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Introducing Matter of Focus

We are on a mission to help organisations improve outcomes for

people and communities.

We work with organisations

* helping them understand and work meaningfully with the

outcomes that matter to them

* supporting them to use data and evidence
effectively

* bringing tools and techniques they can use to
track change

@matter_of focus @sasmort
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In this presentation

* Understanding how we make a difference - challenges
* Potential solutions

e Learnings from work with 50+ organisations

* Discussion
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Are we making a difference?

 Public services dealing with increasingly complex problems

 Unpredictable internal and external environments

* Tenacity of fundamental problems (poverty, inequality etc)

e All sectors increasingly aligned to the mission of making a difference
to people and communities (research, government, third sector,
public services)

* |ncreasing availability of information and data

@mgﬂatter of FOCUS® © 2018 Matter of Focus®



Are we making a difference?

 Public services dealing with increasingly complex problems

Complex problems need complexity-informed solutions

* |ncreasing availability of information and data
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Are we making a difference - evaluation
challenges

* It is difficult to measure what really matters

* Organisations have lots data, evidence and feedback but no systems
to streamline or help them understand, drive and report on change

e Organisations want an evidence-based picture of what is working or
not so they can improve.

* Organisations need to tell an evidence-based story of how their work
changes people’s lives
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Outcomes as a vision for social change
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What are outcomes?

Outcomes are commonly defined as the end result of an
Intervention
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What does success look like?

Guiding question for working with social change initiatives
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Outcomes as a framework for action

* Vision of where we want to get to

* Plan of how we can work together

* Way to check on progress - flex as required

* Reflect on the process and share and embed
our learning

* Tell our story

@matter_of_focus



But there are ﬂ"ﬂ‘ People supporting people makes

change

challenges

Just focussing on high level
outcomes creates problems

© 2018 Matter of Focus® @matter_of_focus




Multiple factors influence change

Your project or
Environment programme

Current.ar]d
past policies The person
Culture .
Families
and carers

Other services
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A focus on X Promote gaming (e.g. waiting list time

high-level ‘work-arounds’)
outcomes X Work to targets not outcomes (e.g. asking
can lower-achieving pupils to leave)

X Doesn’t show how the initiative made a
difference
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empowerment

support

wellbeing

trust

emotions

People make
change-
harder to
quantify
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Data gets worse before it gets better

For example —a programme aimed at reducing isolation

People report more isolation because
 They think someone is finally interested in their views

 They understand different forms of loneliness and isolation

 There are support programmes in place- people show up
and the problem seems bigger
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Simple before and after measure problems
(e.g. confidence)

* At the start of the programme * After the programme
* Don’t know you * Trust you
* Haven’t thought much about * Have a good understanding of
confidence confidence
* Want present a good front * Have better insight into
themselves

> Rate confidence medium/high »Rate confidence lower

Matter
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Outcome
frameworks leave a
lot of gaps about
how...

Appendix B: ICCRC Logic Model
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The system is not ready- paradigm shift

Causal factors Contributory factors

New Public New Public
Management Governance

OLD NEW
Deliver / achieve N Make progress
outcomes towards outcomes
Prove Q Improve
Perform m Learn
Attribution . Contribution

Matter .
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A new paradigm for evidence

OLD NEW
Measuresand >\, Assessment of
indicators success criterion
Evidence based m Evidence informed

What works /\ How, where and why
things work

Processing /\

big data Interpreting little data

Matter .
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Understanding processes AND outcomes

* Are we making a difference?

»outcome assessment at population level- meaningful across
projects/programmes

* How are we making a difference?
»process recording, reflection and assessment

* Can this approach make a difference?
»recording implementation of innovation

* Is this making a difference?
»tracking both process and outcomes

* Demonstrating how you made a difference
»telling your contribution story

Matter
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So what’s the solution?
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Building blocks

Complexity informed
Evidence to action
Meaningful outcomes
Flexible software tool

16/03/2020
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Understanding cause and effect
ATTRIBUTION

Relationship between System is closed. Outcome can be
intervention and outcome External influences attributed to

is linear and direct are predictable the intervention

CONTRIBUTION

System is complex and

adaptive, influenced in

unpredictable ways by
internal and external factors

Intervention interacts Intervention

contributes
to outcome

with multiple other factors
to influence outcome

Matter
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Understanding change

Sphere of direct influence
Sphere of direct control

We need other policies and ways
of doing things to be helping and
things beyond our control might
stop this happening

WHY? What difference will
it make?

People we have
indirectly influenced
do things differently

WHAT do we want to change
and WHO can make that
happen?

We need people to respond
well and have the ability to
change to make this

(people or
groups we

happen HOW? What does directly
the project do? influence)

— (here we control

We make this

what happens)
happen if we

have the right
resources and
activities

Matter
of Focus



Navigating complexity

COMPLEX SIMPLE
ENOUGH ENOUGH




Our approach
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Matter of Focus Process

Map context and how activities reach outcomes

Map the outcomes that matter to the organisation or initiative and how they are influenced by context

Audit evidence and develop plan

How will you know this is working and how will you get this evidence?

Track progress

Bring together data and information to assess how well the work is progressing to outcomes- supported by software

Ongoing discussion, reflection, analysis and reporting

Embed learning to improve

Matter
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Map context:

understand how factors
outside your project

help and hinder your
contribution to outcomes

ISM Behaviour Change Model
Scottish Government (2013)

Matter
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Values, Bellers,
Altitudes

Costs & Beneflts
Emotions

Agency

MATERIAL

16/03/2020
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Establishing your contribution

AN

Who with

AN

What are the

key activities?

How they

feel

AN

Who is
engaged and
involved?

What they
learn
and gain

AN

What they

do
differently

AN

How do they
react? What
helps positive
engagement?

What knowledge,
attitudes or skills
develop?

What
difference
does this

make?

AN

What behaviours,
policies or
practices
change?

What is better for
people or
communities?

Matter
of Focus
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Mapping outcomes
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Shared understanding of outcomes
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Try it for yourselves....
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Outcome map as framework

What we do Who with How they feel What they learn and What they do What difference
gain differently does this make?
@ - -9 r
Knowledge, Bring together Organisations are
Maintain and confidence and skills evidence and more efficient,
continue to develop in using data and analyse and report effective and more
OutNav This fits with and evidence to on progress to able to attract
enhances existing understand progress outcomes funding
practice
Develop help and - di?:tzr:;e‘: of Contribute to the s
kit . what is workin gwell community and Orgemasioname
and make them g champion the more accountable
accessible and wiat.can be approach
improved )
Users enjoy using
QutNav i
Facilitate learning Inspiration, access Us@ reports 1o Therelsa
. ¢ to a community, £ community of
and sharing within s inform decision 7
confidence and skills ; organisations who
the OutNav S making and X
Community to maximise their Srorovernant are leading the way
use of the approach P in outcomes
. k- 4 \
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Frame your evaluation

Outcome maps form the framework for meaningful outcome evaluation

Track and reflect on change as it happens- adapt and learn

Report on changes retrospectively- evaluate and report

Tell the story of how change happened and what levels of change are appropriate
to monitor

Use the logic to demonstrate where you make a contribution

Matter
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Risks and assumptions analysis essential

* Why do you think that the work will unfold like this?

* What are you assuming?

e What risks are there?

* How will things beyond the organisation or initiative affect
outcomes?

* Are the steps logical and reasonable between each stage in
the outcomes framework?

Matter
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Collect and
collate
evidence

16/03/2020

Matter
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A tailored package of evidence appropriate to the
context

 What’s already being collected — can it be used?

Where are the gaps in the story — how can
these be filled?

* Bring in organisational insights — structured
reflections

Share evidence across similar projects and
programmes

Use the formal evidence base

37



No one type of evidence fits all

Matter
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Introducing OutNav

Demo Organisation ¥ The Wellbeing Service ¥ Sarah Morton ~

Tracking Reporting

Matter
of Focus

Map Outcomes Plot Pathways
Map outcomes ®
What we do Who with How they feel What they learn and What they do What difference does
gain differently this make?

Have good
conversations with
people about factors
impacting on their
well-being and what
they can do to
change

We capture leaming
from our work and
share best practice

through regular
reports

We develop and

People experiencing
poor health and
wellbeing

Practitioners in our
organisation

People who plan and
manage services in

This is a good
conversation and |
feel ready to make a
change

This is for me

People feel this is

People know what
matters to them and
have the knowledge,
confidence, skills to

change

People know the
support available to
them and how to
access it

Practitioners,
planners and

© 2018 Matter of Focus®

People make
changes and
actively manage
their wellbeing

People access
support from
appropriate
agencies

Practitioners,
managers and

People have
improved wellbeing

Services are used
more appropriately

16/03/2020 39



Track
Progress

Matter
of Focus

Example: Improve and share best practice
Future Pathways — supporting adult survivors

What we do

Reflect and report on

our experiences and
share best practice

Future Pathways

captures, embeds and
shares leaming

Who with

People we support

People across the
system

Future Pathways staff

How they feel

© 2018 Matter of Focus®

What they learn and What they do
gain differently
( )
The system
understands the The system is more
needs of the people responsive and
we support and how provides more
they can respond effective support
effectively

Future Pathways
understands what is
important to

registrants and how
they can improve the
support

What difference does
this make?




Rate progress and evidence

* Progress * Confidence

Traffic lights Density of colour

Matter
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Benefits of this approach

Evidence and tell the story of the difference made
Plan for the change you want to see
Understand how change happens

Pay attention to what is important
Put relationships front and centre

-

Learn and share e e’

Matter
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So what have we learned....
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Client challenges - delivering on social change

 Understand what we do and why- despite changing environments
 Make sense of insights from different strands of work

* Develop aligned framework for multiple targets/ funders
requirements

 Have everyone working well together to learn improve and evidence
what we do

Matter
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From individual cases to organisational insights

CASE NOTE REVIEWS REFLECTIVE IMPACT CREATIVE FEEDBACK
LOGS

0
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Client challenges — evidencing a contribution to
change

* Work out what data and evidence we need

e Know where our data, feedback and evidence is and how we can use it
 Use our data to improve — even when workloads are demanding

Do self evaluation consistently —and balance with external evaluation

* Demonstrate how we contribute to outcomes

 Report well and efficiently on what difference we make

© 2018 Matter of Focus® @matter_of focus



Let’s give up some bad habits

Searching for the perfect outcome measure

Creating logic models or theories of change but not using them

Thinking big data is the answer

Trying to do the same thing every time

Searching for a baseline or comparator

Leaving evaluation to the last minute

Handing evaluation off to ‘experts’

Gathering data but not using it

Matter .
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Make data everyday

* We all need to track our impact or contribution to improving the
outcomes that matter to our projects and programmes

* Embedding data, evidence and feedback into everyday work helps:
e Learning, reflecting, improving
* Being sure you are making a difference to the people you care about
* Being able to tell a well-evidenced story to funders and stakeholders .-

* It is everyone’s job, not just for evaluators or management ..

-
....
...........
......................................
- - -
...........
...................
- X 3 -
- - -
..................

-
e
S
-~
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Let’s keep the conversation going

@Matter_of focus

Viatter
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