• firms and employer’s associations

• technical colleges

• local development agencies

• universities or research centres

• training, guidance and employment centres

	INTEGRA specific


	• NGOs for/of disadvantaged groups

• solidarity organisations/centres for migrants, refugees and ethnic minorities

• functional and social rehabilitation centres for disadvantaged groups



	YOUTHSTART specific


	• non governmental organisations (NGOs)

• youth organisations and agencies services

• schools

	NOW specific
	• women’s group

• rganisations promoting equal opportunities



	HORIZON specific
	• NGOs for/of handicapped people

• functional rehabilitation centres


FURTHER INFORMATION

The management of the Initiatives is largely decentralised to the European Social Fund (ESF) Missions of the Member States. They have designated National Support Structures (NSSs) to assist them in the implementation of the Initiatives. Further information, application forms and other publications for both Initiatives, are available from the ESF Missions and the ADAPT and EMPLOYMENT Support Structures in your Member State.
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Introduction

Who is this Guide for?

This guide is designed to help promoters of projects under the four strands of the EMPLOYMENT Community Initiative – that is, project managers and other members of project teams already delivering EMPLOYMENT projects, or planning to do so.

What is the purpose of the Guide?

The guide aims to support the development and application of effective self-evaluation procedures by project teams themselves, as a means of improving their management of current projects, and their planning of future ones. Whatever the current stage of your project, the step-by-step approach allows you to identify possible       improvements to your self-evaluation procedures. 

What approach to evaluation does the Guide take?

Evaluation is not an exact science, and the guide does not attempt to lay down fixed rules for self-evaluation. Instead, it offers a framework for the design and use by project managers of self-evaluation procedures, appropriate to the activities of their own projects, and tailored to the needs and capacities of their own project teams.

Like all good ideas, self-evaluation is really very simple. Indeed, self-evaluation is a central part of everyday human behaviour. As we go about our daily tasks, we are constantly engaged in sequences of imagining (planning action), doing (performing practical tasks), and reflecting (evaluating the results of action). Whether we are baking a soufflé or running a business, we review our original plans and our practical actions in the light of our actual experience, and adjust our approaches and methods in order to improve the performance and outcomes of these tasks.




In the context of an innovative and developmental project, it is especially important to understand the process as well as the impacts of implementation, in order to draw lessons from the attempted innovation. 

Any good project manager will already observe project progress and performance closely and keenly, will discuss achievements and problems with other members of the project team, and will seek to adapt the running of the project, as well as plans for future projects, in the light of their insights.

The more formal process of self-evaluation recommended by the guide attempts to improve the effectiveness of this reflection by:

· gathering and recording relevant information in a systematic way

· analysing that information 

· making the results of the analysis available to managers in an appropriate form

The function of self-evaluation is therefore to help project managers to understand and learn from their projects’ implementation, and to incorporate this understanding into their work. It does this by providing affordable, achievable means to structure their reflection on the progress and performance of their projects, and to improve its effectiveness.

The ultimate aim of any self-evaluation is, of course, to improve the quality of project work, and to enhance its value to its target beneficiary group. In the context of the EMPLOYMENT Community Initiative, self-evaluation can also make a valuable contribution to the dissemination and wider take-up of successful innovation.

On-going, ‘formative’ evaluation

There are many different approaches to evaluation. The main focus of this guide is on what is called ‘formative’ evaluation – that is, the on-going evaluation of a project as it progresses.

‘Summative’ or final evaluation, which takes place at or after the end of a project, is usually concerned principally with project outcomes, and seeks to identify and measure effectiveness in achieving stated objectives and targets. It is often designed solely to inform decision-making at the level of the organisation (in respect of future projects) and of the programme (in respect of future funding rounds).

Formative evaluation, on the other hand, although it does not ignore outcomes, is also concerned with processes. It measures progress towards objectives and targets, giving early warning of problems as they arise, and allowing managers to respond swiftly when things do not go according to plan. It is designed to inform decision-making at project level, by providing rapid feedback between project activities and project management.

Formative evaluation is intended to answer such questions as:

· How closely are we keeping to our project workplan?

· What unforeseen obstacles or issues are causing us to diverge from the workplan?

· From the perspective of different project stakeholders, how well, how easily and how fully are we achieving our objectives?

· How might we improve our implementation of the workplan, either immediately or in the future?

Of course, formative and summative evaluations of a project are closely related. Indeed, the information gathered and analysed in the course of on-going formative evaluation is likely to furnish a good deal of the evidence required for a final, summative evaluation. 

How does self-evaluation relate to external evaluation by the ESF?

This guide assumes that you have already received, from one of the National Support Structures (see p. 63), information about how the EMPLOYMENT Initiative operates. You should therefore be familiar with the five principles to which each EMPLOYMENT project is expected to adhere:

Glossary

· Innovation
Glossary

· Transnationality 
Glossary

· Bottom-up approach 
Glossary

· Multiplier effects 
Glossary

· Mainstreaming 
From the point of view of the European Social Fund, these principles constitute key criteria for assessing the success of individual projects and of the Initiative as a whole. It is highly likely that in designing self-evaluation procedures for an EMPLOYMENT project, a project team will wish to pay particular attention to these issues.

However, it is important to distinguish between self-evaluation, which is the subject of this guide, and external evaluation. Your project will be the subject of external evaluation by one or more of the organisations responsible for funding your activities. The European Social Fund administration, in particular, will require you to provide records of financial and other information, as the basis for its own evaluation.

Such external evaluations will focus on assessments of the project’s efficiency (value for money) and effectiveness (measurable outputs) in the delivery of programme objectives. Some of the information which you are required to gather by an external evaluator may be relevant to your own internal self-evaluation process, but it will certainly not provide you with a comprehensive picture. And the external evaluator’s conclusions will, of course, come too late to be of any help in managing the project.

The information which you gather and examine in the course of on-going self-evaluation, on the other hand, will produce evidence that is of direct and immediate help to you during the life of the project, as well as feeding into your own final evaluation. The same evidence may also be of interest to an external evaluator, but this is incidental to its original purpose.

How is the Guide structured?

The guide deals with nine steps, which together make up the project planning cycle (see Contents page). Steps 4 and 5 deal specifically with self-evaluation of the implementation stage. Step 4 covers information gathering, and step 5 analysis and reflection. The other steps show how project self-evaluation should be embedded in project plans, and how it can enrich operational and strategic decision-making, as well as the dissemination and promotion of project outputs.

This structure allows each reader to start reading, if they wish, at the point that is most relevant to the current stage of their own project (see diagram on Contents page). 

Each chapter of the guide – each step – includes:

· an introduction, outlining the scope of the step, and making clear its place in the project planning cycle

· a method, providing a framework for project managers to work through the step’s content

· tools which may be useful in carrying out the step

· examples based on the experience of real EMPLOYMENT projects, and designed to illustrate the step’s method (key words are highlighted) – the same four hypothetical case studies, based on real projects, are used in each step, allowing you to follow one example through each step of the project planning cycle

· a checklist of what needs to be done, which may be useful when you revisit the guide some months after your initial reading

· a summary of what has been achieved in the step

Defining terms

The guide uses a number of special terms – key words for any discussion of project self-evaluation.

Glossary

The first significant occurrence of each of these words is underlined, and is accompanied in the margin by a pointer to the Glossary.

Step 1 – Research and analysis

Your project will attempt to provide solutions which meet real needs. This step is designed to help you to define those needs.

The purpose of pre-project research and analysis is:

· to justify and make explicit the assumptions on which a project idea is based

· to establish the causes, nature, and size of a particular problem or need

· to demonstrate that an innovative solution is required

· to determine which types of organisation may be interested in finding a solution

· to provide the basis for development of a project plan (see steps 2 and 3)

Research and analysis is the necessary starting-point for any successful project. You and your colleagues may have a hunch, based on day‑to‑day experience, about a need among members of one of the EMPLOYMENT Initiative’s target groups. Or perhaps you have come up with a creative idea about a new service which you believe could help one of these groups to overcome obstacles to employment or training.

But before you can begin to plan a funded project, you must gather evidence to support your hunch, or to justify the development of your new service. It is not simply a question of persuading funders to support your project. In order to design an effective work programme, you must first gain a thorough understanding of the need which it sets out to address. Failure to do so could lead to a very great deal of wasted effort – both for your own organisation, and for your partners.

If your project has already been approved, the project application will probably contain an analysis of the problem or need it addresses. You may therefore feel that you can skip over this step. On the other hand, there are good reasons to run through the process of research and analysis again:

Link to project self-evaluation:
Key indicators of the project’s progress and achievements will be closely related to your analysis of beneficiary need.

· The context may have changed. Repeating the step will help you determine whether this change makes adjustment of the project workplan necessary.

· The project team may not have been involved in the analysis. Working through this step as a group can help team members (including transnational partners) to develop a stronger sense of ownership of the project.

Glossary

· By working through this step again, you will create a robust logical framework for defining the project’s objectives and goals, and the performance indicators which you will use to measure its success .

Method . . . for research and analysis

Glossary

1) First, check that others share your analysis of the problem or need, and agree with you that innovation (an innovative solution) is required.

 Discuss your idea with experts such as researchers, academics and practitioners (for example, teachers, trainers or counsellors). Use your networks, but do not necessarily restrict your enquiries to people in your own field.

 Discuss the idea with members of the target group itself.

2) Next, find out how big the need or problem is. Where does it occur, and among what groups? Is it growing?

TIP!
Remember that demand and need are two different things. Demand (explicitly expressed by people) may not correspond to real need. On the other hand, disadvantaged groups in particular may not express demand, even when their need is clear. In order to justify the project, you must be able to demonstrate a need. In order to recruit participants, you will have to translate this need into actual demand for the new service.

 Examine published research findings to determine the scale and extent of the need or problem. Public authorities in particular may already have the evidence you need.

 Internally generated evidence – for example, the results of your evaluation of earlier projects – may also be relevant.

 If necessary, complete the picture by undertaking original research in a particular area, or among a particular group. Your transnational partners may eventually need to carry out similar studies.

 Examine the relevant literature (such as professional journals) to ensure that the planned method or service is not already available. On-line databases and the Internet are valuable sources for this kind of information.

2) Develop a picture of the problem or need, and its direct causes and wider context (see Tool 1 below).

 Try to list all of the causal factors that give rise to a need for an innovative solution.

 In particular, highlight factors which prevent existing methods and services from dealing effectively with the problems.

 Draw a diagram, showing the connections between context, causes, and problems. Be as specific as you can.

Glossary

 Carry out any additional research needed to complete or confirm your analysis. In particular, you may need to survey a sample of the target beneficiary group in order to establish the level of demand for the service you plan to offer. (If the service was available, would people actually make use of it?) 

2) Now, develop a similar picture of the project which you are planning (see Tool 2 below).

 Describe your proposed strategy for addressing the need or problem that you have analysed.

Glossary

 Translate the key elements of your project idea into a set of practical tasks and outcomes.

 Make clear how obstacles will be overcome in order to meet needs.

 Draw a diagram of your project, showing the impact of its activities on the problem.

 As far as possible, try to match the elements of this diagram to those of the previous one. Can you adjust the approach so that project actions match the problem or need better?

Glossary

1) Think about how your approach might be mainstreamed in order to deal with the problem more widely. Which mainstream agencies might support or deliver such work?

 Identify the key groups (practitioners, institutions, funding agencies) which you hope will use or support the new method or service developed by your project. Consider how you will make them aware of your work, and how you will find out their response to it.

 Think about strategies for making key people and organisations aware of your project, and for attracting their interest and support. 

 Consider creating a ‘project advisory group’, with members representing organisations which might use or support the use of the project’s innovative approach, methods or materials. The advisory group should also include people able to represent the target client group – drawn from schools, voluntary sector organisations or other bodies as appropriate.

Tool 1 . . . for research and analysis

Draw a hierarchical diagram or ‘family tree’, showing the connections between the need or problem your project will address, and its direct causes and wider context. Write a description of each element in its box. Be as specific as you can. 

You may find it valuable to work on the diagram at a meeting or workshop at which all stakeholder groups (staff, target client group, external experts, funders) are represented.

(Of course, your own diagram may include a larger number of contextual or causal elements than are shown in the ‘generic’ diagram below. However, you should try to link these to a single, clearly defined problem or need.)


Tool 2 . . . for research and analysis

Draw a hierarchical diagram or ‘family tree’ of project activities, showing their impact on the problem which the project seeks to address. Write a description of each action, achievement and outcome in the relevant box. Be as specific as you can.

(Of course, your own diagram may include a larger number of actions and achievements than are shown in the ‘generic’ diagram below. However, you should try to link these to a single, clearly defined project outcome.)

As far as possible, try to match the achievements and outcome in this diagram to the causes or obstacles, and the problem or need, identified in the diagram you drew using Tool 1. Can you adjust your approach so that project actions lead to a solution which matches the problem or need better?


Tool 3 . . . for research and analysis

To stimulate ideas for relevant research, discuss the following questions with other members of the project team, and with potential partner organisations:

1. What is the social, economic, industrial or environmental context of the problem or need which our project will address? Can we show that the problem or need has specific causes?

2. What is the extent of the need? Is it just local, or is it national? What characterises the areas in which the need arises? Is the need common to other Member States?

3. What are the measurable symptoms of the problem or need?

4. What is the scale of the problem or need? How many people are affected by it? Who are they – what characterises them as a group?

5. What are its social, economic, industrial or environmental consequences?

6. Are we certain that a new method or approach is required to meet this need, or to overcome this problem? Could this be done using an existing method, or by giving the people concerned access to an existing service?

7. Why are existing approaches or services not working – at least for the particular group we are concerned with?

Examples . . . of research and analysis

EMPLOYMENT-NOW

Supported by a local partnership of 25 public authorities in and around a large town in Austria, this project relied heavily on the local partners’ own data to define and quantify the need which it was to address –the mismatch between women’s skills and the requirements of public and private sector employers in the area. Both sides of the labour market were researched, with a view to matching women’s employment needs with skill shortages in local growth sectors. The causes of the mismatch were primarily associated with women’s low self-confidence and outdated skills, especially in the area of new technology. Structural obstacles included problems of access to appropriate training opportunities.

EMPLOYMENT-HORIZON

Planned and delivered by a Finnish NGO run by disabled people for disabled people, this project was truly ‘bottom-up’ – the need it sought to address was defined by members of the target group themselves. It identified demoralisation and lack of social and workplace skills as the key causes of disabled people’s economic exclusion. These were exacerbated by structural obstacles to integration, which took the form of ignorance, prejudice and inflexibility in public services at local level. It proposed action in five locations, and at two levels, both based on the ‘peer support’ approach. A programme of vocational guidance would be delivered to people with learning difficulties, with the aim of helping them to find jobs in the open labour market. At the same time, the initiatives would attempt to improve the attitudes of public service professionals towards the client group.

EMPLOYMENT-YOUTHSTART

This Danish project was part of a closely-integrated transnational initiative, involving parallel projects in two other Member States. Its aim was to create an international network of youth cafés, as a means of addressing common problems among groups of poorly-educated young people unable to escape from long-term unemployment due to personal or social problems. While the need clearly has deep roots in contexts of social fragmentation and industrial restructuring, the partners identified specific causes and obstacles in the client group’s lack of qualifications and work experience, and in the absence of special employment opportunities attractive to young people themselves. Each transnational partner estimated that at least 500 members of the target group lived within the ‘travel to work’ radius of their location.

EMPLOYMENT-INTEGRA

This Athens-based project aimed to offer information, guidance and counselling to ethnic migrants. Initiated in response to demand from NGOs representing the migrants concerned, the project knew that discrimination, stigma and economic marginalisation contributed to high levels of unemployment in the target group. It identified the group’s linguistic difficulties, lack of qualifications and shortage of information about the social system and the local labour market as the principal causes of their exclusion. In addition, it identified legal barriers and the attitudes of employers as specific structural obstacles to social and economic integration. The project researched the scale of need, and found that some 20,000 people in the immediate area, approximately 100,000 nationally, and an estimated 1.2 million in all Member States, faced similar problems. The need for innovation was strongly supported by a local partnership including local authorities and training institutions, as well as NGOs serving the target group.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for research and analysis

· Does your whole project team share a common understanding of the problem to be addressed by the project?

Link to project self-evaluation:
A project advisory group will be able to give you frequent and well-informed feedback on your activities at all stages of the project.

· Is there agreement amongst practitioners and experts in the field that your analysis of the situation is complete and accurate?

· Are you certain that the proposed activities will be attractive to the target beneficiary group?

· Is your project innovative, and can you justify the need for innovation?

· Do potential transnational partners face similar problems or needs, and will the approach you plan also be useful within their national context? If not, is there synergy or complementarity between your planned activities and theirs?

· Is there a real chance that the project’s approach, if successfully tested by the project, will be taken up by other organisations (in each participating Member State), and may be adopted as a mainstream action?

Summary of Step 1

In completing step 1, you should have achieved:

· a clear definition of the problem or need to be addressed by the project, and a shared understanding of this definition by all the members of the project team

· a clear definition of the activities and expected impacts of the project, closely linked to the problem or need

· an outline strategy for the transfer of project results to other relevant organisations

· the formation of a ‘project advisory group’ including representatives of these organisations, as well as of practitioners, funders, employers and the target beneficiary group.
Step 2 – Setting objectives

In step 1, you defined and quantified a problem or need, and outlined an innovative approach for tackling it. This step is designed to help you to convert this approach into a coherent set of practical project objectives.

The purpose of setting objectives is:

· to provide a clear direction for the work of the project

· to establish a firm basis for the design of an efficient and achievable workplan (see step 3)

· to demonstrate coherence with the objectives of the EMPLOYMENT Initiative as a whole

· to provide criteria for the evaluation of project outcomes (see step 4)

· to summarise the project’s purpose, as the basis for stimulating interest and securing support among other individuals and organisations

In order to carry out successful practical work, it is necessary to define clear objectives, directly linked to the need or problem which you have chosen to address (see step 1). Your workplan (see step 3) will identify the timings and resource allocations necessary to achieve your agreed objectives. But before you can design a workplan, you must be clear what you are trying to achieve. 

Too often, projects fail because their objectives were not made sufficiently clear at the start. Particularly when a transnational partnership is involved, it is extremely risky to proceed until all the partners share a common understanding of project objectives.

Because your project is innovative, it is of course difficult to be sure precisely where the work will lead. (Christopher Columbus could not have described America before he reached it.) However, this makes it even more important that you define as clearly as you can what you hope or expect to achieve. (Columbus’s objective was to sail around the globe to India. He never achieved this, but without a clear idea of where he wanted to go, he might not even have reached America.)

TIP!
Remember that, once an application for EC support has been approved, any significant change in its objectives or workplan requires the agreement of the relevant authorities. Check with your National Support Structure before you adjust the direction or emphasis of your project. If you fail to do so, approval may be withdrawn, and you could have to repay all the funding that you have received.
If your project has already been approved, the funding application is likely to include a statement of project objectives, and you may wish to skip over this step. However, a re-examination of your objectives could help you gain greater commitment from project staff and other stakeholders, and give your project clearer direction. If unexpected circumstances force you to redesign certain aspects of the project, following this step will help you to re-establish the project’s ‘match’ with the problem or need it seeks to address. Even if circumstances have not changed, working through this step should help you to clarify the features of the project which will enable you to persuade others that its innovation is relevant and valuable.

Method . . . for setting objectives

Glossary

1) Prepare a comprehensive list of project objectives, agreed by all stakeholders. Tool 1, below, offers one method of doing this.

 Base your thoughts and discussions on the results of your analysis of needs (see step 1).

 Invite the participation of your project advisory group and representatives of your transnational partners.

 Combine the various objectives suggested by different stakeholders to form one list of all the main outcomes and outputs you expect your project to generate.

2) The objectives on your list are likely to be at several distinct levels. Work through the list, sorting the objectives into three groups. (Try asking, in relation to each objective: ‘Who will benefit if this is achieved, and how?’)

Link to project self-evaluation:
The project’s goals and targets will form key criteria for output-related self-evaluation. Goals are likely to form planning ‘milestones’.

Glossary

 First, an overall objective – the purpose of the project as a whole, and its justification in terms of its intended social and economic impacts. This will be closely related to the objectives of the strand of the EMPLOYMENT Initiative under which you hope that it will be funded.

Glossary

 Second, a small number of distinct goals or ‘component objectives’ – for example, the development and field-testing of new approaches or tools. These will be related to the needs and opportunities of your project’s specific target group as a whole.

 Last, a series of targets or ‘operational objectives’. These will be related to the problems or needs of your project’s direct beneficiaries, or to the development of the organisations which will manage or deliver project activities.

2) Next, arrange the goals and targets in a hierarchy (or ‘family tree’) below the overall project objective (see Tool 2 below).

 Bring linked or associated targets together.

 Show how groups of targets contribute to a particular goal, and how the goals are connected to the overall objective.

 Compare your diagram with the results of your analysis of needs (see step 1). Make sure you have not left anything out, or included anything unnecessary.

3) Circulate your completed hierarchy of project objectives.

TIP!
Without the firm support of their senior management, project staff may not be given adequate resources to complete their work. Project objectives should fit closely with organisational objectives.

 First, circulate the objectives diagram among your project staff, advisory group, and transnational partners, and invite them to comment.

 Next, show the diagram to the senior manager within your own organisation – to whom you, as project manager, will report. Make sure that she supports the project idea, and believes that it is consistent with the organisation’s own aims and objectives.

 Send the diagram to your National Support Structure, and ask for confirmation that the project’s objectives are consistent with those of the EMPLOYMENT Initiative.
TIP!
To avoid confusion, it may sometimes be necessary to state explicitly what the project will not attempt to do, as well as what it will do.

 Finally, use the diagram as the basis for on-going discussion and promotion of the project among local funders, beneficiary representatives, and other stakeholders. It is important that their expectations of the project are consistent with its actual objectives.
Tool 1 . . . for setting objectives

This participatory exercise was designed to help groups to set objectives. It works by focusing attention on the issues on which there is disagreement within the group, where debate may be necessary and useful. Run the exercise in a meeting of the full project team, if possible with a senior manager within your organisation present. Invite the members of your project advisory group and representatives of your transnational partners, if you are already in contact with them.

You will need a pack or two of blank cards and a flip‑chart or white-board. Make sure that everyone understands the purpose of the exercise – to develop a shared vision of the project’s aims, and to draw up a statement of key objectives to which all those involved will be able to give their wholehearted commitment. 

Explain that each participant will be asked to write down what they consider to be the most important aims of the project. You may wish to give people a week to think about this before the meeting.

1. Without talking, each person should write on the cards what they personally consider to be the key project objectives. They should only put one objective on each card, but may use as many cards as they need. Ask them to write clearly on one side of the card only, and to express their idea as clearly as possible. They should not put their name on the cards.

2. Gather everyone’s cards together. Spread them out, with the writing showing, on a large table in the middle of the room. Everyone should walk around the table, reading the cards and turning over any card whose objective they DISAGREE with. No discussion! People do not need to check with anyone else. If they think it is wrong, they should turn the card over immediately!

3. Remove the cards that are left facing upwards. These cards list the objectives that everyone supports. Write these objectives up where everyone can see them. Do not change them or arrange them in any way, and do not discuss them yet.

4. Now turn the cards on the table over again to show the writing. Once more, everyone should walk around reading the cards, this time turning over any card whose objective they AGREE with. As before, no discussion!
5. Remove any cards left face up and discard them. These are the objectives that the participants unanimously reject.

6. Collect up the remaining cards. These list the objectives supported by some people and rejected by others – the ones you need to discuss!

7. Go back to the list of agreed objectives written up on the wall. Try to group these under headings such as ‘client-related objectives’, organisational objectives, ‘product development objectives’, ‘policy-oriented objectives’, and so on.

8. Put up another sheet of paper alongside, and write up the objectives for discussion – under the same headings, if possible.

9. Discuss, trying to group, reconcile or discard objectives until everyone is happy with the final list.

10. Type up the list of agreed objectives, and circulate it to all involved in the project, whether they were present at the meeting or not. Invite their comments.

Tool 2 . . . for setting objectives

Whether you used the exercise in Tool 1 or some other method, you should by now have a list of clear project objectives, agreed by all concerned. Sort the objectives on the list into overall objective, goals or ‘component objectives’, and targets or ‘operational objectives’. 

Draw a ‘family tree’, showing the relationships between targets, goals, and overall objective. Write a description of each in its box. Be as specific as you can.

(Of course, your own diagram may include a larger number of targets and goals than are shown in the ‘generic’ diagram below. However, you should try to link these to a single, clearly defined project objective.)


As well as relating to different levels of activity, project objectives may relate to organisations or groups of beneficiaries in different countries. Depending on the degree of integration between your own project and that of your transnational partners, a single ‘family tree’ may encompass all project objectives. On the other hand, each transnational partner may need to draw up a separate hierarchy of objectives for their own project. These may be linked, or may overlap, in a number of different ways. It is important to combine these in a single plan, showing the links between them. The diagram below illustrates one possible configuration.


Tool 3 . . . for setting objectives

To stimulate thinking about your project’s objectives, discuss the following questions with other members of the project team, and with potential partner organisations:

1. What will the project attempt to achieve – first, in terms of benefits to individual beneficiaries, and to the organisations managing and delivering it; second, in terms of wider benefits to the beneficiary group as a whole; and third in terms of broader, longer-term social and economic impacts?

2. How do these objectives address the problems or needs of beneficiaries that were identified by our research (see step 1)? If we achieve these objectives, will the problem be solved?

3. Are the objectives coherent? Are they closely linked and mutually reinforcing? Or are there possible tensions between them? How can we adjust the project objectives to increase coherence?

4. What is each transnational partner hoping to gain from their participation in the project? Does participation have a clear strategic value for each partner – including our own organisation?

5. Are our objectives realistic? Does it seem likely that we and our partners have the capacity to achieve these objectives in the timescale envisaged?

6. Could pursuing these objectives produce other ‘spin-off’ effects – positive or negative – for the partners or for other stakeholders? How large, and of what kind, are these effects?

Examples . . . of setting objectives

EMPLOYMENT-NOW

The project defined its overall objective as the improvement of women’s access to high-quality employment. Its principal goals, defined in relation to its initial research, were to develop and field-test individually tailored vocational training, and to create a base of information about trends in local labour market demand as a way of informing customisation. The project’s immediate targets or operational objectives were to undertake training needs analyses of 150 women, going on to deliver customised training to one third of them. It was hoped that 80% of the women trained would find work within 6 months of the end of the project, either in full-time employment, self-employment, or newly-created co‑operative enterprises. Transnational objectives focused on the transfer of methodological expertise to the Austrian project from its more experienced partners in Sweden, Germany and Ireland.

EMPLOYMENT-HORIZON

The project’s overall objective was to improve the access of physically and mentally disabled people to open labour market employment. Its goals were to demonstrate the effectiveness of a ‘peer support’ methodology in delivering vocational counselling and support to this client group, and to change attitudes among professionals in local employment, social security, welfare and health services. The project’s immediate targets were to recruit 75 participants, in five locations, and to deliver a modular programme of training and counselling, leading to at least 50% of the participants becoming employed as peer counsellors. Transnational partners in four Member States were involved principally as observers of the project’s innovative approach, with a view to subsequent adoption.

EMPLOYMENT-YOUTHSTART

Unusually, this project defined its overarching objective at transnational level, as the creation of the first three nodes of a European youth café network, and the establishment of permanent links between them. The overall objective of the Danish project, as for those of its transnational partners, was to field-test the local project, and to secure its transfer to mainstream provision. In each case, the café was intended to be a continuing training and work experience resource for unemployed young people aged from 14 to 18. It would also act as a demonstrator, stimulating replication elsewhere in each participating country. Common goals were defined by the three transnational partners, and included the development of an operations manual for the cafés (covering everything from recruitment, training and disciplinary issues to questions of marketing and quality control). Each partner would develop its own pre-training curriculum, in consultation with local colleges and agencies. Local targets were set separately in each country. The targets of the Danish project were to recruit and train 20 young people, and to help 60% of these to find permanent employment within 6 months of the end of the YOUTHSTART project.

EMPLOYMENT-INTEGRA

The project took as its overall objective the improved social and economic integration of migrant groups. Its goals or component objectives involved the creation of new means for supporting integration – a model for migrant centres offering job search information and support, and a series of new technology-based information and training tools. The project’s targets or immediate, operational objectives, were to train 30 members of the target beneficiary group, to establish five pilot support centres employing some of the trainees, to support the creation of new businesses by other trainees, and to overcome prejudice among local business people. A clear path to national mainstreaming was defined from the start, with a large local partnership, including national and local government departments and training institutions as well as associations of migrants NGOs, actively supporting the project’s objectives. The project’s transnational partners were government departments in two countries similarly striving to integrate large migrant populations, so opportunities for transnational transfer of the new model and tools were also clearly defined at an early stage.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for setting objectives

· Has the project’s strategic value to your own organisation been endorsed by senior management?

· Do your project’s objectives constitute an innovative solution to a clearly defined problem?

· Are your project objectives shared by your transnational partners? Do you share their objectives? If not, are their project objectives parallel or complementary to your own?

· Are you certain that your project’s objectives are consistent with the legal, professional, and institutional framework within which you hope that your innovation will be adopted or integrated?

· Have you checked that your project objectives are consistent with those of the relevant strand of the EMPLOYMENT Initiative? Do they include explicit objectives to further equal opportunities between men and women ?

· Have you circulated a summary of your project objectives to all the members of your project team and of your project advisory group, as well as to potential transnational partners? Are you certain that they understand and agree with the objectives?

Summary of Step 2

In completing step 2, you should have achieved:

· a clear, written statement or diagram setting out your project’s overall, component and operational objectives, and the links between them – this will include transnational elements

· a simple summary of these objectives which you can use to promote the project – to funders, practitioners, beneficiaries, and the wider public

· the support of senior managers in each partner organisation
· the commitment of the whole project team to a set of objectives which they believe to be achievable

Step 3 – Developing the workplan

In step 2, you defined an overall objective, a number of component objectives, and a series of operational objectives. This step helps you to timetable the practical tasks necessary to achieve these objectives, and to allocate them to appropriate staff.

The purpose of developing a workplan is:

· to convert project objectives into a logical sequence of tasks, allocated to appropriate project staff, sub-contractors, or transnational partners

· to make explicit the human and financial resources required to deliver the project

· to make clear the nature, scale and timing of the contributions each transnational partner is expected to make, as well as the benefits each partner expects to receive

· to provide a framework for the management of the project’s staff and budgets, and for regular reviews of progress in its delivery

Your objectives may be clear. But what are the practical activities and tasks which must be undertaken in order to achieve them? How long will these tasks take, and which members of the project team have the time and the skills to carry them out?

These are the kinds of question which developing a workplan will encourage you to answer. It should help you to anticipate organisational problems which might otherwise wreck the project. (‘We do not have the skills to deliver this training module, but we have not budgeted for external tutors.’ ‘We have to produce the materials by the end of the month so that our transnational partners can use them to deliver their training courses, but all our staff are tied up with other work.’)

Project work is often additional to an organisation’s regular work. Time must be carefully allocated so that project work can be carried out without disrupting the organisation as a whole. At the same time, since the project is innovative, some elements at least are likely to be beyond the scope of the organisation’s normal work, and may therefore necessitate the acquisition of new capacity – staff, skills, or equipment. In addition, transnational partnership requires the very careful co-ordination of national work programmes if confusion, delays and under-performance are to be avoided. For all these reasons, detailed work planning is absolutely essential.

You should not expect to complete a workplan at the first attempt. In particular, your first draft may have to be adjusted in order to reduce costs in line with budget constraints. (Financial planning and controls are not covered in this guide.) The timing of some tasks may need to be changed, in order to meet the needs of a transnational partner. Such adjustments may require a more fundamental review of project objectives, which will in turn necessitate further revision of the workplan.

Ideally, this process should have been completed before the submission of an application for funding – if it was, you may wish to skip over this step. Commonly, however, final workplans are not agreed until after funding has been approved. (Remember that significant changes in project activities require the formal sanction of the relevant authorities.) Even if you are about to launch your project, it may therefore be valuable to work through this step now.

Method . . . for developing a workplan

1) Prepare a list of activities, and of the outcomes or outputs you expect these to produce. 

 Base the list on the ‘family tree’ of objectives which you developed in step 2. 

 Include both desired outcomes (for example, “participants launch own micro-businesses”) and physical outputs (such as electronic bulletins or CD-ROM learning materials).

Glossary

 Be sure to include self-evaluation, transnational elements and dissemination activities in your workplan. These are not ‘optional extras’ – they must be as carefully planned as other parts of the work programme.

 You may wish to group activities together into distinct project ‘modules’, which will be carried out either at different times or in different places. (For example, a project might have three separate phases – phase 1, research and development; phase 2, national field-testing; phase 3, transfer to transnational partners. Alternatively, a project might have three separate strands, to be undertaken concurrently – strand 1, research by a Greek partner into the distance learning requirements of physically disabled people in four Member States; strand 2, development of multimedia learning materials in the UK; strand 3, training of trainers and counsellors in distance learning technologies and support methodologies, undertaken in Portugal.)

2) Arrange these activities and outputs in a logical order.

 Break down each activity into discrete tasks. (Most activities will relate directly to project goals. Many tasks will relate directly to project targets.)

 It may be possible to carry out certain tasks simultaneously. On the other hand, there are probably some which cannot be started until others have been completed. 

 Identify critical events, or planning ‘milestones’. (A ‘milestone’ is an event which cannot be delayed without pushing back other activities which depend upon it. Management attention will focus on ensuring that milestones are reached.)

3) Specify the start and finish date for each task, and the deadline for production of each concrete product. (You may wish to use Tool 1, below.)

Link to project self-evaluation:
The evaluation of previous projects is a valuable source of relevant experience – and will help you to avoid repeating the mistakes of the past. 

 Use your evaluation of earlier projects to inform the planning process. Learn from the successes and mistakes of the past.

 Make sure that your plan is flexible enough to accommodate unforeseen problems. In particular, build substantial ‘contingency’ allowances into the time budgets for innovative (and, especially, technically innovative) project elements. These are the areas where time over-runs are most likely to occur.

 Specify the timing of each task in as much detail as possible. A final workplan should normally specify the week (rather than simply the month) in which each task is to be completed.

2) Now, identify the human resources needed to complete each task.

TIP!
Invite those responsible for specific activities to break them down into their own ‘mini-workplans’. Do they think the deadlines for that activity are achievable, and that the time budgets (person-days allowed) are realistic?

 Identify the members of the project team who will carry out, supervise or manage each task.

 Specify the number of person-days required in each planning period (preferably, in each week) in order to carry out the task.

 Check that your current staff have the skills needed to carry out these tasks, and that they will have enough time available at each stage of the workplan – taking into account holidays, training, maternity leave and on-going workload.

 Specify the additional human resources required – from sub-contractors, transnational partners, or additional staff.

2) Check expenditure on staff time, recruitment and sub-contracting against the project budget.

3) Check again that self-evaluation, transnational elements and dissemination activities are fully incorporated in your workplan.

 Co-ordination meetings should be timetabled at regular intervals throughout the project. Plan to produce interim self-evaluation reports so that they are available ahead of these meetings.

 Working with a partner in another country is considerably more complex and time-consuming than working with one in the next town. Allow time for travelling, additional planning meetings (to overcome cultural differences), and translation of written outputs.

TIP!
A clear overall workplan, agreed by each partner, provides the necessary framework for tight management of transnational collaboration.

1) Consider including interim dissemination activities such as a newsletter to inform partners and professional bodies of progress.

2) Co-ordinate your workplan with those of your transnational partners.

 Circulate your proposed workplan to each transnational partner.

 Highlight to each partner the elements of your workplan which involve their organisation, or which depend upon the satisfactory completion by them of earlier tasks.

 Ask for written confirmation of each partner’s agreement to the workplan.

3) If necessary, adjust the ‘family-tree’ of project objectives (see step 2) and work through the present step again.

Tool 1 . . . for developing a workplan

There are many different project management techniques, and a number of software tools are now available to help people to manage projects more effectively. But when the skills or resources to use more sophisticated tools are lacking, it is essential that some planning methodology – suited to the project, and to the project team – is developed instead.

The paper-based tool illustrated here should be used in conjunction with the method above. It represents the minimum required for the proper co-ordination and management of an innovative transnational project.

The following points should be noted:

· The brief descriptions of activities, tasks and outputs should be supported by more detailed accounts in a written project plan, which will also set out the full names and qualifications of the relevant staff members.

· The example given below is a simple one. A project would normally have a larger number of component activities, and each of these would be broken down into more discrete tasks. Tasks themselves might be broken down into sub-tasks.

· For the sake of simplicity, the planning unit in the example below is a half-month. Projects will normally need to plan tasks by the week.

· Shaded cells represent project activity. Darker cells represent planning ‘milestones’. These must be reached on time, or subsequent activities will be delayed or disrupted.

· The figures in the shaded cells represent the forecast number of days contributed to the task by the staff indicated. Where overall responsibility for an activity is taken by a different staff member, some allowance for management or supervision should also be made.

· Note that data-gathering for self-evaluation is more or less continuous from the start of the project. Interim self-evaluation reports are timed to inform co-ordination meetings.
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Tool 2 . . . for developing a workplan

As a way of testing a draft workplan – with a view to making it more reliable – discuss the following questions with other members of the project team, and with members of the project advisory group.

1. Which activities and tasks are critical for the success of our project?

2. Which activities and tasks are critical for the success of our transnational partners’ projects?

3. Do the activities and tasks represent the most cost-effective way of achieving the project’s stated objectives? How do its likely unit costs compare with those of current best practice in mainstream institutions?

4. Could we save time or reduce the risk of failure by changing the order in which the tasks are tackled?

5. Is there scope for saving time by undertaking more than one activity at the same time (by bringing in additional staff resources)?

6. Is there scope for saving staff resources (or dealing with staff illness) by spreading activities over a longer period?

7. Could we save time or money, reduce risk, or improve results by allocating tasks differently between our own staff, external consultants, and our transnational partners?

8. Is the frequency of project co-ordination meetings sufficient to enable us to respond quickly and adequately to problems or opportunities as they arise?

9. Is the workplan consistent with our own human and financial resources, with those of our partners, with external events such as holiday periods, and with the approved project application?

Examples . . . of developing a workplan

EMPLOYMENT-NOW

This project developed a workplan of three phases, to be carried out one after the other. The first phase consisted of primary research. Individual training needs analyses were carried out at a series of community events, and individual interviews with employers in targeted sectors were used to establish their future skill needs, as well as their attitudes to employing women and their companies’ equal opportunities policies. The second phase involved guidance and counselling, the design and delivery of customised training, and work experience. The project’s final phase consisted of on-going advice and support, as the participants entered employment or established their own businesses. Product development and field-testing focused on progressive refinement of the recruitment, training and support methodology. The transnational workplan involved a series of practitioner exchanges, designed to effect the transfer and adaptation to local circumstances of the necessary skills and techniques. The project’ s more experienced transnational partners also agreed to play a central role in the on-going evaluation of its work.

EMPLOYMENT-HORIZON

A simple, clear workplan was drawn up, focused on delivery of the modular programme in each of the five locations. The dispersed nature of the project’s delivery meant that project management and on-going self-evaluation would need to be carried out both at the level of the five local offices, and nationally. Monthly meetings of all five project teams were timetabled. A high proportion of staff resources were devoted to self-evaluation. This activity included field-testing of the recruitment, training, counselling and supported employment methodology itself, but particular attention was to be paid to the innovative ‘peer support’ approach. Dissemination activities, though the project considered these important and budgeted for them accordingly, were not planned in detail at the start of the project. The project team felt that the form of dissemination should be informed by the results of the evaluation of peer support – and by the consultation with local public service professionals to be carried out during the project.

EMPLOYMENT-YOUTHSTART

The workplans of the three transnational partners, having a number of common elements, were closely integrated. While each project was autonomous and self-managing, each agreed to place responsibility for management and evaluation of transnational elements in the hands of a small steering group, made up of one representative from each partner. A three-phase workplan was developed for the Danish project. In the first phase, the café would be established and equipped, the pre-training curriculum developed, and the first participant group recruited and given induction and pre-training. Phase two comprised 3 months of work experience in the local café for each participant, followed by a further 3 months in one or other of the partner country cafés. Phase three consisted of evaluation, product development, and dissemination.

EMPLOYMENT-INTEGRA

The project prepared a workplan consisting of three linked strands, to be carried out in parallel. The first covered the development of social training and labour market information content, and of the technical means for their delivery and maintenance. The second strand included the delivery of training, counselling and business support services to the 30 immediate beneficiaries, and the establishment of the first migrant centres. It was in this strand that the project’s approach and tools would be field-tested. In the third strand, the primary obstacles to integration would be addressed through a programme of consultation and information-sharing, directed at political institutions, employers, and closely involving members of the target group through their NGOs. The workplan’s critical milestones included completion of prototype training materials, and establishment of the first migrant centre. The transnational workplan focused on the development of good practice for the establishment and operation of migrant centres – a framework designed to benefit the Greek project directly as well as supporting subsequent mainstreaming and transnational transfer of the model. Dates for a series of bi-monthly working meetings, at which project co-ordination issues would also be discussed, were set at the start. Plans for national and transnational dissemination and the promotion of the project’s products were thoroughly integrated into the workplan, with the project partners themselves representing the target audience.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for developing a workplan

· Does your workplan cover on-going self-evaluation and project co-ordination activities, transnational elements, and dissemination activities, as well as development work and field-testing?

· Is your workplan sufficiently flexible to accommodate minor problems and delays?

· Have you identified the critical planning ‘milestones’, and the areas with the highest risk of disruption or failure, for particular management attention?

· Have you worked out a ‘fall-back’ position which will enable you to achieve core project objectives, even if things go wrong?

· Have you checked the workplan against your approved funding application, and your organisation’s own financial and human resource budgets?

Summary of Step 3

After working through step 3, you should have achieved:

· a detailed workplan, available on paper to all project staff and partners, which shows who will do what, in which week of the project’s life

· confidence that, provided you are able to keep to the plan, project objectives (including transnational outcomes) will be achieved, evaluated and disseminated

Step 4 – Defining performance indicators

Having followed steps 1 to 3, you should be clear about your project’s objectives, and about the actions which you will carry out in order to achieve these objectives. This step helps you to identify appropriate ways of measuring the success of your work.

The purpose of defining performance indicators is:

· to create the necessary tools for on-going project self-evaluation

· to improve managers’ understanding of project processes as well as project outcomes

· to ensure that the measurement of project success takes appropriate account of the needs and aspirations of its end-users

· to ensure that ‘soft’ project achievements are understood

· to make clear to staff, partners and funders the project’s own criteria for success

Remember that the primary purpose of project self-evaluation is to help project managers to understand and learn from their projects’ implementation, and to incorporate this understanding into their work. It does this by providing affordable, achievable means to structure their reflection on the progress and performance of their projects, in order to improve the effectiveness of their decisions. As we have seen, self-evaluation may also provide valuable evidence – of interest to funders, practitioners and others – concerning the effectiveness and potential applications of the innovation tested.

The question then arises: ‘What information do managers need, in order to judge and to demonstrate the success of their projects?’ At the simplest level, a manager could take his project’s goals as performance indicators. On completion of the project he would ask simply: ‘Did we achieve what we set out to achieve – yes or no?’

It is clear that this is an extremely crude measure of success, and might fail to reveal significant achievements or shortcomings. (For example, a project might achieve its objectives in full, but only at the expense of serious budget overruns. On the other hand, a project which failed to achieve its stated objective of helping beneficiaries to launch 10 new enterprises, due to a down-turn in the local economy, might nevertheless have developed and tested an innovative support infrastructure.) A second obvious weakness of the ‘indicators=objectives’ approach is that it gives a manager no information at all until the project is completed.

TIP!
If self-evaluation is new to you and your project team, start with a few key indicators where the data is easy to collect and analyse. It is important that your first self-evaluation exercise demonstrates clear benefits. If the staff who carry out the self-evaluation view it as irrelevant or bureaucratic, it is unlikely to produce useful results.

In this step, we will explore ways of improving both the resolution (accuracy, detail) and the timeliness (speed, frequency) of the information available to project managers, by developing more sophisticated performance indicators. These must nevertheless be appropriate to the skills and resources of the project team, and relevant to the nature of the project and the needs of its beneficiaries.

As a project manager, it is up to you to decide (in consultation with staff, transnational partners and others) what are the key pieces of information that you require, in order to understand better the project’s problems and achievements as it progresses. What information will be most useful to you, in ensuring the project’s success? When will you need that information? And what resources are available for gathering, recording and analysing the data required to produce that information? (There is often a three-way trade-off to be made between accuracy, timeliness and cost.)

The principal aim, however, will always be to improve the focus and efficiency of project management by providing evidence on which good decisions can be based – and to do so in a form, and at a time, which enables project managers to react effectively to problems and opportunities.

What are indicators?

Indicators are factors (conventionally, measurable factors) which allow a project team, the project’s sponsors, and other stakeholders, to determine the success and wider validity of an innovative project, its approach and its products. They enable people to make judgements on the basis of information that ‘indicates’ the results of the project. 

TIP!
Project teams sometimes fail to define performance indicators because they are worried that their method will be ‘unscientific’. But remember that self-evaluation aims to be useful rather than statistically rigorous. The systematic gathering and recording of data and impressions, and their logical (common-sense) interpretation, will always produce better understanding of a project than managerial ‘hunch’.

Two types of indicator are used:

· quantitative indicators – facts and figures about, for example, costs per person/hour, number of certificates gained, length of placements, number of enquiries recorded, percentages of ‘drop-outs’, and so on

· qualitative indicators – opinions, attitudes, ideas and observations, which may be analysed to produce quantitative data (for example, percentage of participants satisfied, extent of change in expectations) or may simply be recorded as reference material 

It is also necessary to distinguish between:

· output indicators – these are always quantitative, and relate directly to the project’s overall objective, goals and targets.

· process indicators – these may be quantitative or qualitative, will make reference the project’s values (overall objectives, philosophy, principles, standards) and relate to the processes (approach, implementation methodology, delivery medium, and so on) involved in carrying out the work

Method . . . for defining performance indicators

1) Start by defining a series of output indicators, based on your project’s key targets (operational objectives).

 Your targets will be related to the problems or needs of your project’s direct beneficiaries, or to the development of the organisations which will manage or deliver project activities (see step 2).

 As project management tools, target-related indicators are far more useful when interpreted in relation to the timescales set out in the project workplan (see step 3) and the financial plans set out in the project budget. Tool 1, below, suggests one way of doing this.

2) Now identify the areas where process indicators may be needed to supplement the information provided by your output indicators. Process indicators are likely to inform the relevance of project objectives to client needs, the effectiveness of project design and methodology or the impact of the project on the various individuals, groups and organisations involved. You might also wish to assess staff performance and project administration, especially if these are crucial elements of the innovative model you are developing.

TIP!
If you have undertaken the self-evaluation of an earlier project, review its strengths and weaknesses, and consider applying, adapting, or adding to its performance indicators for the current project.

 List the principal gaps which will be left in your knowledge and understanding of the project after you collect information from output indicators. Refer to the list of project activities in your workplan (see step 3) and check that all areas of the work programme are adequately covered. As project manager, what would it be most useful to know? Consult other members of your project team, and incorporate the best of their suggestions into your list. 

 Consult your project advisory group, or other representatives of the kind of organisations or institutions which might replicate the project’s work, in order to identify the principal gaps which will be left in their knowledge and understanding of the project by the output indicators you have defined. As interested professionals, what would it be most useful for them to know?

TIP!
Define appropriate performance indicators by working backwards from the questions which the project team, and outside experts, are most likely to ask about the project. What evidence would be needed to answer such questions? How could you gather that evidence?

 Process indicators are especially useful in relation to most innovative aspects, where the correlation of outcomes with different factors is untested. (For example, the validity of a new training medium cannot be judged simply by the percentage of success in gaining employment of a pilot trainee group. Factors such as trainee characteristics, local labour market conditions and trainer skills may also need to be studied in order to avoid understating, or overstating, the value of the new medium.) How will you judge the success of your project’s innovation? How would you like the innovation to be judged by other practitioners and institutions?

 Process indicators are also likely to be valuable in relation to the transnational aspects of a project. (For example, it may be clear at the end of a project that it failed to achieve its objectives because the planned transnational transfer of expertise did not take place. But precisely what went wrong, and why? Unless you have systematically gathered the impressions of key staff from each partner organisation, it may not be possible to find out.)

 If your project includes the design and testing of distributable products (see steps 6 and 7), you should specify performance indicators which will reveal their shortcomings or weaknesses. Some products (such as new training materials) may be used and tested by the project itself. Here, impressions of quality and usability can be gathered from trainers and beneficiaries, as training progresses. Other products (such as a guide to the use of a new methodology) may not themselves be tested within the project. In this case, you will need to secure the advice of an expert panel of ‘readers’. Ideally, the members of the panel will be potential users of the product concerned, able to assess its quality and relevance, and to suggest improvements. In both cases, you may wish to include consultation with your project advisory group as part of your product evaluation procedure.

2) Define process indicators.

 Prioritise the information needs identified above. (You will probably not be able to gather information on all the aspects you have identified, so which are the most important? Which ones will permit direct comparisons with the work of similar projects or that of your transnational partners ?)

TIP!
Measure change by testing before and after the project, using the same test method. Use this approach to measure impact on perceived values such as self-confidence or satisfaction with living conditions.

 Define the indicators themselves. Remember that these may be quantitative (for example, number of enquiries received) or qualitative (for example, participants’ own-assessment of their degree of job-readiness/employability).

 Specify the times at which each indicator is to be recorded. (For example, you might want to record one indicator each week throughout the delivery phase. You might only to need to record a second indicator twice – once at the start, and once at the end of the project.)

 Don’t forget to include among your performance indicators the impressions and insights of the project’s stakeholders, and in particular those of project staff and direct beneficiaries. Appropriate qualitative indicators are likely to provide a clearer picture of the project’s impacts than simple output figures. They are often a valuable source of new ideas, and (if gathered regularly) will give you early warning of problems.

2) Define the information gathering and recording methods which are to be used for each indicator.

 Data collection procedures for output indicators are normally straightforward. But who will record the information in each case, with what frequency, and in what form? Be as precise as you can.

TIP!
You do not need to apply each selected performance indicator to the whole of the project. Different indicators may be appropriate for different project phases or strands.

 Tool 2, below, offers a range of information gathering and recording methods and techniques appropriate to process indicators. Again, specify who will gather information, when, and in what form? 

 Consider whether your evaluation requires the collection of follow-up data – for example, to determine whether your project’s beneficiaries went on to find paid employment as planned.

2) Check the feasibility of the information gathering procedures you have specified.

 Estimate the time and other resources required to gather, record, analyse and report. 

 Do project staff have the skills and experience necessary to carry out all the information gathering procedures which you have specified? (Some techniques, such as group observation, and face‑to‑face interviewing, require special skills. You might wish to consider staff training.)

 Remember that if self-evaluation procedures appear unreasonably onerous to the project staff who will carry them out, then they are unlikely to apply them with as much care and commitment as you would wish. You may be convinced of the benefits of on-going self-evaluation, but they may not be. Start with the procedures which are most likely to produce a demonstrable improvement in the quality of the project’s work, and make sure that you have allowed in full for the additional staff time required to carry them out.

 If necessary, shorten your list of performance indicators. 

3) Prepare a printed matrix of the agreed project indicators, and circulate it as appropriate to the project’s staff, beneficiaries and others. Tool 3, below, gives an example of a simple matrix of indicators.

Tool 1 . . . for defining performance indicators

As project management tools, target-related indicators are far more useful when they are interpreted in relation to the timescales set out in the project workplan (see step 3) and the financial plans set out in the project budget.

Imagine, for example, that you had set an overall target of 200 client-counsellor contact hours during the project’s 6-month delivery phase. In the workplan, you had allowed an additional 100 hours of staff time for promoting the counselling service, arranging accommodation, taking bookings, and writing up session notes.

Many output indicators can be used to measure progress towards a target – not just to determine whether a target has been met. As project manager, you might wish to receive regular reports about how many client-counsellor contact hours had taken place each month, with a running total which you could compare with the target.

But this information would be more valuable to you if it was presented in relation to:

a) the overall time available for achieving the target

b) the budgeted resources – in this case, staff hours

You might ask for a monthly report of this kind:
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From this report (submitted to the project’s July co-ordination meeting), it is clear that a special effort must be made if the target is to be met – only 17% of the 6-month delivery period remains, but 32% of the contact hours still have to be delivered. The report also gives a good indication of the cause of the problem. Only 57% of the budgeted staff hours have been used. It must be that staff have failed to put the intended effort into promoting the service to beneficiaries. You can take action to rectify this at once.

Tool 2 . . . for defining performance indicators

This tool offers a ‘menu’ of some of the principal information gathering methods suitable for recording process indicators, and shows the main advantages and disadvantages of each.
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The ticks indicate the suitability of each method for gathering quantitative and qualitative evidence. (Conventional record-keeping is best for quantitative evidence, and group discussion is best for qualitative.)

Tool 3 . . . for defining performance indicators

A simple matrix of indicators to be used in a project self-evaluation might look like this.




Note that some of the key project areas selected for self-evaluation do not have explicit targets.

Tool 4 . . . for defining performance indicators

As a way of testing and refining the performance indicators which you have chosen, discuss the following questions with other members of the project team, and with members of the project advisory group.

1. Will we have the time, skills and other resources necessary to gather, record, analyse and report on all the performance indicators we have specified?

2. Are we certain that those who will gather, interpret and make use of information about the project – that is, project staff and project partners – all share a common understanding of each of the performance indicators to be employed in our project self-evaluation? 

3. In particular, where a measurement or a count is involved, is it clear precisely what is to be measured or counted?

4. Will key people outside the project – public and private organisations which might apply the project’s approach at a later date, experts in the field, and local or national decision-makers and policy-makers – accept the results of our self-evaluation as genuine indicators of achievement?

5. What evidence would persuade them of the project’s success? What would indicate to them that their interests are being met? What criteria would they use to determine the value or validity of the project’s innovative approach?

Examples . . . of defining performance indicators

EMPLOYMENT-NOW

Guided by their more experienced transnational partners, the project team developed indicators focusing on innovative aspects. Similar methodologies were already employed in the partner countries, so evaluation was designed to concentrate on the process, as well as on the results, of adaptation to local circumstances. The success of the project itself would be used to promote local and national mainstreaming. But the partners also hoped to show that, with appropriate support, adaptation of the methodology to different national contexts could be readily achieved. If positive, these results would be used to promote transnational replication in further Member States. Output indicators were directly based on the project’s targets, in terms of numbers of trainees and the percentage gaining qualifications and securing employment. Process indicators were designed to highlight the difficulties of adaptation. Regular interviews with project staff and beneficiaries, and monthly joint discussions, aimed to produce a ‘shopping-list’ of desired changes and refinements.

EMPLOYMENT-HORIZON

Simple output indicators were defined in relation to numerical targets. Process indicators were selected to give continuous feedback on the difficulties, requirements, problems and impacts of the peer support methodology. Care was taken to specify the collection of information which could serve two purposes – first, to provide project managers with early warning of problems or under-performance (enabling them to mobilise additional support from more experienced staff, for example); and second, to build up a comprehensive record for later analysis as part of a final evaluation. Information-gathering methods included regular individual and small-group interviews with participants, debriefing interviews with disabled counsellors and trainers following each course module, and ‘awareness-raising’ presentations to local public service professionals throughout the project, at which their changing attitudes and information needs could be assessed.

EMPLOYMENT-YOUTHSTART

Output indicators, defined in relation to project targets, included qualifications gained and (negatively) participant drop-out rates. The café’s commercial performance would also be carefully monitored. Long-term output indicators, to be tested in the 12 months following the project, would measure participants’ success in finding and sustaining employment on the open labour market. The partners drew up a long list of process indicators of interest, but prioritised three innovative areas – first, the success of the café itself, as a viable enterprise, as a place which attracted young customers and young staff, and as a suitable environment for training and work experience; second, the relevance and impacts of the transnational work placements; and third, the performance of the transnational partnership itself. Regular group discussions, involving staff and participants on a basis of equality, but recorded and analysed by project staff, were chosen as the most appropriate form of information-gathering. Individual interviews with participants would be conducted following induction, following transnational work experience, and at the end of the project.

EMPLOYMENT-INTEGRA

This complex project found it necessary to prioritise its selection of performance indicators, in order to create an achievable plan for project self-evaluation. It chose to focus on three areas in particular. First, output indicators related to the workplan’s milestones – a detailed sequence of development tasks was mapped out for the preparation of training materials and for the establishment of the first centre. Second, the project defined key process indicators, related to the impacts of the project on the integration of the direct beneficiaries. Information on participants’ changing confidence and sense of job readiness was gathered in regular interviews, to supplement the results of language and basic skills testing. Information on employers’ attitudes and expectations was gathered from NGOs and from local employers at the start of the project, and again at the end. Lastly, a panel of experts drawn from the local and transnational partners provided on-going assessment of product quality in respect of the materials and delivery mechanisms being developed. Telematics elements received particular attention. Observation and participant discussion groups provided regular feedback on usability and relevance to beneficiary need during field-testing.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for defining performance indicators

· Do your performance indicators offer scope for the contribution of ideas and impressions by delivery staff and project beneficiaries?

· Will the chosen indicators provide you, as project manager, with critical feedback from project activities as they happen?

· Have you defined performance indicators which will provide feedback on the quality of any products you plan to develop and test during the project?

· Have you sought the advice of your project advisory group to ensure that performance indicators which you plan to use for the dissemination of project results are meaningful and accepted in the field in which your innovation may be more widely taken up?

· Are the staff time and other resources needed to carry out the specified information gathering fully incorporated into project budgets and workplans?

· Have you circulated a summary matrix of indicators to your transnational partners for comment?

Summary of Step 4

After working through step 4, you should have achieved:

· a common understanding, shared by the project team and the project advisory group, of the key criteria for assessing the project’s success 

· a simple matrix showing the performance indicators to be used in relation to each key activity, the methods of gathering information, and the staff members responsible.

Step 5 – Field-testing innovation

In step 4, you defined the performance indicators which you will use to measure the success of key aspects of your project, and you selected the methods by which the necessary information will be gathered. This step helps you to prepare for applying those indicators in practice during project implementation.
The purpose of field-testing innovation is:

· to measure the success of the project’s activities, in relation to performance indicators which reflect its key objectives

· to generate immediate feedback from practical implementation, making possible the progressive refinement and improvement of the innovative approaches and tools being tested

· to document your innovative action, and to provide the evidence needed to assess its effectiveness, requirements and difficulties, as well as its wider relevance and applicability 

EMPLOYMENT projects are not research projects. Project planning will almost always involve some research (see step 1), and research may in some cases be among a project’s funded activities. However, the emphasis is not on proving or disproving a particular hypothesis, but on the practical exploration of new ideas and opportunities. Projects are expected not just to test new approaches, but to refine and improve them at the same time. The aim is ‘learning by doing’. In so far as this is research at all, then it is action research.

Because your project is innovative, you cannot know beforehand whether it will succeed. Clearly, you hope to deliver training, support or other services which will be of real benefit to a few members of the target client group. But however good your planning has been, you may run into unexpected difficulties. 

Perhaps the new method is flawed, or perhaps it is simply its implementation which needs fine-tuning. Maybe outside factors have created obstacles. Until you have identified and understood the problem, you will not be able to act effectively to overcome it. This step will help you to set up the practical systems necessary to produce relevant, accurate and immediate feedback about the progress of your project.

The project’s lasting value will be to demonstrate whether or not the new approach is likely to be relevant to other members of the client group. You are travelling into uncharted territory not just on behalf of the project’s direct beneficiaries, and of your own and your partners’ organisations. Your journey is also made on behalf of the client group as a whole, and of all peer organisations, in every Member State. Your task is not only to cross the mountain, but to bring back for them an accurate map of the territory on the other side.

Precisely because the project is innovative, it is essential that you learn as much as you can from the experience. You must also record what you learn in a way which enables you to pass this information on to others, together with the skills, techniques and tools which you have developed. This step will help you to set up the systems needed to create an adequate record of the project’s work.

Glossary

Establishing the correct conditions and means for field-testing is essential both for effective product development and delivery (covered in steps 6 and 7), and for the successful dissemination and transfer of results (steps 8 and 9).

Method . . . for field-testing innovation

1) Consider again the environment in which the project will be implemented, and document its key features.

 You are unlikely to have had much opportunity to choose the environment in which you will test your project’s innovation. (The innovation itself may well have arisen out of a local situation.) Nevertheless, it is essential that in assessing the success of the field-test, the effects on it of the environment in which it occurs are taken into account. This is important for you – you would not want your innovation to be dismissed because of difficulties brought about by particular environmental factors. It is also important for the institutions, organisations and experts in the field who might wish to mainstream or adopt your innovation. Before they do so, they will need to be certain that its success was not due to a unique set of circumstances, but that it can be generalised.

 Return to your analysis of the problem or need which the project will address (see step 1). There you should have listed the social, economic, industrial and other factors which make up the context in which the problem or need arises.

 Compare these context factors with those prevalent in other situations in which your innovation might be relevant. (Ask your project advisory group to assist with this.) Note and explain the key features which make the context of this EMPLOYMENT project different from the environments in which its approach or methods might be more widely taken up.

 Note and explain the key features of the delivery mechanism (your own organisation, your partners) which make it different from those which might deliver the same services more widely. (Again, ask your project advisory group to help you with this.)

 Your account of the project’s environment will be extremely helpful in preparing a final evaluation (see step 9). More immediately, it will enable you to take into account atypical factors (such as the higher than average motivation of the participant group, or the problems of a newly-established training organisation) in assessing the information gathered as part of your on-going self-evaluation.
2) Next, design or acquire the materials, equipment and systems you will need to gather, record and store information concerning the performance indicators you selected in step 4. Tool 1, below, will help you with this task.
TIP!
Effective project self-evaluation depends upon the systematic collection of relevant information. This in turn requires use of the correct methods and tools, focused on performance indicators which are related to the project’s key objectives.

 Consider the matrix of performance indicators you developed in step 4. You should already have specified information-gathering methods for each indicator, as well as the times at which information is to be collected and recorded, and the staff members responsible. Now it is time to make practical preparations for carrying out the various information-gathering tasks.

 Establish secure, accessible systems for storing information about the project. Your self-evaluation procedures will generate a fair amount of paperwork, in the form of participant records, completed questionnaire forms, interview notes, and so on. It is important that you can find information immediately, whenever you need it. Some data may be transferred to a computer-based project database. Keying-in paper-based information requires additional clerical work, but the analysis of numerical data will be far quicker and more flexible when the data is stored on computer. The security of information held on computer must also be adequately protected.

TIP!
Always test a questionnaire or an interview structure thoroughly. Ask at least two people (members of the intended user group) to complete the form or answer the questions, and note how long this takes. Test the scoring, transcription and analysis of the responses. Note any problems, and refine the structure – then test it again, using different testers.

 Prepare the paper records and forms which you will use to collect information. The design of self-administered questionnaires (for use by participants or work placement employers, for example) requires considerable care. The same is true of the forms used for recording the structured elements of interviews. Where questions are intended to elicit quantitative data, they must be formulated so that the responses can be analysed. Forms must be designed to make such analysis easy – first, it must be possible to score the answers given; second, these scores must be relevant and meaningful; third, speed and accuracy in the transfer of scores to computer should be supported by the inclusion of ‘score boxes’, to be filled in by the project manager, or by the interviewer immediately after the interview.

TIP!
Photography and video recording may be useful as a method of documenting project activity such as work placements, particularly when these take place transnationally. However, video (and to a lesser extent audio) recording may inhibit free expression, especially among disadvantaged clients. You should normally record interviews and discussions only with the explicit agreement of the clients concerned.

 Collection methods used for qualitative indicators (such as participant career aspirations, or employer assessment of work placements) require a different sort of preparation. A range of equipment and record-keeping methods may be used – from audio and video recording to diaries and log-books, interviewers’ notes, and the minutes of project team or transnational co-ordination meetings. It is important that all project staff treat these and other ‘open’ or ‘soft’ (that is, qualitative, or non-numerical) information as a key source for project self-evaluation. This requires a certain discipline, which may be unfamiliar to some. It may be appropriate to offer training, and opportunities to practice these skills. In brief, tapes should be transcribed, and notes typed up, as soon after the recorded event as possible – by the person who made the record. It is rarely necessary to type up every word (though some ‘verbatim’ quotations may be useful). What is necessary is to highlight the key issues, requests, suggestions, or problems raised, and any resulting actions to be taken. All records should start with a note of the date, time and place of the original interview or meeting, and the names of those who were present. A one-line list of keywords facilitates subsequent access and analysis.

2) Consider the practicalities of involving the project’s beneficiaries and other key stakeholders (such as employers) as expert contributors to your self-evaluation procedures.

 Empowerment of disadvantaged people is a central theme of the EMPLOYMENT Community Initiative, and good practice in these areas requires the active participation of stakeholders in the self-evaluation. This applies most importantly to project beneficiaries themselves, but also to others directly involved in project activities – staff, employers offering placements, transnational partners and others. Apart from being demonstrating a more participative style of management, you should gain valuable insight into the progress and potential of your innovation by finding ways of ‘listening to’ its users and end-users. In a vocational training situation, learners have a clear idea of the gaps in their knowledge and skills which training should fill, and can tell you whether or not they find the training motivating. A trainer can judge if new training materials need further adaptation. An employer can tell you if your training addresses ‘real-life’ workplace needs. Ensure that the information-gathering methods specified in your matrix of performance indicators offer opportunities for direct input from key stakeholders.

TIP!
It is unlikely that you will need to gather information on all perform​ance indicators throughout the project’s life. Some indicators may be relevant only to a particular phase or strand of the workplan. Others may be introduced temporarily in order to study a particular problem, and dis​continued when the problem has been overcome.

 Consider how the input of beneficiaries and others is to be encouraged, facilitated and recorded. It may, for example, be appropriate to offer trainees a short daily opportunity for collective reflection on any aspect of the project – at which they can freely raise problems, concerns or needs. You may wish to conduct more formal periodic (for example, monthly) interviews with each individual beneficiary. You may designate a named member of the project team to whom beneficiaries may speak privately at any time, on an ‘open door’ basis. In all likelihood, you will employ a combination of these methods.

 Ensure that sufficient time is made available for information-gathering interviews and discussions, and that suitable rooms are also available. Ensure that a system is in place by which notes, diaries or logs are transcribed and filed.

 Consider the basis on which the confidentiality of private interviews with beneficiaries, employers, or others is to be treated. (Similar considerations apply to self-administered questionnaires.) People generally respond more openly when they know that what they say will be held in confidence, and there are few circumstances in which it is necessary to name an interviewee. As a rule, therefore, you should note the identity of interviewees only for the purposes of analysis – names should be used in reports (even in internal reports) only with the express permission of the people concerned.

2) Now design or acquire the equipment and systems (and, perhaps, the skills) that you will need to analyse data on the performance indicators you selected in step 4. Tool 1, below, will help you with this task. Gathering and recording information will be a waste of time and effort, unless it is properly analysed as the basis for feedback to project managers and others.
 Modern computer spreadsheet and database management packages both offer comprehensive facilities for the storage and analysis of large sets of primarily numerical data. (Databases tend to be stronger where a high proportion of the data is textual.) Such software makes the analysis of self-evaluation data quicker and easier – only the simplest forms of analysis are possible without the help of a computer. Computer-based analysis also makes possible the preparation of graphical presentations of data, which many people find easier to understand than tables of figures.
 Few EMPLOYMENT projects are so large or complex that they require formal statistical analysis. It is far more important to carry out a relatively simple analysis of the available data, based on common sense, and designed to answer clearly stated questions. Use percentages to make comparisons between different groups, and between different time periods (to identify trends). Use cross-tabulation to identify correlations between different factors (for example, “people with visual impairment benefited least”). Always weigh the ‘facts’ produced by analysis against previous experience and common sense. Always look for, and test, alternative explanations for the picture which emerges from your analysis.
TIP!
If project self-evaluation is new to you and your team, keep your first attempt simple, focusing on areas of innovation. Self-evaluation should never be so demanding that it distracts from the project itself! Try to ensure that your first experience of self-evaluation produces genuinely useful results. Learn from each stage of the process, and extend the scope of self-evaluation in future projects.

 It is important to avoid the dangers of crude analysis. For example, the ‘baseline’ rate of flow out of unemployment varies between target groups. Any assessment of the effectiveness of training or counselling must be made in relation to these different baselines. Married women find jobs more slowly than single women. A crude comparison of the employment outputs of two projects, one targeting older women, and one younger, would not give a fair picture of their relative effectiveness. Similarly, person-centred learning for long-term unemployed people produces rapid personal development. Participants may develop different goals part way through the process. This may be frustrating or expensive for the training provider, but may be a positive outcome from the point of view of the individual concerned. Drop-out statistics must be interpreted with this in mind, and should take account of positive reasons for drop-out, such as finding a more appropriate training opportunity, or a job.

2) Finally, make certain that the results of field-testing (the outputs of your project self-evaluation) will be appropriately reported. All the effort expended on gathering, recording and analysing self-evaluation data will be wasted, unless the ‘feedback loop’ is closed – that is, unless project managers and others receive and make use of the information generated. Two types of feedback need to be considered – first, management information; and second, stakeholder communication.

 Self-evaluation should produce early warning of developing problems and opportunities within the project. As project manager, you should make sure that all those involved in carrying out the evaluation procedures are able to approach you informally at any time, in order to notify you of significant issues.

TIP!
It is essential that project team meetings are empowered to make adjustments to the workplan when the need for such changes is clearly revealed by on-going self-evaluation.

 The normal forum in which the results of formative (on-going) self-evaluation are shared is the project team meeting. This should take place at regular, designated times throughout the life of the project – at weekly, fortnightly or monthly intervals, and with the whole team or just senior staff present, according to the management style established for the project. Depending on the current phase of the project, you may request regular reports on particular indicators to be prepared for each team meeting. On occasion, you may ask for special reports (bringing together data on different indicators, or presenting cumulative figures, for example) which examine areas of special concern. In general, management reports should be brief, focusing on achievements and problems, trends and issues, and actions required. Numerical evidence should be supported by short narrative explanations and, when appropriate, by charts. Reports should also be prepared for regular transnational co-ordination meetings.

TIP!
Self-evaluation activities should generate information which supports and improves key decision-taking. If they fail to produce useful results at an early stage, then they should be adjusted. Identify the problem (of design, implementation, analysis or reporting) and make the necessary changes.

 At a different level, self-evaluation will also furnish the evidence on which summative (final) evaluations are based – of the project as a whole (see step 9), and perhaps also of discrete stages, phases or modules. Even if your work programme is not divided into discrete components in this way, you should consider preparing an interim evaluation report, summarising progress and achievements to date, once every three or four months.

 Lastly, you may wish to include significant conclusions of the self-evaluation process in communications to project stakeholders outside the staff team itself. This will promote your project and avoid misunderstandings. Whether in a newsletter, a personal letter, a report, or some other form, relevant information about the progress and prospects of the project should regularly be made available to key stakeholder groups. These will normally include direct beneficiaries and representatives of the wider target group, transnational partners, interested experts (mainstream institutions and professionals in the field), business owners and managers (both those directly involved with the project and others), and funders. Local, regional or national professional or business associations or support bodies may be willing to distribute appropriate materials more widely than you are able to do yourself. Avoid the mistake of only circulating a standard report to everyone –some materials should be tailored to the interests of their particular audience. Ensure that whatever materials are distributed are of high quality (clear, accurate and well-presented), reflecting well on your project. Consider presenting the key results of your on-going self-evaluation at seminars, workshops or conferences during the lifetime of the project.

Tool 1 . . . for field-testing innovation

This tool relates closely to Tool 2 in step 4, which outlines the uses, and advantages and disadvantages, of different information-gathering methods. Here, corresponding methods of recording, storing, analysing and reporting are considered.
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Tool 2 . . . for field-testing innovation

As a way of stimulating ideas to improve the implementation of your planned project self-evaluation, consider the following questions, and discuss them with the members of your project team and project advisory group.

1. Which features of the particular environment in which the project will be implemented might ‘skew’ the results? How can we allow for these in carrying out, and reporting, our self-evaluation?

2. How can we facilitate or simplify the practical implementation of our planned self-evaluation procedures? Do staff require special training or support, or additional equipment or resources, in order to carry them out effectively?

3. How can we actively involve beneficiaries themselves in our evaluation of the field-testing? Can we create additional opportunities for them to offer their views of our work? Are there more relevant or accessible means of informing them of project progress, and of the results of the on-going evaluation? 

4. Do all beneficiaries have equal access, both to the opportunities to contribute to our self-evaluation, and to the information which it generates?

5. How can we ensure that beneficiaries and others are comfortable with the methods we use to gather information for our self-evaluation? Might they consider any of the selected methods intrusive or inappropriate?

6. Does our project management structure provide sufficiently frequent opportunities for immediate feedback to managers from project activities?

7. Are we committed to making effective use of the information generated by our self-evaluation to adjust and improve the project’s work, as it progresses?

Examples . . . of field-testing innovation

EMPLOYMENT-NOW

The project developed a fully scaleable client database, for storing details of each participant’s skills, qualifications, career aspirations, travel and childcare constraints, etc. All participant transactions, such as training,  counselling sessions, work placements, and job interviews were recorded, allowing comprehensive analysis of output indicators. Information on process indicators was gathered through monthly review sessions, involving all participant and project staff. Additionally, each participant completed a self-administered questionnaire on completion of each project element (counselling, training, work placement, support into employment). Overall levels of participant satisfaction were high, as clients started to find real jobs, but feedback revealed significant remaining adaptation issues. In particular, participants complained of a lack of underpinning theory in the training offered, and reported that the support for business creation was not sufficiently oriented towards the service sectors in which their greatest opportunities lay. The management adjusted programme elements to take account of these interim results. The effects of progressive adaptation of the methodology were measured throughout the project.

EMPLOYMENT-HORIZON

Locally-gathered evaluation information was analysed locally, and each of the five local offices submitted regular monthly reports to the central co-ordination team. The reports included all numerical data, together with a narrative report, based on qualitative information, summarising progress and highlighting emerging issues and problems. Tight project management was facilitated by daily phone contact between the delivery ‘nodes’ and the central office, regular visits by the project manager to each node, and full monthly meetings of the entire project team. One key issue emerged as the project progressed, revealed by both output and process indicators. Although peer support was welcomed by participants, and appeared to provide more effective support than conventional vocational guidance, this picture varied considerably from location to location. Performance, and participant satisfaction, was strongly influenced by the experience of the local project teams. Where counsellors and trainers were newly recruited, problems tended to be far greater. As a result, central office support was concentrated on the two weakest local offices for the remainder of the project. The adjustment was almost immediately seen to have produced dramatic improvements.
EMPLOYMENT-YOUTHSTART

Weekly group discussions between project staff and the participant group (which changed as trainees were exchanged with the transnational partners) provided an excellent ‘barometer’ of project progress. Emerging issues were clearly flagged, though the project manager often needed to carry out further investigation in order to identify solutions. Participants were found to benefit from the group solidarity of the training group, and identified strongly with the café itself. Their enthusiasm and involvement were identified as key elements of the café’s commercial success, creating a lively and interesting atmosphere for customers. On the other hand, it soon became clear that it was more difficult to build transnational solidarity. Many participants found the transnational work placements stressful, and the solidarity of local groups did not always open up to welcome transnational co-workers. The length of the work placement exchanges was progressively reduced during the project, and the level of support offered by the ‘home’ café increased, in an attempt to find the optimum balance between national and transnational elements. Information was found to be critical – both information about the new workplace ahead of an exchange visited (people, culture, duties), and information about the ‘home’ café during the placement. Participants were encouraged (and equipped) to keep diaries and take photographs while on exchange visits, to help prepare colleagues for their own exchanges. The transnational steering group proposed a transnational project newsletter and this was incorporated into the operations manual.

EMPLOYMENT-INTEGRA

The planned training and information content was developed on time, and prototype materials met the quality standards defined by the project and monitored by the partners. Field-testing provided regular feedback to the project manager, and confirmed the relevance of the materials, which were enthusiastically received by the participants. In addition, both skills testing and analysis of qualitative process indicators indicated a rapid early increase in participants’ employability, with the majority showing large gains in self-confidence and employment expectations. However, this picture was reversed as soon as it became clear to participants that they were still disadvantaged in the local labour market by the prejudices of local employers. The project recognised that a greater effort was needed to overcome the concerns, myths and misconceptions held by the business community about the migrants and that greater attention should be paid to assisting women migrants in overcoming obstacles. With the agreement of the transnational partners, and with the approval of the Greek authorities, the project manager immediately shifted project resources to this activity. 

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for field-testing innovation

· Are record-keeping materials, procedures and systems in place?

· Have questionnaires and interview structures been designed and thoroughly tested?

· Has the format and frequency of self-evaluation reports to management been specified?

· Has the format and frequency of self-evaluation bulletins to beneficiaries and other stakeholder groups been specified?

Summary of Step 5

After working through step 5, you should have achieved:

· an information storage and retrieval system capable of handling all the information generated by your self-evaluation

· fully tested questionnaires and interview structures, as required for your self-evaluation

· a project team equipped and trained to carry out the self-evaluation, including the analysis and presentation of data

· a reporting timetable which will feed information about progress to project managers in time for them to act effectively to address problems as they arise

Step 6 – Creating innovative products

In steps 1 to 5, you have prepared a robust framework for successful project implementation – identifying needs, defining objectives, developing a workplan, and establishing appropriate self-evaluation procedures. The four remaining steps focus on preparation for the effective onward transfer of the project’s results. This step will help you to design its ‘deliverables’, or products.

The purpose of creating innovative products is:

· to provide the models and tools needed by the project itself in order to implement its planned innovation

· to package the project’s transferable results in forms which can be distributed to others

· to promote the project’s work, stimulating interest and encouraging understanding among those who might replicate it

· to make available, to those who might adopt the innovation, the models and tools which will enable them to do so

Typically, project managers and their teams are intensely focused on the delivery of an innovative service to a small group of direct beneficiaries – whether the service concerned is training, counselling, support for business creation, or takes some other form. This is both understandable and appropriate. It is only by demonstrating the relevance and effectiveness of the service through field-testing (see step 5) that its wider applicability can be established.

Yet the EMPLOYMENT funding framework and its project support structures lay great emphasis on ‘dissemination’ and ‘transfer’ – activities which confer no direct benefits on the project’s immediate client group. What are these activities? Why are they so important, not just to the EMPLOYMENT Initiative, but also for the development of your own organisation? And how can you maximise their impact?

Dissemination (see steps 8 and 9) may take various forms, including publications, presentations, and demonstrations. Dissemination activities and outputs are, in all cases, designed to stimulate the wider adoption of successful innovation. They promote interest in – and understanding of – the project’s work, among the individuals and organisations who we expect to take up its approach, methods or tools, or who might support its take-up by others. As such, dissemination activities and outputs must be carefully tailored to the needs and capacities of these audiences. 

Dissemination is a prerequisite for transfer of the project’s innovation – and remember that it is only the potential for replication and mainstreaming which justifies the investment in innovation. However, dissemination does not in itself constitute a transfer. (An institution in another region cannot adopt your innovative approach unless it first knows about it. But the fact that its manager has listened to a presentation or studied a report about the project does not guarantee that it will go on to replicate your work.)

Actual transfer of project innovation may take place in a number of ways. 

· Transfers (of relevant knowledge, skills, methods or tools) may occur within the project itself, as part of its work programme – between local or transnational partners. 

· The innovation may be taken up by others in one or two isolated cases only. Although this is welcome, it does not fully justify investment in the project. 

Glossary

· Transfer may occur as the result of multiplier effects, where the use of the innovative approaches, methods or tools developed and tested by the project are replicated – ideally, with the likelihood of additional onward transfer to a further group of users. 

· Most important (though hardest to achieve), transfer may occur as the result of the mainstreaming of the project’s innovation – that is, its widespread adoption and use as a matter of policy, by relevant institutions at local, regional or national level. Mainstreaming involves the generalisation of the project’s approach and methods, and their integration into mainstream, funded provision. This is, of course, not the direct responsibility of the funded project, but it is the project’s responsibility to prepare the way for mainstreaming.

Both multiplier effects and mainstreaming rely upon the development by the project of appropriate products.

Why products?

In this step and the one that follows we will focus on these distributable products – the project’s deliverables. Products are of three kinds:

· innovative approaches or methods, designed to address a specific problem or need, or to overcome a specific obstacle

· innovative tools, enabling practitioners to implement the new approach or method – these include training materials, procedural manuals or guides, structures (institutions or networks), curriculums and qualifications

· project documentation (including cases of good practice), demonstrating the success, requirements and applicability of the new approach or method

Almost by definition, innovative projects need to develop new products for their own use, as a means to the implementation of their new idea. (For example, in order to deliver vocational guidance relevant to the needs of socially excluded young people who reject currently available provision, a project would first need to develop a new methodology. This might involve both materials and guidance for practitioners.) If all the necessary materials, structures or methods were already available, then it is highly unlikely that the innovation would be required in the first place. 

We have seen that the dissemination of information about the project’s innovation is essential, in order to stimulate interest and promote understanding. But without deliverable products, actual take-up is very unlikely to occur. Your project has been funded to develop and test a new approach – others may be interested in that approach, but will not be keen to ‘reinvent the wheel’, particularly without funding support. Potential adopters of your innovation will only be interested in the project’s development and testing of the approach, in so far as it helps them to replicate your work. Their primary interest will be in acquiring the approach itself, and its associated tools, so that they can implement it in their own setting, to the benefit of their own clients, with minimum additional development work. As far as they are concerned, the project is its products.

Lastly, the promotional and developmental benefits to your own organisation of creating innovative products should not be overlooked. Such benefits may include heightened organisational profile, enhanced reputation, new contacts, new opportunities for work, new skills, and increased capacity.

Method . . . for creating innovative products

1) Prepare a comprehensive list of the new products which you will need to develop in order to carry out the planned innovation. (Such a list may already form part of your workplan.)

 Remember that ‘products’ means here approaches or methods as well as tools and documentation. For example, the products of a project which developed and tested a new training course might include a curriculum, an assessment method, a set of training materials, a trainers’ resource kit, and (provided it is clearly documented) the development methodology itself.

 Consult with project staff, project beneficiaries, and outside experts – perhaps in the forum of your project advisory group. Stimulate them to identify redundancy or gaps in your list of products. Is development of a new product necessary in each case? Are there other resources, not currently available, which will be needed in order to meet project objectives in full?

 Be willing to adjust your list of products in response to unanticipated needs revealed in the course of the project itself.

2) Products can only be successful if they meet the needs, or extend the capabilities, of their potential users. In order to ensure that your project’s products are both attractive and useful to their intended users, involve users in the design and development process.

TIP!
Your products are much more likely to be accepted by mainstream institutions if you have involved such institutions in the development process.

 Use the project advisory group, or specially formed focus groups of practitioners or beneficiaries, to discuss the project’s various products at each stage of development – idea, design, testing and refinement, finished product.

 Discuss with your transnational partners the relevance of these products in their own countries. How would they need to be adapted? Might adaptation be undertaken as part of the project?

2) Review the available resources of time, money, equipment and skill, and compare these with what is required to develop the proposed products.

 You may not have enough time or money to develop all the products on your list. The products essential for the implementation of the project’s own work programme will clearly take priority. After that, you should prioritise those products which are most likely to encourage others to adopt your innovation – again, seek the advice of your project advisory group.

 Ensure that your product development priorities are acceptable to your transnational partners.

 You should not necessarily limit your products to those which you can easily develop ‘in-house’. Consider sub-contracting all or part of the design or production work, or investing in the additional capacity (new training, new staff, or new equipment) needed.

3) Check again that your project self-evaluation includes the testing of all your products. 

 Some products will be developed for use by the project itself. It is essential that these are critically assessed, and if necessary adjusted or changed (see step 7), as part of your field-testing (see step 5).

 When a product is developed other than for use within the project (for example, case study documentation, or a curriculum based on the project’s experience) then you should secure the help of expert advisers (consultants, practitioners, beneficiaries) in order to ensure its quality, and its utility to its intended users. 

4) As a way of gathering feedback from potential users of a product, you should attempt to present it (at a seminar, conference or exhibition, or in a professional journal, for example) as soon as it has been completed, or even at the ‘prototype’ stage. You do not need to wait for the end of the project – early feedback can be incorporated in order to improve the final product.

5) Plan the presentation, promotion or distribution of the final version of your products carefully, and well in advance. You may wish to take advice from outside experts experienced in communication with policy-makers and practitioners in the field concerned. Your National Support Structure (see appendix) may be able to offer advice, or refer you to people who can.

Tool . . . for creating innovative products

Discuss with the project team and the project advisory group the following questions about the development of your project’s products.

1. Do the methods or tools which we need to deliver our project as planned already exist? If not, will we develop and test them as innovative products of our project?

2. Can we develop and test these products ourselves, or would it be better to buy in all or part of this work?

3. Which of these new products can be packaged in a form which other practitioners or institutions will want to use, and which we can display or distribute to them?

4. Of these, which would be essential to practitioners or institutions wishing to replicate the work of our project? Which would help them to do so? Should we produce a comprehensive resource kit?

5. How will we know that the products we have developed are of a high enough quality? Have we got access to experts in the field who can advise us?

6. Will our self-evaluation procedures reveal the weaknesses and shortcomings of our products at field-testing stage? Is our workplan flexible enough to allow for revision of the products in response to feedback from self-evaluation?

7. Which audiences of practitioners, institutions, employers or others, in which areas, are likely to be most interested in our project, and its innovative products? Why will they be interested?

8. How are we going to present our project and its products to these audiences of potential users? Are these the most appropriate methods of communicating with that particular audience?

Examples . . . of creating innovative products

EMPLOYMENT-NOW

The product planned and developed by this project was a flexible methodology for increasing women’s access to high-quality employment through a package of linked counselling, training and support measures. The methodology drew on the previous experience of the three transnational partners, and a key feature was a set of guidelines for further adaptation to local circumstances in other parts of Austria, and in other Member States. The ‘imported’ methodology was field-tested and adapted, while the process of adaptation was scrupulously logged as the basis for subsequent preparation of the guidelines. Considerable effort was devoted to full documentation of delivery, in order to create persuasive materials to support dissemination in other Austrian regions and sub-regions. It was originally thought that the example of the transnational partners would be key to the case for mainstreaming, and partners were asked to provide statistics, illustrations and narrative descriptions drawn from their own experiences.

EMPLOYMENT-HORIZON

The Finnish project’s product was the peer support methodology, developed and field-tested in five locations. At an early stage, the project and its transnational partners decided to package the methodology as a ‘network service’, supported by a series of framework tools, which would offer outlines of training, counselling, work support and other course elements, accompanied by guidance on implementation. The rationale of the network service approach was to create a continuing multiplier effect, by employing the peer support approach itself. The disabled trainers and counsellors who had delivered the funded project would support the creation of further network nodes in new locations. They would train new disabled trainers and counsellors, and advise on implementation of the peer support methodology – as well as demonstrating it! This mode of transfer, as well as possible mainstreaming, would be supported by a set of 20 professionally produced case study sheets, including full-colour photographs. Dealing with the problems faced by individuals and groups of clients, as well as their successes in overcoming them, sheets could be selected in accordance with particular circumstances. An outer folder would contain a case study of the HORIZON project itself.

EMPLOYMENT-YOUTHSTART

As a demonstrator project, the Danish youth café was in a sense its own product, and planned national dissemination activities centred around  a series of events hosted in the café by the participants themselves. Distributable products consisted of the operations manual, to be jointly developed with the transnational partners, and the pre-training curriculum, developed locally at the start of the work programme. The workplan allowed plenty of time for preparation of the operations manual, following initial evaluation of field-testing with the first intake of trainees. At the same time, each partner started to negotiate local mainstreaming of the provision in order to fund continued operation of their café. This was assisted by the availability of a video, prepared thanks to additional financial assistance from a charitable foundation. Feedback from these negotiations revealed strong demand from policy-makers for a printed prospectus, including information about all three network members. The partners therefore agreed to put additional resources into creating a common project report, and beneficiaries in each country were invited to contribute to the design and writing work.

EMPLOYMENT-INTEGRA

The project planned to produce a comprehensive tool-kit for the establishment and operation of migrant centres. The component products included the development methodology, a guide to good practice, training materials and a framework for counselling, and technical tools comprising database management software and telematic systems for remote access to information and training materials. Each of these products was to be assessed during field-testing. The development methodology and technical tools would be adjusted as testing progressed, and the workplan allowed time for full revision of the other products in the light of a final evaluation of the field-test. The partners themselves included representatives of the training institutions and local authorities expected to adopt the tools if the approach was mainstreamed, and they were fully involved in on-going assessment of product quality. Once the project was certain that it would succeed in establishing at least one pilot centre, it decided to prepare a professionally-made video of the centre in operation as the primary dissemination tool.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for creating innovative products

· Is it clear to your entire project team which elements of your project are to be developed and tested as distributable products?

· Is the development, testing and revision cycle for each of these products allowed for in your workplan?

· Have you defined performance indicators which will provide feedback on the quality of these products? Have you secured access to the necessary support and advice from outside experts in relation to the assessment of product quality?

· Are the design, preparation, and production of the required materials for the documentation and presentation of your project (video, report, booklet, display, slides, CD-ROM) allowed for in full in your workplan?

Summary of Step 6

After working through step 6, you should have achieved:

· a Package of products – some or all of which your project will use and test

· the Participation in product-testing of members of the target user group

· a Pitch to the target user group – based on an understanding of their requirements

· a Promotional plan – which will enable you to get your message across.

Step 7 – Product refinement

In step 6, you prepared for the design, testing and eventual promotion and distribution of the project’s products. This step will help you to incorporate feedback from field-testing in order to improve the final version of your products and refine your plans for presenting them.

The purpose of product refinement is:

· to align products with the needs of users and beneficiaries by responding to the experience of field-testing, and the advice of experts

· to fine-tune plans for the presentation and distribution of project products in the light of changes in the products and improved understanding of their relevance to potential users

Field-testing an innovative method or tool almost inevitably leads to its modification. Only rarely does the experience tell us either ‘Your first idea was perfect’ or ‘This idea will never work’. We are much more likely to find that our original idea works, but not quite as we had hoped. We might find that we need to be more specific about the clients for whom a new approach is suitable. We might find that additional client support resources are essential for success. We might find that a particular training module is unhelpful, or that the whole thing needs to be rewritten in less academic language.

The product you test in the project is a prototype. This step deals with optimising the final version.

During the project, you and your organisation will also have learnt more about the mainstream institutions which might take up your innovation, and about the client groups with whom they could apply it. The project should have brought you into contact with a network of relevant contacts, including your transnational partners. They may have drawn attention to opportunities which you would never have thought of for promoting and distributing the project’s ‘deliverables’. On the other hand, they may have shown you that your expectations for mainstream adoption of your approach were over-optimistic. In either case, you will want to review your plans for promoting the project’s results in the light of your project experience.

Method . . . for product refinement

I. As you receive feedback on product prototypes from field-testing (see step 5), consider making ‘running adjustments’.

Link to project self-evaluation:
Project self-evaluation enables you to improve distributable products, increasing the chances that your innovation will be taken up by others.

A. Depending on the nature of the product concerned, and the timing of the feedback, you may have a chance to make immediate changes, which can be tested within the project. For example, if participant feedback on the first module of a training course reveals a strong desire for less theoretical content, you may be able to adjust later modules in time to test a revised approach, and compare the results.

B. Alternatively, you may prefer to continue with the testing of the original prototype, logging feedback generated by self-evaluation, and making a complete revision once field-testing has been completed.

II. Use opportunities presented by the project to gather ‘market intelligence’ about potential mainstream users of your innovative ideas and products.

TIP!
Try to attend the presentation of similar or related products developed by other EMPLOYMENT projects. This will give you a chance to gauge the kinds of presentation which are most effective in reaching a particular target user group.

A. Throughout the project, make the most of contacts with your transnational partners, your project advisory group or other outside experts, and possibly with other EMPLOYMENT projects. Try to improve your understanding of the needs and concerns of the individuals and organ​isations which might adopt your project’s innovation. Consider ways of adjusting the design and presentation of your products in such a way as to address those needs and concerns more directly.

B. Discuss your products, and your plans for documenting, presenting and distributing them, with members of the target user group.

C. Where appropriate, invite relevant professionals (such as writers, graphic designers or multimedia consultants) to attend your discussions with members of the target user group.

II. Continue to discuss the development of project products with your transnational partners.

A. Constantly update your partners about changes in your plans for products and their presentation. Regularly ask for equivalent information from them.

B. Your partners will be going through the same process of testing and optimisation, and you may wish to adjust your plans for collaboration accordingly. For example, imagine that you had planned the joint production of good practice guidelines for counsellors working with members of the target beneficiary group. It may have become clear that the needs of beneficiaries in your two countries are more different than you had realised, or that the different professional competences of counsellors in the two countries require different approaches. On the other hand, you may find that there is an opportunity for closer collaboration than you had originally planned. Look for ways to exploit the partnership – you may not be able to develop a product jointly, but perhaps you can translate and adapt elements of one another’s products in order to avoid ‘reinventing the wheel’.

C. Consider opportunities to collaborate with your partners in the promotion of your products, as well as in their development. Even if you and your partners produce quite separate products, collaboration may enable you to extend the coverage of your promotional activities – for example, by running a combined series of events.

III. Use information generated by self-evaluation to prepare persuasive case-study material.

A. Almost certainly, you will wish to include case-study material as part of your presentation of the project and its products. Consider producing a set of case studies as a product in its own right. 

B. Case study material is conventionally presented in a printed document, but there are other options, such as videos, slides accompanied by speakers notes, and so on. Choose methods of presentation which best display the material and which are appropriate to the intended audience.

C. The purpose of case study material is to give those outside the project a real feel for the work. Use photographs, stories, anecdotes and direct quotations from interviews with beneficiaries and project staff, to make your case studies ‘real’.

TIP!
Others are more likely to adopt the tool which you have developed if it is accompanied by a case-study which documents its pilot implementation. Practitioners will be encouraged to use a new tool by an example of its successful application and an honest account of possible problems.

A. To be of practical use, a case-study should describe in detail not only results but also processes, problems and solutions. Mistakes and failures are as interesting as solutions and achievements. Practitioners are more likely to be convinced by a ‘warts and all’ presentation than by a bland success story. An account of your learning process will help them to avoid repeating your mistakes, and will suggest practical ways of dealing with the problems which they may encounter in replicating your work.

II. Review your plans for the delivery (presentation and distribution) of your package of products.

A. Will you reach your target audience through advertising or direct mailshot? Which publication, or which mailing list, will you use?

TIP!
Remember that an EC-funded project may not generate surpluses. You are allowed to offset income from conference bookings or from the sale of publications against eligible project costs. However, you cannot retain money generated by project activities or outputs for use outside the EMPLOYMENT project itself.

A. Will the target audience be more receptive to printed documentation, public present​ation (at a conference, fair or seminar), or direct presentation in their own premises (where they will have greater opportunity to discuss the products with you)?

B. Consider options for the pricing of products, and of attendance at the special conferences or seminars where you plan to present them. Even a ‘below-cost’ charge will add to your budget for preparing a product or presentation, and may therefore enable you to improve its quality significantly. On the other hand, you may feel that the target audience will only attend a conference, or order a resource kit, if these are free of charge.

II. Seek the support of local, regional or national bodies (such as professional associations) who may be able to promote your delivery strategy, or to assist your own promotional efforts.
Tool . . . for product refinement

Use the following questions as the basis for discussing with the project team the optimisation of your products, and of your plans for promoting them.

1. How successful have our prototype products been during field-testing? What were the greatest problems, and how can these be overcome in a final version?

2. How could we make these products more attractive to those we hope will use them? How can we show them just how successful the field-testing of our approach has been?

3. What products are being developed by our transnational partners? How do these relate to our own products? Does our partner’s work jeopardise existing plans for jointly developed products, or does it create new opportunities for joint development work?

4. Do our promotional plans offer opportunities for our transnational partners to present their products to a receptive audience in our country? Can we use their promotional activities to reach a new audience for our own products?

5. Will potential users of our project’s products be willing to pay for them, or for a chance to learn about them? Could we use revenue generated by such charges to improve the quality of the products or the presentation?

Examples . . . of product refinement

EMPLOYMENT-NOW

The project’s product was a methodology for the recruitment of unemployed women, the analysis of their training needs, and the delivery of counselling, training and support matched to local labour market needs. Innovative in the Austrian context, the product was progressively refined throughout the project in response to continuous feedback from project staff and participants. Local partners, which included employers’ organisations as well as public authorities, were closely involved in local curriculum development. Transnational exchanges of staff enabled Austrian project workers to compare their version of the methodology with those of partner organisations, and to understand the differing local circumstances which led to the various adaptations. Discussions with participants and employers made it clear that evidence of effective adaptation to local conditions would be the key both to client recruitment and to business support for mainstreaming, and plans for dissemination were adjusted to place greater emphasis on the local experience. One of the research institutes produced an article which was published and logged in an international research data base.

EMPLOYMENT-HORIZON

Few problems emerged during the project in relation to the balance or content of the course programme. However, it did become clear that a particular combination of skills and experience was required by the teams of disabled people delivering the ‘peer support’ service. The guidance on implementation – prepared by the project and its transnational partners as a key tool for both national and transnational replication – was therefore revised in line with the project’s own experience. The guide was expanded to include outline job descriptions and person specifications for project staff, and more detailed notes were prepared on the composition and management of the team as a whole. The guide highlighted the areas where support from more experienced staff in other network nodes could be effective, and the forms this might take – including temporary secondment, ‘peer support’ visits, and telephone mentoring. Transnational partners were active in the later stages of the project in refining the design of the case study sheets and folder, with a view to translating these for use in their own countries. The partners took responsibility for the planning of a seminar on the ‘peer support’ approach to be held in each Member State represented.
EMPLOYMENT-YOUTHSTART

The youth café operations manual was prepared by the transnational steering group with support from project staff in each country, and incorporated many of the changes and refinements introduced during the project. National differences, where these affected the running of the cafés, were highlighted. A draft text of the common project report was piloted in each country in a focus group of invited educators and policy-makers. The report was fully endorsed as a key dissemination tool, and changes in emphasis suggested by those consulted were taken on board. In particular, the focus groups wanted the steering group to discuss the commercial potential of the cafés as a means of subsidising their primary activity of providing training and work experience.

EMPLOYMENT-INTEGRA

The telematics element of the planned technical innovation had to be dropped when the project switched resources to increased efforts to overcome prejudice among employers. The database management system was successfully implemented using prototype information content. Feedback from participants, counsellors and trainers on the content itself was overwhelmingly positive. The final evaluation of field-testing recommended a number of minor enhancements to the training materials and the migrant centre development methodology, together with a new emphasis on strategies for addressing and overcoming employer ignorance and prejudice. These changes were made in the planned revision phase. An early pilot of the dissemination video – showing the first centre in operation – was screened at one of the bi-monthly transnational co-ordination meetings. Partners suggested that it would make a stronger impact on employers and mainstream institutions if it included interviews with at least one migrant who had secured full-time employment, and with her employer. Plans were made to test the final version by sending it to 200 targeted local employers, free of charge. Translation of the video was also planned, together with regional seminars in each partner country, at which the video would be screened as part of the presentation of the migrant centre tool-kit.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for product refinement

· Have you sought feedback on each of your products from end-users (beneficiaries), individual users (trainers), and representatives of potential mainstream adopters?

· Have you made maximum possible use of your transnational partnership to improve product quality and reduce development costs?

· Have you prepared striking and convincing project case study material?

· Have you got a clear strategy for presenting your products to those who are most likely to use them?

Summary of Step 7

After working through step 7, you should have achieved:

· a final specification for all project products, including case study materials and tools for replication

· a plan for any remaining development work, and for final production

· a plan for presenting the products to their target user group

Step 8 – Promoting wider take-up

In steps 6 and 7, you designed, tested and optimised products to support the adoption of your innovation by mainstream institutions, and prepared a plan for their presentation to their intended users. This step takes a broader look at dissemination activities.

The purpose of promoting wider take-up is:

· to fulfil your responsibilities to the EMPLOYMENT Initiative

· to maximise the likelihood that your innovation will be adopted by others, extending its benefits to members of the target group in other areas

· to capitalise on the developmental and promotional opportunities which the project offers your own organisation
The take-up or adoption of a project innovation may occur as the result of four distinct types of transfer:

i) transfers between the project’s local or transnational partners, as part of its work programme

ii) isolated adoption by one or two others

iii) multiplier effects, where the use of the project’s innovative approaches, methods or tools are replicated – ideally, with the likelihood of additional onward transfer to a further group of users

iv) mainstreaming of the project’s innovation as a matter of policy, by relevant institutions at local, regional, national and perhaps European level

The EMPLOYMENT Initiative funds innovative projects in the expectation that successful innovation will have a positive impact on mainstream provision, rather than remaining an isolated experiment. Mainstreaming is not the direct responsibility of the funded project, but it is the project’s responsibility to prepare the way for mainstreaming – both by developing products which will enable others to apply the innovation, and by planning and carrying out effective dissemination activities. This is why the guide has emphasised dissemination planning from the outset. If you have followed the advice given in each step, you should already have made good progress towards successful dissemination.

The type of institution which might be able to mainstream the project’s approach or methods varies, depending on the field of work and the country involved. They may be local, national or European. They may be public authorities, commercial companies, or non-profit associations. A different method of promoting mainstreaming will be appropriate for each type of institution. Existing networks or your National Support Structures may also provide appropriate routes. In each case, though, practitioners from mainstream institutions need to be convinced that adopting your innovative approach and methods will enable them to achieve their objectives – either by improving their performance or by extending their capacity.

Before starting, let us review the work you have already done to prepare for dissemination and mainstreaming:

· In step 1, you identified a need or problem, and checked that your view of it is with that of mainstream institutions.

· In step 2, you defined project objectives, and checked that these were compatible with the legal and institutional context in which your innovation might be mainstreamed.

· In steps 4 and 5, you established procedures – meaningful and accepted in the field in which mainstreaming might occur – for evaluating the project and its products. 

· In steps 6 and 7, you designed, tested and refined a package of products, and a dissemination strategy, tailored to the language and structures of relevant mainstream institutions.

In this step, you will look for remaining opportunities to improve or extend your planned dissemination activities, and to increase the chances that your innovation will be mainstreamed.

Method . . . for promoting wider take-up

I. Seek the advice of your project advisory group, and try to involve them or members of their networks in the promotion of your project’s innovation.

A. They may be able to supply lists of key contacts. You may be able to persuade an influential individual to support the mainstreaming of your project, either by endorsing it or perhaps by making a keynote speech at your dissemination event. You may obtain access to a key individual in your own (large) organisation.

B. They may be able to suggest institutions which would be willing to host additional regional dissemination events, as part of their own development programmes.

II. Consider ways of broadening the target audience for your dissemination events.

A. If appropriate, invite groups which might influence the decision to mainstream your innovation, as well as those who might make the decision. For example, consider inviting employers, trainers, social services providers, civil servants, and so on.

III. Plan your dissemination events with care.

TIP!
Despite all your efforts, and despite your own strong belief in your project, it may be hard to generate interest in your innovation. Be ready for hard work, frustration . . . and tremendous exhilaration when your patience is finally rewarded!

A. Arrange that speakers and presenters are members of the same professional groups as the audiences they will address. Civil servants will respect and understand a civil servant, educators will respect and understand an educator. As far as you can, use speakers with direct, personal experience of the success of the project.

B. Arrange a seminar programme which is engaging and lively. Make delegates’ experience as direct and practical as possible, giving them access to hands-on demonstrations, involving them in focus group discussions, and so on. If approp​riate, present filmed personal accounts by project beneficiaries. Offer to make project documentation (including illustrative material) available to outside speakers.

C. Offer your transnational partners the opportunity to make a related presentation at your event, if you think that it might add weight to your efforts. (For example, they might be able to describe mainstream provision of a similar scheme in their own Member State.)

D. Ensure that there will be a traceable record of your activities even if the project ceases to exist as an autonomous organisation. Register your publications in relevant databases and publication lists.

II. Use case-study material to support your presentation. Convincing case-study material will make a favourable impact on policy-makers and practitioners within mainstream structures.

TIP!
Thought should be given to the accessibility of dissemination materials and events to people with a disability, and where necessary alternative means of distributing information should be offered.

A. Demonstrate the practical success of your innovative project in a variety of ways – for example, by using photographs and quotations from employers and beneficiaries in documents and on display board; by displaying certificates, endorsements and artefacts made by trainees; by the use of video film; by providing on-line links between conference delegates and project participants; by displaying a portfolio of positive local and regional press coverage.

II. Target the commercial and ‘in-house’ journals of the relevant mainstream institutions.

A. Offer them material for articles about the project’s work. (Always accompany an article with a suitable full-colour illustration.)

B. Welcome any opportunity to give an interview to the press. Try to get the journalist to visit your project.

TIP!
Remember to speak to your target audience in their own language, relating your innovation to their needs, culture, and working methods.

A. Monitor any response to published articles. Consider advertising in the journals which have elicited the greatest response from your target audience.

II. Consider organising training seminars for mainstream practitioners to help them apply your innovation, and act as ‘multipliers’ by passing on relevant information and ideas to other potential users.

Tool . . . for promoting wider take-up

Discuss with the project team possible ways of improving your dissemination activities. As a starting-point, think about the following questions.

1. Have our on-going promotion and communication activities made practitioners and policy-makers in mainstream institutions aware of our project? Is a further communication effort needed, ahead of our planned dissemination activities?

2. Have we got enough close contacts with individuals in relevant mainstream institutions, or do we need to establish a wider or stronger network of support?

3. Could we persuade a mainstream institution to pilot all or part of our field-tested innovation, as the basis for a more convincing presentation to other mainstream bodies?

4. Should we seek to present our work to mainstream institutions at one of their major annual events, or would it be better to organise our own dedicated conference?

5. Besides the target mainstream bodies themselves, what other groups might be interested in our work? Would it weaken or strengthen our presentation to invite all these groups to a single event?

Examples . . . of promoting wider take-up

EMPLOYMENT-NOW

The NOW project was initiated and managed by a successful local partnership between public authorities and the business community, and a national dissemination programme was designed to stimulate and support the development of similar partnership initiatives in other regions of Austria. Preparation of the project report, outlining the methodology and including participant success stories, was overseen by a committee comprising employers, policy-makers and trainees. The project team presented the new methodology, and the guidelines for further local adaptation, at a series of regional workshops. The project also organised a 2-day transnational conference, held in Vienna with invited representatives from all EU Member States.

EMPLOYMENT-HORIZON

The Finnish project organised a series of six national seminars, in areas which they had targeted as possible locations for additional network ‘nodes’. Invited delegates included employers and educators, as well as public service professionals. Presentations were made by members of the project team, by participants in the HORIZON project, and by public service professionals consulted during the project. A case study folder was given to each delegate, and ‘network service’ support for replication was presented and discussed. Members of the Finnish project team also made presentations at the seminars organised by each of the transnational partners in their own countries.

EMPLOYMENT-YOUTHSTART

In Denmark, where the relevant institutions were particularly receptive to the idea of transferring the project to mainstream provision, they were invited to participate in the planning of the national dissemination programme. Through their own networks of contacts they identified three areas with clear potential for replication, and invited representatives from these to attend dissemination events hosted by the youth café. The same institutions also agreed to support dissemination by providing speakers. The partners agreed that, wherever possible, exchange placements should coincide with the events, in order to demonstrate in a concrete way the importance of the transnational network. Participants themselves prepared special displays of photographs, qualification certificates, diary extracts and exchange souvenirs, as well as preparing and serving the food at each event. Copies of the Danish-language joint project report were sent out with invitations, and to a mailing list of policy-makers in each region. The project was subsequently asked to make a presentation in English at a youth committee of a European association of local and regional municipalities.

EMPLOYMENT-INTEGRA

Plans for dissemination of the project’s results had been made very early on, based on the active involvement of local and transnational partners, who had continued to develop these plans throughout the project. In Greece itself, support for mainstreaming depended only on the success of the INTEGRA project, and on the availability of funding. Attention was therefore focused on partner-country dissemination, where mainstreaming, although supported by central government, might encounter local resistance. A region with a large migrant population was selected in each partner country. Programmes of three or four dissemination seminars were planned in each region, targeting local policy-makers, educators and employers. Materials, including local language versions of the dissemination video, were prepared. A similar programme was planned in a third country, where interest had been aroused by the project, and whose government had been contacted by the local member of the European Parliament.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for promoting wider take-up

· Have you publicised your project’s products and dissemination events to all potential users?

· Do your presentation materials use terms and ideas familiar to the people to whom they will be addressed?

· Does your dissemination strategy have the full support of your own senior management?

Summary of Step 8

After working through step 8, you should have achieved:

· a network of influential supporters within the targeted institutional area

· a comprehensive mailing list of decision-makers in the targeted institutional area

· a portfolio of positive press coverage of your project

· a programme of dissemination events and publications which will bring the project – and your own organisation –  to the attention of key practitioners and decision-makers

Step 9 – Final evaluation and reporting

This step will help you to prepare a final evaluation of your project, using information collected by the self-evaluation procedures which you set up in steps 4 and 5. It also helps you to prepare a final report, which will support or extend the dissemination activities undertaken in step 8.

The purpose of final evaluation and reporting is:

· to document the project’s experience and achievements, both for internal and for external audiences

· to crystallise the key lessons to be drawn from the experience

· to create a platform for further development work, and for future partnerships

· to support or extend dissemination of the project’s innovative approach, methods and tools

In steps 4 and 5, you established self-evaluation procedures. These were principally designed to generate immediate feedback, as a way of maximising the effectiveness of project management. But they were also intended to gather the information which would be needed for final (summative) self-evaluation of the project. In this step, we will consider how this information should be presented.

In step 8, you undertook final preparations for your dissemination activities. If these have been successful, your project will already have started to change mainstream practice, and demand for its products and experience will be strong. Depending on whether your final evaluation and reporting precedes or follows your main dissemination activities, it will either support or extend them.

In some cases, it may not be possible to complete a final evaluation until some time after the end of the project itself. For example, adequate evaluation may require six-month follow-up interviews with participants or employers, in order to determine the effectiveness of training, or the sustainability of business creation. In such cases a final report containing evaluation results can form a valuable follow-up to successful dissemination activities. (You might distribute the final report to all conference delegates.)

In other projects, it will be desirable to carry out a final evaluation, and to include its findings in a project report, ahead of the dissemination of results. Here, the final report itself will clearly serve as a useful dissemination tool.

TIP!
The intense experience of your project have created an important resource of skills and knowledge. You should not leave this resource locked up in the heads of project staff – who might leave the organisation or move on to other types of work. An evaluation report makes critical knowledge available to the organisation as a whole.

Final evaluation and reporting therefore constitute an important part of the project’s dissemination effort. They also provide valuable evidence for experts carrying out external evaluations, either at project or at programme level. In addition, final evaluation of national projects should feed into an overall transnational evaluation, which provides an overview of the partnership’s achievements, and of its functioning and prospects.

Lastly, final evaluation and reporting can be of critical importance to your own organisation, and to your transnational partners. Final evaluation summarises in a convenient and lasting form the most significant results of the on-going self-evaluation work which you have carried out throughout the life of the project. In this way, the lessons of the project (including organisational and administrative aspects) can be learned by your organisation as a whole. Final evaluation is likely to indicate areas which require management attention, and may suggest opportunities for additional project work.

TIP!
Positive experience of an earlier collaboration is a key determinant of successful transnationality. Documenting your partnership in a final report may make it easier to attract new partners, and will provide valuable evidence in support of future funding applications.

The final project report – which normally includes a summary of the final evaluation – will also be valuable to your organisation as a promotional tool. It gives the work of the project team, and of your organisation and your transnational partnership, greater visibility. It documents your achievements and offers concrete evidence of your competence. Its value should persist for several years after the end of the project.

Method . . . for final evaluation and reporting

This method assumes that you intend to create a single final report. (Tool 1, below, summarises the recommended content of such a report.) Alternatively, you may prefer to create two separate documents – first, a full final self-evaluation report principally intended for use within your own organisation; and second, a final project report, written for an external audience, which includes a summary of evaluation conclusions only.
I. Define the purpose of your final report, and decide on an appropriate format and length.

Link to project self-evaluation:
Your final self-evaluation, and preparation of your final report, should not be arduous or time-consuming. If you have carried out thorough on-going self-evaluation as recommended in this guide, you will already have on file the majority of the information you need.

A. The purpose of your final report may be to support or extend your dissemination efforts by providing interested practitioners and policy-makers with an overview of the work and its results. In this case, the report should be brief (say, between 20 and 30 pages only). It should also be self-contained, summarising key data and sign-posting project products, but not incorporating large data tables, and not including written products as annexes.

B. Alternatively, you may wish to assemble in a single large document all your evaluation findings, as well as the texts of all the project’s written outputs. This style of reporting may be more appropriate in some academic fields. (Of course, your decision about the form of report which best suits its intended audience may fall between the two extremes outlined here.)

C. In all cases, production values (that is, the quality of paper and printing, layout and illustration) should be as high as your budget allows. Busy people will find it much harder to see the quality of your project if it is presented in a disorganised, ugly or unprofessional way. 

D. Use photographs, quotations from participants and employers, and short participant case studies at appropriate points throughout the report, in order to illustrate your text in a lively and interesting way.
II. Describe, in brief, the original problem or need which the project was intended to address, and its causes and context (see step 1).

A. The main purpose of your report is to describe the development work undertaken by the project, and to indicate the prospects for its wider application. Nevertheless, a short account of its origins and background will help readers to understand the work. 

B. Use charts to present key numerical data.

III. Briefly set out the project’s original objectives.

A. Describe the project’s overall objective, as well as its goals and targets (see step 2). These will be of interest to readers as the framework for your self-evaluation – you may wish to describe the performance indicators used (see step 4).

IV. Prepare the first of the three central sections of your report, describing your project’s activities and outputs.

A. You may choose to make a sequential or a thematic presentation. That is, you can consider each phase of the work programme in turn, or alternatively each of its separate strands or elements. As an example of thematic presentation, you might divide the section of the report into sub-sections and paragraphs which correspond to the project’s goals and targets.

B. Set out project outputs, as measured by your output indicators, using charts to present data where appropriate. (For example, give figures for the number of participants who gained qualifications, secured employment, started their own enterprises, or entered full-time education.) You should also briefly list the project’s distributable products, which you will describe more fully later in the report.

C. Your description of the project’s work should include an account of the changes to the workplan which occurred during the project. Readers should be enabled to understand why it became necessary to adjust the work programme, as well as the consequences of the changes.

D. Include a description of your transnational partnership, and of the transnational aspects of your work programme. If joint work has produced transnational results, these should be described.

V. Prepare the second central section of the report, your final self-evaluation. (This section may summarise a more extensive final self-evaluation report prepared for use within your own organisation, omitting conclusions of purely internal interest.)

TIP!
It takes courage to describe your project’s problems and failures hon​estly. However, the key to successful application of your innovation lies in understanding and avoiding these early difficulties. Other practitioners will appreciate the opportunity to learn from your problems.

A. Present the main conclusions and recommend​ations arising from your self-evaluation. These are likely to concern the impacts of the project, the relevance of its objectives to client needs, and its design and methodology.

B. Give a full account of the obstacles, problems and failures which the project encountered, and of the ways in which these were addressed. 

C. Supporting evidence for your final self-evaluation will largely be drawn from qualitative information gathered during the project. It may include analyses of, for example, participant exit interviews. However, it will focus on identifying and exploring key issues, critical requirements for success, major constraints or limitations, and significant lessons.
TIP!
Remember  that evaluation is part of a planning cycle (see Contents page). Your final evaluation is likely to highlight remaining problems or unmet needs, and may suggest fruitful avenues for further development work. Use the evaluation report as the starting-point for the next project planning cycle.

A. Your final self-evaluation should address a number of organisational issues, including questions of administration, logistics and staffing, and transnational communication and joint work. An account of your mistakes, and the lessons for the future to be drawn from them, will be valuable internally – although you may not wish to include it in a project report intended for an outside audience.

II. Prepare the last of the report’s three central sections, dealing with the prospects for replication and mainstreaming (see step 8).

A. This section should summarise the case for replication and mainstreaming – the field in which the innovation might be applied, the target groups for whom it is relevant, and the nature and extent of the anticipated impacts.

B. The section will also deal in more general terms with the critical requirements for success, and with any known constraints to which successful application is subject.

C. Any replication which has already occurred should be described.

III. Set out details of your project’s distributable products (see steps 6 and 7).

A. Give a full description of the products available to support the replication or mainstreaming of the project’s work, and of how these may be obtained.

B. Include details of any forthcoming dissemination events which readers may wish to attend.

IV. Briefly describe any related future development work planned by your own organisation or by your transnational partnership.
A. Describe your plans for building on the work of the project in the future.
B. If you are seeking additional local or transnational partners for this work, specify the kind of organisation you are looking for, and provide contact details.
V. Lastly, prepare a short (two page) Executive Summary, highlighting the report’s key points in a series of bullet points. The Executive Summary should be placed right at the start of the report.

TIP!
Remember to credit the European Commission’s EMPLOYMENT Initiative prominently in the introduction, and on the cover, of your final report.

A. The Executive Summary will set out the key points of the main text. However, they should be arranged in a logical sequence (which may not correspond to the order in which they appear in the report), so that the Summary can be read as a self-contained narrative.

B. Each bullet point should contain a cross-reference to the relevant section of the main text.

Tool 1 . . . for final evaluation and reporting

This tool offers a framework for the content of a 20-30 page final project report.

· Executive Summary – two pages of key points in a bulleted list

· Context, and problem or need – brief summary of the research evidence which formed the project’s original background and justification

· Project objectives – brief summary of the project’s original objectives

· Project activities (central section) – an account of the work that was carried out, and its practical results, including transnational aspects as well as participant outputs and deliverable products

· Final evaluation (central section) – the predominantly qualitative conclusions and recommend​ations arising from your self-evaluation, which should include an account of obstacles, problems and failures, and your attempts to address these

· Prospects (central section) – an account of the prospects for replication and mainstreaming of your innovative approach, as well as details of any replication which has already occurred

· Products and dissemination activities – a description of the various products which you have created to support replication and mainstreaming, and of any planned dissemination events

· Further development – an account of your organisation’s plans, and those of your transnational partnership, for building on the work of the project in the future
Tool 2 . . . for final evaluation and reporting

To stimulate the project team’s planning of your final report, start by discussing the following questions.

1. How do the final results of the project compare with our original objectives?

2. From the point of view of other practitioners and mainstream institutions, what are the key lessons to be derived from our innovative project experience?

3. What are the key lessons which we and our transnational partners should draw from the innovative experience?

4. Which aspects of our project will be of most interest to the Commission in carrying out external evaluation of the project, or of the programme as a whole?

5. Does our final evaluation suggest opportunities for further development work?

6. What opportunities exist for building on our transnational partnership, perhaps to undertake further joint development work?

Examples . . . of final evaluation and reporting

EMPLOYMENT-NOW

The project’s final self-evaluation reported on two distinct aspects. First, field-testing of the adapted methodology was evaluated against the project’s targets, and was found to have reached or surpassed these in almost all cases. By the end of the funded project, fewer than 50% of the trainees had found jobs, but 3- and 6-month follow-up support and information-gathering exercises were planned, and the project was confident of meeting its target of 80% into work within 6 months. Second, the report assessed the process of adaptation, highlighting key difficulties and requirements. In particular, exchanges of staff were found to have been essential to the transfer of skills and methods, and the report recommended that staff exchanges formed part of any onward transfer to mainstream provision in other parts of Austria. The report acknowledged that more could have been done to anticipate the difficulties of adaptation to specific local circumstances. It recommended that in future potential beneficiaries should be involved in this process, along with educators and policy-makers. The project’s final report, aimed directly at local authority policy-makers and the business community, included a summary of the evaluation report, but focused on the presentation of participant success stories – with examples of women who had secured employment, entered self-employment, and formed new enterprises.

EMPLOYMENT-HORIZON

The project produced a single comprehensive final report, including the full text of the final evaluation. This was intended primarily for use by the network of project offices established during the project, and intended to grow over the coming years, both nationally and transnational. The report paid particular attention to an analysis of the prospects for future growth of the network. The final evaluation examined the project’s performance under four headings – training outcomes, network development and methodology, impact on public service provision, and transnational effects. Its findings were presented as an interim report on the early stages of a long-term process. Training outcomes had been good. Network development had made good progress, and the peer support methodology had been considerably refined, during the project. The report acknowledged that although local consultation had been effective in raising awareness of the exclusion of disabled people among public service professionals, it had not produced analysable data on changes in attitude and behaviour. More work remained to be done in this area. Transnationally, a firm basis for future collaboration had been established, and the partners would monitor the long-term results of their dissemination activities carefully. Further projects, to implement peer support networks in the partner countries, were strongly recommended.
EMPLOYMENT-YOUTHSTART

The Danish project prepared its own final evaluation report as well as contributing to a joint evaluation prepared by the steering group. The local evaluation report – which was intermediate, since data on participants’ post-project employment experience was unavailable – concentrated on assessment of social, psychological and behavioural impacts. Peer group solidarity and mutual support, especially at local level, were found to have been valuable. The report recommended that further progressive adaptation of the methodology should aim to foster this solidarity, within clear boundaries concerning time-keeping, quality control and workplace behaviour. Weekly staff-participant discussion groups were found to have been successful, both as a way of gathering information, and as a forum for dealing with disputes. The joint evaluation summarised the conclusions of the three national evaluations, but focused primarily on issues of integration and co-ordination between the partners, on lessons to be drawn from the collaboration, and on prospects for its further development. The sharing of skills and experience between national project teams was found to have been critical for the development of a high-quality operations methodology, and in its documentation as a distributable manual. It had also been essential for the effective management of a complex project, involving reciprocal exchanges, where partners were depended upon to provide direct supervision and support to foreign trainees. In the early stages, the evaluation found that the fully integrated collaborative approach had incurred travel and accommodation costs that were disproportionate to its benefits. However, lessons had been well learned, and as trust grew and improved communication mechanisms were developed, costs were reduced to an acceptable level. Continued close collaboration was felt to be essential for the further development of the existing network, and for its extension to new partner countries.

EMPLOYMENT-INTEGRA

The Greek project prepared a full evaluation report for internal use by the promoting organisation itself and its local partners, including public authorities. The report was shared with transnational partners in confidence. A short separate project report, including a summary of evaluation results, was produced for widespread distribution to the Greek media, as well as to delegates at dissemination events. Stocks of the report were also held for use by new migrant centres as a resource in their own promotional efforts. The report was made available to transnational partners for translation and use in their own countries. The evaluation demonstrated the project’s success in achieving almost all of its original objectives, but highlighted the extent of resistance to the migrant community among local employers. It showed how the project had been affected, and how it had responded, to this challenge, noting the need for substantial resources to be devoted to promotional work. It recommended adoption of a strategy which had been successfully developed within the project. This concentrated efforts on breaking down employer resistance, and enabling migrants to find employment, in sectors in which their traditional skills were needed – as a first step towards full integration. Finally, the report noted the continuing need for telematic solutions to facilitate access to the services of the new centres from remote locations, and recommended that this work, which had been dropped from the current project, should form the basis of a future project.

Note: These are hypothetical case studies, but are based on real projects. The same four examples are followed in each of the nine steps.

Checklist . . . for final evaluation and reporting

· Have you carried out a final evaluation of your project, covering development processes and organisational issues as well as outputs and achievements?

· Does your project’s final report include sufficiently detailed final evaluation results to enable other practitioners and organisation to understand the process of your development work, including its difficulties?

· Does the final report make a clear and convincing case for the replication and mainstreaming of your innovative approach?

· Have you shared the results of your final evaluation with your transnational partners, as the basis for discussing opportunities for further collaboration?

· Will the results of your final evaluation will be available to senior managers within your organisation as a starting-point for the planning of future work?

Summary of Step 9

After working through step 9, you should have achieved:

· a final self-evaluation

· a final project report, including the key findings of the final evaluation
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Glossary

	Beneficiary
	An individual member of one of the EMPLOYMENT Initiative’s target groups, whom the field-testing of your innovation aims to benefit directly – a participant in, or a client of, the project.

	Bottom-up approach
	An approach which derives innovative ideas directly from quantified experience of the needs of potential beneficiaries.

	Dissemination
	Activities by which a project (and its transnational partners) informs those who might adopt it about their work, the scope and relevance of its innovation, and any products designed to support its adoption and implementation. 

	Evaluation
	The analysis and interpretation of relevant data about the project, as a source of high-quality management information, and as the basis for an assessment of the project’s effectiveness and wider applicability. Evaluation may be carried out by funders or consultants (‘external evaluation’), or by the project team itself (‘self-evaluation’).

	Field-testing
	The trial application of an innovative approach, method or tool in a ‘real-life’ setting, and the careful observation and analysis of the results of the trial.

	Innovation
	An approach, method or tool to be developed and tested, either for the first time, or in a new location or with a new target group, in order to meet a need or to overcome an obstacle. Investment in an innovation will normally be justified by its potential for subsequent replication or mainstreaming.

	Mainstreaming
	Generalisation or integration of the use of the project’s approach, methods or tools at local, national or European level.

	Milestone (‘plan​ning milestone’)
	A critical point in a project’s workplan, generally associated with the completion of a product or service.

	Monitoring
	The on-going collection and recording of information relevant to project evaluation, throughout the life of the project.

	Multiplier effect
	Replication, by other people or organisations, of the project’s approach, methods and services, especially where the potential exists for their onward transfer to a further group of people or organisations.

	Objective (‘project objective’)
	What a project sets out to achieve. Objectives may be defined at three distinct levels – an overall objective, a set of goals (component objectives), and a series of targets (operational objectives).

	Outcomes
	The non-distributable outputs of the project’s activities in respect of its immediate beneficiaries – for example, number of jobs created or qualifications gained, number of participants securing employment or entering further training.

	Outputs
	The project’s results, both non-distributable (outcomes) and distributable (products or deliverables).

	Stakeholders
	The various categories of people and organisations either directly involved in the project or interested in its work – these include direct beneficiaries, delivery staff (trainers, counsellors, advisors), relevant agencies and institutions and their managers, business owners and managers, associations, political bodies, and funders.

	Transfer
	Any exchange of relevant knowledge, skills, methods or tools. Transfers may take place between partners as part of the project itself. Subsequent transfers may take the form of isolated take-up, multiplier effects (take-up and onward transfer), or mainstreaming.

	Transnationality
	Joint action with EMPLOYMENT projects in other Member States – that is, with transnational partners.
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Special thanks go to LEARGAS and EFP for hosting meetings of National Support Structures to critically review the overall approach, comment on the drafts and make possible the return of comments from some project managers.
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Step 3 – Developing the workplan
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