








Develop key projects and milestones

« What are the major items the collaboration can deliver that should be
focused on?

« What are the critical phases or schedules of the collaboration that should be
assessed and measured via milestones?

« When will the overall result be available? When are partial results to be
expected?

« Who contributes what? Who adopts what responsibilities?
« What are the resources?
« What are the outcomes we can realistically achieve?

« Are the output and goals achievable with the means we have?

WORKING STEP Developing an organisational structure

This step targets the establishment of systematic rules, roles, and structures to enable
communication and participation. There is no set blueprint for this — the structure
should follow the functions and strategies already defined during the negotiation
phase. In our case study of the LSH project, the organisational bodies were mere
blueprints designed on paper in the absence of any strategy. Important parts were
therefore missing (e.g. representation of the local level). For managing the complex
tasks of collaboration, different levels of organisation should be distinguished. The
following differentiation has proven effective in the collaborative process:

- DPolitical organisational level: responsible for verification and decision-making

« Operational organisational level: deals with operative processes and progress,
controlling and monitoring.

« Working Level: responsible for technical discussions and proposals

« Support level: concerned with preparatory and administrative work as well as
facilitation of workshops etc.

A genuine collaboration demands that all partners be equally represented in the
organisational bodies and are given the same right to participate in decision-making
processes. In practice, this is not always easy to achieve, given the occasional vast differ-
ences in resources between partners (power, finance etc). It is also important to get
the right hierarchies at the decision-making level and those with sufficient expertise
on the working level. Because membership is often dynamic and changes, continual
reworking is essential to sustain the shared understanding and common focus.

CHECKLIST

WORKING STEP
Developing an organisational

structure
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Figure 20: Exemplary organisational structure, source: GTZ Capacity Works

TIPS & TOOLS

Design an organisational structure

The distinction between different organisational levels automatically brings us
to the need to identify the interfaces between the levels. An impact chain (see
below) is an appropriate tool for designing the links between fields of work,
components and the development of intervention methods as a whole.




Design an organisational structure

« Is the organisational structure appropriate to the diversity of the tasks to be
undertaken and the risks involved?

« What different models were considered and what different options
developed?

« Has the political and socioeconomic context in which the project is being
implemented been given sufficient consideration in the design of the organi-
sational structure?

« Are changes monitored, reflected upon and taken into account in
organisation?

« Who will take which decisions and how? Who will be kept informed, and
how? How will leadership be developed to ensure objectives are achieved
and the collaboration process is managed?

« What sort of quantifiable evidence will serve as the basis for management
decisions?

Al
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Phase 3:
Implementation

Key Results

 Conflict solution methods have been understood and applied.
« The development of a result chain has taken the strategy to a higher level.

« An operational plan, including milestones, activities, output etc. has been
drafted on the basis of the result chain

» Ifneeded, an M&E system is now up and running.

Key Steps

« Develop a result chain
« Draft an operational plan
« Develop an M&E system

. Deal with conflicts




Case Study LSH: “Bottleneck,
Shock and Learning"

Intensity of
Collaboration

Mobilization

Accepting Contact

Descenting
Denying

Impasse

Time /
| Phases

Bottleneck/Shock Learning

a D ([ D
Reflection-WS/
| Mid-term Report | ‘ Expert-WS

A8 NS J

Figure 21: Bottleneck, shock and learning, source: COMO GmbH

Having gone through the previous ‘trial and error’ phase, the project eventually
advanced to implementation mode. Strikingly, while the project initially had a strong
top-down character, it soon developed momentum and energy on a municipal level,
where ‘institutional entrepreneurs’ and people with real commitment discovered the
opportunity to try new things. Eventually the top-down mandate and a bottom-up
willingness to collaborate complemented and reinforced one another.

However, conflict and frustration arose from the deadlock surrounding the strategic
projects: While short-term and small scale projects were largely successful, the complex
ones demanded cross-sector collaboration, ownership, negotiation, strategic think-
ing, a departure from classical action modes etc. Particularly affected was an inte-
grated schools project that targeted

improving collaboration between Design element: External

schools, communities and institu- intervention May 2007

tions of informal learning. This . .
.. 8 Observing the deadlock and recogniz-
demanded collaboration in an area . ; .
. . ing the risk of failure, the external
of previously static sector respon- . .
. L evaluator decided to openly intervene
sibilities — between ministries of . . .
. . in the project process. In a short mid-
urban development, social services . .
. . term report to the Steering Committee,
and education on the horizontal .
. the impasse was revealed. The report
level, and between ministries and . . .
. . pointed out that the strategic claim of
borough administrations on the o .
. . . LSH was in jeopardy. This sparked open
vertical level. During the imple- .
. . controversy among decision-makers and
mentation phase, the project man- . .
] . . led to a radical reversal of the project
ager responsible for this project ..
) . organisation.
disappeared, strategic concepts

&
\ 9
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Case study

Lebenswerte Stadt Hamburg
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were not delivered or lacked any form of integrated approach, and decisions were
postponed over and over again. Like a hot potato, controversial management decisions
were passed on from one hierarchy to another, and across different ministries, with
each blaming the others for the deadlock.

It became clear that these strategic projects demanded systemic change ‘while the
motor was running’ — a form of collaborative governance, and dealt with a diversity of
legal, technical and financial issues that were unfamiliar. Confronted with these new
modes of thinking and acting, public administrations were not yet able to transparently
communicate mutual expectations and transcend their own perspectives. This was
especially true in the area of education, both formal and informal.

This resulted in an overall dead-
lock regarding the collaborative Design element: Expert workshops
approach. With only small-scale (January 2007 — March 2008)

rojects up and running, this . . .
P : ) P o 8 Observing the strategic deficits of LSH,
operative trivialisation’ of the .
. . . a series of workshops on current trends
strategic claim led to growing .

. . and challenges in urban development
frustration and cynicism. At one L .
. . . was conducted with input from national
point, project advocates worried ) " .
. academic and political experts. This pro-

that these stumbling blocks would ded th ity to di trat
vided the opportunity to discuss strate-

destroy the effort. This climaxed in . L Y . .
) ) gic and programmatic issues in an area

an open conflict during a workshop .
. ) o free from operative pressure and beyond

on “Education and Community” in . . . .
] ] o hierarchical boundaries. This not only

June 2007, in which the ministry ) .
. ! . led to enhanced skills and expertise but
in charge introduced a paper, which L . . .
, . also to growing identification with the

was meant as a ‘blueprint’ for a . . . .

. strategic claim of LSH in particular and
citywide approach, but had been ban devel ti )

urban development in general.
written behind closed doors with- P g

out any participation from other
ministries.

At this point, it was crucial that promoters were on board who insisted on the innova-
tive claim of LSH and, in the person of the new Senator for Urban Development and
the Environment, could exert enough top-down pressure and use their political capital
to gain bipartisan support. Again, the mixture of bottom-up ‘unrest’ and top-down
hierarchy proved vital. The education ministry recognised that ‘muddling through’
without ownership, strategy and structural adjustment would not suffice. As a result,
a reorganisation of the project team in charge and a radical reversal of project organi-
sation took place.

TIPS & TOOLS

Marketing and PR

One factor the participants frequently mention that promoted collaboration
was the implementation of marketing and publicrelations efforts. Internal
marketing provides “branding” and visibility (through regular newsletters, etc.)
for collaboration and can thus enhance identification with the initiative and
persuade people to attend meetings and participate. Promoting the partner-
ship to one’s own agency and to external stakeholders is crucial for obtaining
backing and scaling-up the efforts.




Overview: Where we are at this stage ...

This phase is characterised as full scale implementation mode. Therefore, project man-
agement essentials, such as continual reporting, operative planning and controlling,
and the efficient preparation and conduct of meetings figure prominently. Also, a public
relations and communications strategy (logo, promotion material, flyers, website etc.)
can enhance identification with the project, and create visibility and momentum.

During implementation, the actors must find ways of dealing with divergent opinions
and agreeing on broadly consensual solutions. Regular coordination meetings at which
all the actors get together are absolutely essential. The aim of these meetings should
Dbe to jointly review the status of the collaboration in relation to the success factors,
agree on the assessment of the process, and make adjustments to organisation and
strategy if necessary.

In every collaborative journey there are challenges and setbacks that have to be over-
come. If collaboration brings about change, it also leads to unmet expectations, misper-
ceptions and fear and resistance through the shift of power relationships, new responsi-
bilities, the loss of old habits, new challenges and tasks, etc. It is also confronted with
constantly changing environments, in politics or the institutions involved.

The longer all of these remain unobserved and unaddressed, the more severe the
trouble and the stronger mutual suspicion of hidden agendas become. It increases the
chances of distrust and the failure of the collaboration. During the implementation
phase, effective collaboration should therefore incorporate continuous feedback loops,
space for open reflection and measures of conflict solving. The latter is particularly
important as conflict need not necessarily be bad, but may cause all partners to look
more closely at the situation and come up with an innovative new solution that is (more
than) acceptable to all partners — what is often called a win-win situation.

Depending on the scope and objective of collaboration, it may be necessary to dif-
ferentiate the strategy and give an account of achievements. Working on refining the
strategy can also help to draw a review of the first stages and contribute to improving
services and learning. On the basis of the refined strategy, a monitoring and evaluation
(M&E) system helps to make the project sustainable and monitor its achievements.
The coordination meetings can also be used to review project progress in terms of the
defined milestones and the monitoring system to initiate and maintain a continuous
process of improvement

Working Steps

WORKING STEP Strategy development: Result chain

The strategic options formulated earlier offer an ideal basis for the subsequent defini-
tion of results chains, an instrument which should be used because it also facilitates
results monitoring. The results chain is a complementary tool to the logical framework.
It visualises the linkages between the project’s output/services and the project’s impacts
in a more specific way. Every chain consists of the following elements: input/resources,
activities, output (service/contribution), use of output, outcome (direct benefit),
impact (indirect benefit).

WORKING STEP
Strategy development:

Result chain
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OECD-DAC term

Definition

Key question

Impact

Longer term,

Positive and negative, primary
and secondary, frequently
longer-term changes resulting

What politically, economically
and socially important changes
occur in the sector or country

term, direct

policy effects

overarching
effects from a development measure, to which the direct effect
directly or indirectly intended, contributes?
or unintended
Qutcome The short and medium term Who benefited from the change
Short and medium changes likely or actually resulting from the use of the

achieved as a result of using the
output of an intervention

project output and how? What
exactly changed? What exactly
will you do?

Use of output

Participants make use of the

What do users do differently

(not in DAC) products, goods, services and when they sustainably integrate
institutions or regulations project output into their
produced. (professional) routines?

Output Products, goods, services and What exactly does the project
institutions or regulations make available to its environ-
produced by the measure. ment? What is the effect of the

activities?

Activities All the actions within the What does the project team do?
framework of a development Who is involved? For whom are
measure the activities intended, who

benefits from them?

Input/resources Financial, personnel, material

contributions and funds provided
within the framework of devel-
opment measures by various
participants and through various
instruments.

Figure 22: Levels of the result chain/DAC = Development Assistance Committee

of the OECD.

Indicators are the means through which the project’s results (use of output, outcomes,

impact) are given a specific meaning. They provide clear signals of success (and failure)

and a ‘quality standard’ for a project (‘How can we see if this expected change (result)

has been achieved and measure it?’)

To work out specific indicators, the following questions should be answered step by

step, being as specific as you can:

« Quality (how good should something be)?

+ Quantity (how much of it must there be)?

« Location (where exactly must it be done)?

« Time (by when must the effect occur)?

« Actor: (who? with whom? for whom?)



Good indicators should be located at the level where the project has a direct effect,
bear a clear relation to the objective, and specify the dimensions. The following table
provides a method of structuring the indicators:

Field of Method/ When and Responsibility | Resources

observation instrument for how often and actors needed

(indicator) data collection | to monitor? | involved

Indicator 1 Focus group Every 6 Field office « Mobilisation
interviews, one months: coordinator in « Workshop
group in every May and every district, materials for
district composed | November with support visualisation
of 6 male and 6 of a consultant | « Lunch for 15
female leaders people per
belonging to workshop
different ethnic . Facilitator to
and religious conduct work-
groups shops

Strategy development and impact chain TIPS & TOOLS

A result chain is a rather complex instrument that was first developed in
German development collaboration. There are a number of manuals that
provide an overview and additional guidance, such as:

= GTZ (2008): Results-oriented monitoring. Guidelines for technical cooperation.

Developing a result chain CHECKLIST

- How well does the selection of agreed output correspond to the results that
are to be achieved?

- How clearly have the strategic focal points been defined? How well have they
already been communicated?

- How will we connect with the action strategies of the actors?
« What options have been considered? What risks have been accounted for?

- What attitudes might impede progress? How does the strategy consider
issues of cultural and political feasibility?

- How do the strategies aim to transfer process-related and learning
capacities?

« Were clear impact indicators agreed (min. level use of output) that quantify
goal achievement?

Section 4
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WORKING STEP

Drawing up an operational plan

WORKING STEP Drawing up an operational plan

One simple and proven option for breaking a strategy down into concrete activities is
to take the areas of intervention defined in the results chain in which the partnership
provides input (output in the results chain) as the starting point. These ‘headings’
can then be used to combine the most important activities into work packages and
transfer them to an operation plan.

An operation plan should contain the following elements:
« Output of the results chain and its indicators.

- Beneath each of these a list of the most important assigned activities (medium
detail) can be added.

« Milestones (sub-goals or interim goals on the path to project execution) defined for
activities or blocks of activities (= work packages).

« Information on responsibilities for carrying out activities (see next point).

« Information on the chronological sequence of implementation of activities
(e.g- GANTT chart with bars, or quarter statement for implementation).

- Fields for the operational monitoring of the achievement of milestones. It has proven
valuable to show progress or degree of goal achievement using a traffic light colour
code or percentage. In addition, fields for explanations of successes or deviations,
lessons learned and decisions taken are useful.

« Information on financial resources provided and possibly also human resources
(budget planning).

There are no binding rules for the concrete design of the operation plan. Many users
prefer to combine all this information in an Excel spreadsheet (integrated operation
plan). This avoids duplication and discrepancies (changes need only be made at one
place). Fields not required for the specific purpose can be left blank. Other project
managers work with a separate GANTT chart (chronological sequence of activities),
or a budget and milestone plan, which has the advantage of a clearer overview of the
individual formats. Figure 23 shows a sample format for an integrated operation plan
which combines all the information described in one place.

CHECKLIST

Developing a result chain

« How are the rough work packages to be concretely implemented?
« Who will be responsible for implementation?

« What resources are available for the individual work packages?

« What are the deadlines for the relevant milestones?

- Are work packages derived from the strategy? Is responsibility for these
defined, and the performance of the tasks reviewed?

« Have the partners carried out the activities defined in the operation plan,
and were the agreed resources provided?
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WORKING STEP  WORKING STEP Develop an MEE system

Develop an M&E system
P Y Monitoring has been a fixed element in development collaboration since the mid-

1980s. Itis used to provide information for the goal-oriented organisation of projects
and for reporting. There has, however, been a clear shift in the focus of monitoring
in the past ten years. For quite some time, monitoring was concerned with document-
ing input, activities and direct output of a project (quality at entry). With the general
reorientation of development collaboration towards achieving results, the focus of
monitoring activities has shifted towards the use of output, short and medium-term
outcomes and longer-term impacts on development at a higher level (quality at exit).
This also affects the evaluation of collaboration. Its success is measured in terms of
achieving development goals, which increasingly have to be demonstrated by results-
oriented monitoring (RoM). In the public sector in general, there is increased pressure
to report on achieved results.

TIPS & TOOLS Develop and implement M&E System

The development and implementation of a result-based M&E system poses
a challenge for small-scale and short-term collaborations in particular, since
plenty of time, energy and expertise is required. The decision to establish an
M&E system for any given collaboration should be evaluated in view of the avail-
able resources. It does not make sense to develop an elaborate system which
cannot be sustained and creates a ‘paper tiger’.

Elaborate guidance on the establishment of an M&E system is beyond the scope
of this handbook. However, numerous guidelines published by institutions of
German development collaboration provide support and tools:

= GTZ (2008): Results-oriented monitoring. Guidelines for technical cooperation.

CHECKLIST Develop and implement M&E System

« What monitoring tools and prior experience exist within the project?
(strengths and weaknesses)

« What is the main purpose of monitoring in this project? Why do we need
monitoring? (organisation, reporting, learning, marketing ...)

« Who is the most interested stakeholder in result-based monitoring?
Who will be responsible? Who else should be involved?

« What kinds of resources are available for result-based monitoring?

« When should the monitoring system be established? (beginning, middle,
end of the project)




WORKING STEP Dealing with conflicts

Truly effective collaboration can only then be achieved when actors realise that conflict
sparked by differences in perspective, skills, access to information, and strategic focus
actually generate much of the value that can come from collaboration across organi-
sational boundaries. But without a structured method for dealing with these issues,
people get bogged down not only in what the right result should be but also in how to
arrive at it. Often, they will avoid or work around conflict, thereby forgoing important
opportunities to collaborate. And when people do decide to confront their differences,
they usually default to the approach they know best: debating about who’s right and
who’s wrong or haggling over small concessions. Among the negative consequences
of such approaches are suboptimal, ‘split-the-difference’ resolutions and damage to
relationships, if not outright deadlock. At the very least, a well-defined, well-designed
conflict resolution method will reduce transaction costs, such as wasted time and the
accumulation of ill will, that often come with the struggle to work though differences.
At best, it will yield the innovative outcomes that are likely to emerge from discussions
that draw on a multitude of objectives and perspectives.

WORKING STEP

Dealing with conflicts

Clashes between parties are the
crucible in which creative solutions are
developed and wise trade-offs among

competing objectives are made.

Dealing with conflict and resistances

The following principles should be kept in mind when dealing with conflict
and resistance:

« There is no change without conflict and resistance. If they do not occur, it
is more likely that nobody really believes in the collaborative effort and its
ultimate success. It is not the emergence of resistance that should worry
you, but its absence.

- Resistance always contains a coded message that is emotional by nature.
When people mount resistance to a useful or necessary ‘case for action’, it
means they have reservations, anxiety or fears.

- Ignoring resistance and conflict leads to obstruction. Conflict and resistance
mean that things cannot yet proceed as planned. Provide some time for
reflection and conflict-solving.

« Move with the resistance not against it. The emotional energy needs to be
acknowledged, taken seriously and channeled.

Taken from: Doppler/Lauterburg 2000: Managing Corporate Change, Berlin

TIPS & TOOLS

81

Section 4



82

CHECKLIST

Dealing with conflict

Are conflicts between partners addressed and resolved openly at an early
stage?

How are conflict relationships or conflicting interests constructively
dealt with?

What do the conflicts have in common? If there are similarities, what are
the deeper reasons for this?

What general lessons can we learn from them? How can we put this lesson
learned into practice in project work?

If conflicts cannot be solved at a horizontal level, what forms are available to
deal with them hierarchically (e.g. via top-down pressure etc.)?




Phase 4:

Evaluation and
Scaling Up

Key Results

« The outcome of the collaboration has been assessed.
« The collaboration takes a new direction or ending.

« Positive collaborative efforts have been institutionalised or integrated into
ongoing organisation.

Key Steps

« Assess the outcome
« Define and describe the products
« Publish products and outcome

« Scaleup
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Case study

Lebenswerte Stadt Hamburg

Case Study LSH: “"Consolidation and
Sustainability”

Intensity of
Collaboration
Expansion/
Integration
Withdrawal
g
Time /
Phases

Sustainability

( Strategy-W$S )
Evaluation
{__ Report )

Figure 24: Sustainability, source: COMO GmbH

The results of the initiative can be divided into the social effects, performance and
the importance of efficient processes. In the selected boroughs, an evaluation showed
that the major goal of improved living conditions was achieved.

On strategic level, the short-term
planning and political pressure Design element: Strategy
to act (‘cold start’) prevented the Workshop March 2008

development of a shared vision and
) P L. . Objective of the strategy workshop was
mental landscape’ in the begin- . .
. o to consolidate the project results, develop
ning of LSH. During implementa- . o
. . an exit strategy and ensure sustainability
tion, however, with the support of .. .
L and follow-up. Participants symbolically

the expert workshops, participants y . o
e put those ‘ingredients’ and contributions
developed a growing identification .
R . . o that they would like to preserve from
with the strategic claims of the ini- . . .
.. . LSH and include in the upcoming pro-
tiative and in the end saw them- . .
. ] , , cess of drafting a new municipal urban
selves as ‘pioneers’ and ‘experts . .
development programme into a ‘treasure

within their home institutions for a ,
chest’.

collaborative realignment of urban

development in Hamburg. In the

end, this process-oriented strategy development, the dawn of a city-wide strategy debate
and the struggle for joint positions itself became one the goals and success stories of
LSH. This was further promoted by a large nationwide conference in April 2008.



Also, participants agreed that within the course of LSH a social system had been
formed, supported by the series of reflection workshops. This was characterised by
the establishment of a constructive ‘culture of conflict’, efficient working routines, the
creation of informal networks and non-bureaucratic decision-making processes,
improved and direct contact on a vertical level (government authorities became more
visible at the borough level) and ‘eye to eye’ communication beyond hierarchies.

In the concluding stages, almost

all participants agreed that these The success was in fact not just some kind
new forms of strategic discussion of measurable outcome. The true success
and collaborative modes of think- was the establishment of a project. It was
ing should be continued and in fact allowing a process to take place that, while
taken to a higher level. This call it went through good times and bad times,
was also supported by politics and would remain.

manifested in the decision to inte-

grate the initiated processes into

the development of the new 5-year programme on urban development. At the end of
LSH, there was still a high level of uncertainty as to whether these promises would be
kept after the elections. Although these elections did result in a new political coalition,
the major recommendations to come out of LSH were implemented. The new urban
development programme, approved in June 2009, was inclusively drafted integrating
the cross-sectoral bodies already established for the implementation of LSH. A new
organisational structure and institutional arrangement had been established. Overall,
urban development in Hamburg was lifted to a new qualitative level.

LSH results in short

- Improvement of residents’ images of each other and their areas

- Strengthening of social capital in the areas

- Development of projects deemed high quality by residents and experts alike
. Successful regeneration of large recreational areas

« Revitalisation of urban planning

- Development of holistic initiatives created by various administrations

» Mainstreaming of LSH results into new 5-year urban renewal programme
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Issues of sustainability

should be taken into
account as early as the
strategic planning and

implementation phases.

WORKING STEP

Assess the success

Overview: Where we are at this stage ...

At the end of a collaboration project, securing output and making it sustainable is
crucial. Two extremes should be avoided here. One is having everything collapse when
the project comes to an end and funding is stopped. The other is having initiatives turn
into ‘institutions’ because of inertia. Sustaining a collaboration project does not mean
institutionalising it, but rather using its results and success stories and building new
forms of institutionalised change on top of them.

Discussing continuity and sustainability requires the assessment of successes and
failures. In the closing phase of a development partnership, the question of how to pro-
cess and communicate the results often arises. This also includes considering possible
supplementary external results studies. These are particularly useful if important learn-
ing experience that should be processed and credibly documented in an external results
analysis is anticipated. In order to create learning and repeatability, the process should
be well evaluated and documented, and the innovation achieved should be disseminated
(information brochures, events, incentive mechanisms on the markets etc.).

The challenge of sustainability is particularly important in development collaboration
projects, since part of the goal is to enable partner institutions to initiate and implement
development partnerships themselves. However, if results are to be measured, basic
data must be properly identified in the earlier phases and indicators for the outcome
must be set.

Working Steps

WORKING STEP Assess the uccess

For scaling up collaborative innovation, an assessment must be made of how new
approaches, behaviours and attitudes have helped improve performance. In this era of
accountability, collaboration must seek tangible ways to demonstrate its success. There
are no standards of success or expected outcomes for collaboration. As mentioned
above, outcome and benefits may occur in a number of strata (see figure 25 below).
They might result in better services, improved decision making, better living conditions
or improved bridge-building between silos and sectors.



Qutcome for

Type of outcome

Individuals (intrapersonal)

- Clients

- Community residents

« Member of collaboration project

Changes in

« Attitude

« Knowledge
. Skills

. Behaviours
. Self-concept

Groups (interpersonal)

. Families

- Workgroups

Changes in

« Relationships

- Integration

» Departments

« Networks « Practices
Organisations Changes in
« Agencies - Organisational culture

« Services provided
- Resource use
- Rules and regulations

Systems (intra-organisational)

« Cluster of agencies
- Related organisations

Changes in

. System function
« Delivery of services
» Resource use/generation

Communities

« Geographical unit
- Political unit

Changes in

« Cohesion/identity

« Civic action

« Social norms

- Policies

« Social, economic, environmental conditions

Public Policies

« Local
. State
- National

Changes in

« Regulations
- Laws
- Ordinances

Figure 25: Possible collaboration outcome levels, source: COMO GmbH

Section 4

Impact chain, indicators and monitoring provide a good basis for evaluating the suc-
cess, impact and outcome of collaboration. It is crucial here to adjust the evaluation to
suit the collaboration: It is inappropriate to measure community-level outcome when
the collaborative effort was only concerned with delivery of services or the collaborative
project’s implementation was aborted or changed.
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TIPS & TOOLS

Evaluation of outcome

Success in collaboration projects can be characterised in a number of very
different ways. This is a particularly important consideration in cross-sector
collaboration, in which different notions of success might be at odds with each
other. Also, while some might focus on the ‘end result’, for others the ‘how’ in
terms of learning and processes matters at least as much as the ‘what’. In order
to see the situation from all sides and guarantee the neutrality of assessment,
an external evaluation should be undertaken. These are particularly valuable
when they are iterative and accompany the process, since mid-term reviews and
results can then be continuously integrated into the process (evaluation as an
‘instrument of learning’). In development cooperation, outcome and results
should be evaluated according to the OECD-DAC principles and criteria:

— OECD/DAC (1998): Review of the DAC Principles for Evaluation of
Development Assistance. Paris.

CHECKLIST

Assess the outcome

« What quantitative and qualitative criteria should be used to judge the success
of the collaboration?

« What has been accomplished? What is the evidence of its effects?
« What are the benefits — and for whom?

. What is the value of the collaborative effort?




Perceived effectiveness
Overall, how effective was this collaboration in achieving its expected purpose
and outcome?

not at all effective very effective

1 2 3 4 5 6 7

Perceived increase in quality of working relationships

Overall, how would you rate the quality of working relationships that have
developed between your organisation and partner organisations as a result of
this collaboration?

very low quality very high quality

I 2 3 4 5 6 7

Perceived broadening of views

Overall, to what extent has your organisation’s view of the issue(s) that
brought the collaboration together broadened as a result of listening to partner
organisations’ views?

not at all to a great extent

1 2 3 4 5 6 7

Perceived increase in network density

Overall, to what extent has your organisation increased its interaction with
partner organisations (like increased referrals and/or service contracts, joint
program development) as a result of the collaboration?

not at all to a great extent

1 2 3 4 5 6 7

Perceived increase in power relationships
Overall, to what extent has the collaboration helped to make partner organisations’
influence on each other more equal?

not at all to a great extent

I 2 3 4 5 6 7

Thomson, Ann Marie / Perry, James L. and Miller, Theodore K. (2008). Linking
Collaboration Processes and Outcomes; Foundations for Advancing Empirical Theory.
In: Big Ideas in Collaborative Public Management. Edited by Lisa Blomgren
Bingham and Rosemary O’Leary. Armonk, NY: M.E. Sharpe, Inc.

CHECKLIST

89

Section 4



WORKING STEP

Ensure scaling up

WORKING STEP Ensure scaling up

In public sector collaboration, there is
a need to focus on reproducibility and
broadly-based impact in order to maximise
the results for the largest possible target
group. In development collaboration in
particular, empowerment is the intended
final outcome with the emphasis on build-
ing local capacities to take control of their
own development.

The sustainable effects of collaboration
could include:

. The formation of future collaborative
efforts

« Greater acceptance of a policy solution

« Greater willingness to exchange ideas

Using the universally comprehen-
sible system of musical notation, a
composer writes a piece of cham-
ber music for oboe, violin and
trombone. The piece is published,
distributed and performed by var-
ious musicians in various concert
halls at various locations. Each
interpretation sounds different,
but the composer’s piece underly-
ing the interpretations remains
the same.

GTZ Capacity Works

« Improved bridge-building between silos and sectors

Successful collaboration is distinguished by its early start on the active dissemina-
tion of achieved innovation (information brochures, events, incentive mechanisms
on the markets etc.) and the promotion of sustainability by focusing on enabling
intermediaries and target groups. Products generated and disseminated could be an
integrated strategy or policy approach, an optimised process model or problem solving
path, lessons learned and learning examples (knowledge management system etc.),
tools or toolbox, or the overall description of the change/collaboration process.

TIPS & TOOLS Scaling up

The dissemination and replication of the collaborative approach is frequently
overlooked in project execution, leaving the sole focus on the successful pilot
project. While the issue of ‘scaling up’ only takes full effect in the course of
the collaboration’s project cycle, it must be taken into account during the early
stages of collaboration and strategic planning!
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Ensure scaling up

What are the best practices that can be generalised and applied regardless
of project context?

Under what financial and institutional conditions can they be generalised?

What skills are needed to make use of the success story and innovation?
What stakeholders possess them?

How is the success story of the collaboration project processed, boiled down
to its essentials, disseminated and promoted?

Have partners been identified who are capable of performing the tasks
of information, education and communication of a collaboration’s
achievements and innovation?

How are the innovation and solutions developed by the collaboration fed into
the partnering institutions and/or into the political/policy dialogue?

CHECKLIST
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