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. OVERVIEW

Biodiversity plays a central role in influencing multiple development sectors, including economic growth, food security,
health, governance, and climate change.To this end, the United States Agency for International Development (USAID)

has invested heavily in addressing threats to biodiversity in high priority forests, grasslands, coral reefs, and other
ecosystems ($250 million in FY 2015). USAID is also investing in improving biodiversity programming efforts in order

to better document its impact, learn from its efforts, and adapt and improve its work.With this in mind, USAID’s Bureau
of Economic Growth, Education, and Environment (E3) Office of Forestry and Biodiversity (FAB) is working to develop
strong guidance to support program design teams as they develop and manage biodiversity conservation programs within
the Program Cycle and in accordance with the USAID Biodiversity Policy.

This Biodiversity How-To Guide is the third in a series of three How-To Guides that provide in-depth guidance on key
tools and approaches.

The first How-To Guide, Developing Situation Models in USAID Biodiversity Programming, focuses on how to

develop situation models to map out the biodiversity conservation problem context to be addressed.

» The second How-To Guide, Using Results Chains to Depict Theories of Change in USAID Biodiversity Programming,

builds off the situation model guide to help design teams clearly state the expected results and assumptions
behind the proposed strategic approaches' that make up the program’s theory of change in a results chain format.

» This third How-To Guide uses the results chains developed in the second How-To Guide to identify key results
for developing outcome statements and indicators.

Collectively, the three How-To Guides are designed to help program design teams systematically approach biodiversity
conservation design, planning, monitoring, evaluation, and learning within the Program Cycle.While these How-To Guides
were written primarily to support efforts of teams designing biodiversity conservation projects or activities, the products
generated are designed to align with and contribute directly to the Intermediate Results and Development Objectives of
a Mission’s Country Development Cooperation Strategy (CDCS) Results Framework.

While the focus is on biodiversity programming, the concepts, practices, and tools described in these How-To Guides
can and have been used in programming of other development sectors, as well as integrated (multi-sector) programming.
The methodology described through these three How-To Guides is based on the Open Standards for the Practice of
Conservation, a resource that is widely used in the global conservation community. While it will help USAID staff and
implementing partners comply with Program Cycle requirements and Biodiversity Code requirements, the methodology
is not itself required, but highly recommended.

This third Biodiversity How-To Guide describes how program design teams can use results chains to clearly articulate
outcome statements and develop indicators for managing biodiversity programs.This How-To Guide also clarifies
how design teams can use the same indicators, derived from the same results chains, for multiple purposes including
monitoring, evaluation, and learning across programmatic scales.

Once a design team completes the steps outlined in this How-To Guide (and the first two Biodiversity How-To Guides),
the team will have defined its purpose, sub-purpose, and outcome statements, identified which indicators to measure,
and considered which monitoring methods would be most appropriate. These products constitute key elements of the
monitoring portion of the program’s Monitoring, Evaluation, and Learning (MEL) Plan — a plan that facilitates learning and
adaptation at and across activity, project,and CDCS levels.

! A strategic approach is a set of actions with a common focus that work together to address specific threats, drivers, and/or opportunities in order to achieve a set of
desired results.
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This How-To Guide breaks down the process of developing indicators into five steps:

Step I:Revisit the (sub) purpose and ensure it meets the criteria of a good (sub) purpose
Step 2: Determine key results for establishing outcome statements

Step 3:Write outcome statements for the key results

Step 4: Define indicators based on the results chain

Step 5: Review indicators and add others needed by audiences

This How-To Guide also includes a series of design tips for program design teams to keep in mind as they develop their
MEL Plans:

Design Tip |: Develop clear monitoring, evaluation, and learning questions
Design Tip 2: Consider level of data precision needed

Design Tip 3: Consider data collection methods

Design Tip 4: Consider the “units” to monitor

Design Tip 5: Consider which testing approach makes sense

This How-To Guide also helps program design teams and implementing partners understand how results chains and
their associated components can help shape work plans, implement mechanism statements of work, and an overall MEL
Plan.This final section helps contextualize the guidance by providing examples of how design teams and implementing
partners can use results chains for monitoring, impact evaluation, and learning — three related and inter-dependent aims.
This final section is not intended to comprehensively cover evaluations and learning within biodiversity programming,

a topic addressed in more detail in other Agency sources.? Rather, it demonstrates how results chains can help teams
develop robust MEL Plans based on explicit theories of change and how teams should use those plans to learn and adapt
over time, thus improving their contribution to biodiversity conservation theory and practice.

2|n addition to the USAID Evaluation Toolkit, at the time of publication the Agency was completing a Monitoring Toolkit and a Collaboration, Learning, and Adapting
Toolkit, which are both forthcoming in 2016.
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. INTRODUCTION

One of the greatest challenges faced by USAID program?
managers and implementing partners is the selection of
relevant and useful indicators, yet this is one of the most
important tasks of the program design and approval
process. In USAID, developing good indicators and
managing related data support effective monitoring and
evaluation, which contribute to learning at all levels of the
Program Cycle, from CDCS to project to activity. Doing
so also provides a foundation to inform learning, adaptive
management, and effectiveness across these scales (Box 1).

To implement the USAID Program Cycle and comply
with the 2014 Biodiversity Policy, USAID staff must

know how to develop indicators that can help build the
evidence for whether USAID assistance is leading to
intended biodiversity conservation outcomes and impact.

Box . Indicator Use in USAID

Traditionally, indicators have been used for three main functions at
USAID. Although presented separately here, there is much interplay
among these functions, with the same indicators often used for all
three functions. In particular, monitoring and evaluation often serve
as the key inputs to learning.

Monitoring: The ongoing and systematic tracking of data

or information relevant to programs to determine if strategic
approaches are achieving desired results

Evaluation: The systematic collection and analysis of information
about the characteristics and outcomes of programs conducted as
a basis for judgments to improve effectiveness, and timed to inform
decision about current and future programming

Learning: A continuous process of analyzing a variety of
information sources and knowledge, leading to the iterative
adaptation of strategic approaches.

USAID thus requires design teams to develop and refine
appropriate indicators* that enable performance monitoring, evaluation of key programmatic assumptions over the
course of project or activity implementation, and learning and adapting throughout the Program Cycle.’ Likewise, the
Biodiversity Code,® as stated in the Biodiversity Policy, calls for the use of theories of change to articulate the underlying
assumptions that lead from conservation action, through a series of sequential and/or parallel results, to one or more
final expected outcomes. As such, developing relevant indicators first involves developing good theories of change.

This How-To Guide provides guidance to help USAID design teams and implementing partners use results chains to clearly
articulate outcome statements and develop highly targeted and effective indicators for managing biodiversity projects and
activities. Using the systematic process outlined here can help answer a call in the Biodiversity Policy to integrate program
design, management, and monitoring to test assumptions, learn, and adapt actions. This ability to revisit assumptions, learn,
and adapt as needed is the essence of good adaptive management, which is encouraged by the USAID Program Cycle.

This How-To Guide is also designed to illustrate the relationship among monitoring, evaluation, and learning in
biodiversity programs. In practice, these functions are often treated as three separate endeavors with little interaction or
relationship among them. However, they are based on the same set of underlying, testable assumptions, indicators, data,
and analysis — all of which can be grounded in a program’s results chains. Well-designed monitoring and evaluation should
directly contribute to learning. In particular, learning efforts might include explicit learning agendas within projects or
across sites, projects, and/or Missions based on common results chains and indicators.

This How-To Guide shows how design teams and implementing partners should develop indicators at the beginning of
programming — during the design of projects and activities — as a foundation for ongoing monitoring and evaluation of
results throughout implementation of the program.This guide helps design teams, program managers, and implementing
partners understand the conditions for good monitoring and evaluation using theories of change that are depicted in
results chains, and to set the stage for informed learning. However, this guide does not provide in-depth guidance on all
conditions that need to be in place for good learning to happen. For more information on how to facilitate increased
learning, see USAID’s Collaborating, Learning, and Adapting Toolkit and other resources on the Agency’s Learning Lab.

3In all three Biodiversity How-To Guides, the term “program” or “programming” is used as a general term to encompass USAID project and activity levels.

*In this guide, the term “indicators” includes both “performance indicators” and “impact indicators.” Indicators are neutral entities that can measure a variable of
interest and can be used for performance and impact evaluation purposes, depending upon how the data are collected and used.

5 See USAID Program Cycle Learning Guide, 2012.

© USAID has a Biodiversity Code that guides it in determining which activities meet the “direct” programming biodiversity requirement. All USAID programs and
activities that use biodiversity funds must comply with all four of the Code’s criteria. See USAID Biodiversity Policy.
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HOW DOES RESULTS CHAIN-BASED INDICATOR DEVELOPMENT FIT INTO THE PROJECT
DESIGN PROCESS?

The project design process is aimed at grounding projects in the CDCS and resulting in the authorization of effective,
evidence-based projects and activities through which those projects are implemented. USAID policy requires project
design teams to develop preliminary indicators and refine them further in their MEL Plan during the project design
planning phase. Also, these indicators must be updated during implementation as circumstances change and lessons are
learned (see section on Amending and Updating the Project Appraisal Document (PAD) in Automated Directives System
(ADS) 201).

The project MEL Plan provides a framework for monitoring, evaluation, and learning that pulls together performance
information from all activities contributing to a project. The MEL Plan identifies what questions will be addressed through
evaluation and the associated data needs. It also constitutes an essential part of the Mission’s efforts to strengthen

the evidence base of their portfolios. This How-To Guide describes how design teams can build on the results chains
developed to support the preparation of the MEL Plan and link them to good learning practices.

Indicators will be developed primarily to track key results along a results chain, but the design team may identify other
information needs and additional indicators. As discussed in further detail in the steps for developing indicators from

a results chain, design teams will likely need to consider different audiences and information needs when developing an
MEL Plan.This may require design teams to collect and present data that are particularly relevant for those interests and
needs.Table | illustrates how information needs and interests could vary among audiences.

Table |. Generic Template of Key Audiences and Information Needs for Biodiversity Programming

How is the project doing?

Is the theory behind the results chain accurate?
What is working, what is not, and why?

Do the strategic approaches need to be adjusted?

Program Design and/or Management Team(s)

How is the project doing?
Implementing Partners Is the theory behind the results chain accurate?
What is working, what is not, and why?

How is the project doing?

How is the project contributing to Mission Development Objectives and/or Intermediate Results?
Are the assumptions correct about expected results?

What is working, what is not, and why?

USAID Mission

What is working, what is not, and why?
USAID E3/FAB Is this strategic approach a good investment for achieving biodiversity conservation across Missions?
What are some key stories from the project?

How is the Mission doing on its Development Objectives and/or Intermediate Results?
What are some key stories from the project?
How does USAID's work contribute to U.S. Government aims?

USAID/Washington Technical and
Operations Staff

How is the project doing?
Host Country — Government What is working, what is not, and why?
How is the project contributing to the country’s (natural) well-being?

How is the project doing?
Host Country — General Public What is working, what is not, and why?
How is the project contributing to the country's (natural) well-being?

United States (US.) Government/Congress How does USAID's work contribute to U.S. Government aims?
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While it is important to think about audiences when developing indicators, it is also helpful to consider whether any
indicators can meet multiple needs. For example, the project MEL Plan contributes to the Mission-wide Performance
Management Plan (PMP). Design teams should look for opportunities to ensure project-level indicators provide
meaningful data not only for project-level tracking and learning, but also for tracking and learning about the progress of
the CDCS or other projects. Likewise, teams developing activities within a project could identify indicators that could
assist project-level monitoring, evaluation, and learning.

Aligning and tracking indicators across scales in this way not only makes the development of Performance Plans and
Reports (PPRs) and Portfolio Reviews more efficient and informative (see section on Monitoring Indicators in ADS 201),
but it also encourages learning within and across Missions about what results are being achieved and whether and to
what degree different strategic approaches are achieving desired results.

The USAID Program Cycle Learning Guide’ emphasizes this important link between program design, monitoring, and
learning:

“Monitoring is not simply about hitting targets for reporting and accountability, but rather provides evidence for
managers to answer the questions:‘ls there a need for course correction? ‘Do we need an evaluation to
understand how to improve progress?’ Addressing these questions should be done early and often to create tight
feedback loops, more transparency, better understanding of the project, and the capability to adapt it to best
achieve the desired outcome.”

HOW DOES RESULTS CHAIN-BASED INDICATOR DEVELOPMENT FIT INTO THE ACTIVITY
DESIGN PROCESS?

The methodologies and tools described throughout this series of How-To Guides could be used for both project and
activity design processes.While an activity is likely to have its own detailed, context-specific work plan prepared by the
implementing partner, this plan should not be independent of the USAID project to which it is expected to contribute.
The primary function of project- and activity-level MEL Plans is to monitor project and activity results and to collect
comparable data over time and across implementing mechanisms to inform learning and improve development. Following
the development hypothesis laid out in the CDCS results framework, project- and activity-level MEL Plans should also
inform the CDCS-level PMP.

Activity design teams should be clear about how their strategic approaches contribute to a project’s (sub) purpose® and
expected results. More specifically, and where relevant, an activity should use language that is similar to (or the same as)
PAD language for (sub) purposes, expected results, and associated indicators. At least some of the indicators that an
activity measures, including the activity (sub) purpose-related indicators, should feed into a project’s MEL Plan, although it
is likely that the activity will have more detailed results chains and associated indicators that are more specific than what
is needed for the project’s MEL Plan.

Like project design teams, activity design teams want to know what is working, what is not, and why.Therefore, activity
design teams should take the time to ensure they design and implement their activity in a way that is clearly linked to the
project’s theory of change, clarifies the theories of change at the activity level, and facilitates learning and adapting. The
learning and adapting described here should take place through a collaborative and ongoing dialogue with USAID project
staff, implementing partners, and stakeholders, as well as representatives from other relevant programs who are working
toward similar aims or on similar issues.

7 As of the date of publication of this How-To Guide, the USAID Bureau of Policy, Planning, and Learning was updating the Program Cycle Learning Guide into a
Collaborating, Learning, and Adapting Toolkit scheduled for release in late 2016.

8 The term “(sub) purpose” is used in this How-To Guide to refer to a purpose or sub-purpose, depending on the level of planning within a Mission’s Results
Framework.
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Il.  DEVELOPING INDICATORS FROM A RESULTS CHAIN

This section provides step-by-step guidance to help project and activity design teams meet USAID Program Cycle
requirements to develop plans for project monitoring, evaluation, and learning. These steps comply with the Biodiversity
Code, as updated in the Agency’s Biodiversity Policy, and its requirement to “monitor indicators associated with a stated
theory of change for biodiversity conservation results.”’

This How-To Guide focuses on development of indicators for biodiversity conservation programs; however, the concepts
and approaches are consistent with the Program Cycle and can be applied to integrated and other sectoral programs. If
design teams have followed the first two Biodiversity How-To Guides (Developing Situation Models and Using Results
Chains to Depict Theories of Change), they should now have the following key products to continue the design of
projects and activities:

P A situation model that graphically depicts the context or problem analysis and summarizes what the design team
is trying to conserve (biodiversity focal interests), the direct threats they face, and the social, cultural, economic,
political, and institutional drivers influencing those direct threats.

P A results chain(s) that, according to the agreed-upon theory of change, identifies the results that must be
achieved to change the program context and the prioritized strategic approaches with the greatest potential to
help achieve those results. Figure | provides a reminder of the key elements of a results chain.'®

Figure 1: Basic Components of a Results Chain

Monitoring design tips are presented in grey text boxes throughout this How-To Guide.They will be useful concepts for
design teams to consider as they identify indicators and develop MEL Plans.

BIODIVERSITY HOW-TO GUIDE EXAMPLE: THE GRAND RIVER PROJECT

This How-To Guide uses the fictitious Grand River project example'' to illustrate how to use results chains to identify
key results and their indicators. Used in the Situation Models and Results Chains How-To Guides, this fictitious
project is based on real-life conservation contexts.The Grand River project example’s purpose links to a fictitious
CDCS component — an Intermediate Result on “Biodiversity conservation for improved well-being of targeted rural
communities.”

9 USAID Biodiversity Code.

1 For more details on the components and development of results chains see Biodiversity How-To Guide 2: Using Results Chains to Depict Theories of Change in USAID
Biodiversity Programming.

"' The Grand River example used in these How-To Guides is a teaching example and should not be interpreted as an endorsement of any specific thematic or technical
decision taken along the course of the example development.
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Step |: Revisit the (Sub) Purpose and Ensure It Meets the Criteria of a Good (Sub) Purpose

In the second Biodiversity How-To Guide, design teams
set a purpose or sub-purpose(s) that is directly linked to

Box 2. Criteria for a Good (Sub) Purpose

biodiversity focal interests and that ties into the Mission’s A well-written purpose or sub-purpose should meet the following
Results Framework.The first step in this process is to criteria:

revisit that (sub) purpose and ensure it meets the criteria *  Impact-Oriented — Directly associated with a biodiversity
of a good (sub) purpose. focal interest and describes the desired future status of that

focal interest over the long term

e Time-Limited — Achievable within a specific period of time
(generally 10 or more years for a biodiversity context, but PAD
design teams should consider a 5-year timeframe compatible

Box 2 outlines criteria for a well-written (sub) purpose
statement. USAID does not require these criteria, but it

is useful to apply them, as the criteria help ensure that with the CDCS)

a design team is explicit about what it wants and needs *  Measurable — Definable in relation to some standard scale
to achieve for its strategic approaches to contribute to (numbers, percentage, fractions, or all/nothing states)
conserving its biodiversity focal interests. A well-defined «  Specific — Clearly defined so that all people involved in the
(sub) purpose greatly facilitates the process of selecting project have the same understanding of what the terms in the
the right monitoring indicators. sub-purpose mean

In the Grand River project example the design team set a high-level project purpose statement to address the
biodiversity program scope: “Ecological integrity of priority terrestrial and freshwater ecosystems in the Grand River
watershed restored for current and future generations.” They also developed a sub-purpose statement for the river
fish populations biodiversity focal interest: “By 2025, more than 80% of the sub-watersheds of the Grand River have
self-sustaining populations of key native river fish.” This meets the criteria for a good sub-purpose because it is impact-
oriented, time-limited, measurable, and specific.

In the Grand River project example, the situation model includes (among others) the high-rated direct threat of
overfishing, which affects the biodiversity focal interest: river fish populations.The Grand River project design team
brainstormed a number of strategic approaches to reduce overfishing and contribute to the sub-purpose of healthy
river fish populations.'? They developed a results chain for the high-rated strategic approach on promoting sustainable
freshwater fishing practices (see Figure 2 on page 12).

Step 2: Determine Key Results for Establishing Outcome Statements

A results chain will have a few key results that are essential to achieve in order for the assumptions behind a strategic
approach to hold true.These are key results for which a design team could consider assigning outcome statements. In
most cases, design teams will not (and should not) develop outcome statements for all results in a results chain. Design
teams will have to use their judgment to identify key results, but at a minimum, they should try to choose results that are
necessary to achieve the overall theory of change.

As a starting point, design teams should always identify threat reduction results as key results. In most cases, it is
advisable to have at least one short-term outcome statement (associated with the left side of the chain), one or

more medium-term outcome statements in the middle, and an outcome statement linked to the threat reduction
result(s) to the right. This will allow program managers to check progress at various points over the course of program
implementation, as annual reporting and review tasks are completed, and to make adjustments as needed.

2 For more information on how to develop a (sub) purpose statement, see Step | in Biodiversity How-To Guide 2: Using Results Chains to Depict Theories of Change in
USAID Biodiversity Programming.
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In the Grand River project example, the design team selected four key results for which outcome statements would be
developed. As shown in Figure 2, there are key results (labeled “outcome”) at the beginning, in the middle, and on the
right side of the results chain diagram.This is a somewhat simple example, so a relatively high proportion of results have
outcome statements.

Figure 2: Grand River Project Example — Results Chain with Outcomes Linked to Key Results for Sustainable Fishing Practices
Strategic Approach

| Key |
| (O Strategic Approach () Action [ Result [ Threat Reduction Result (O Biodiversity Focal Interest |

*For clarity and focus on the results, the illustrative actions previously drafted for this example strategic approach are not included in this figure.

In an ideal world, design teams would set outcome statements (and associated indicators) at every result along a chain.
In reality, however, monitoring resources are limited, so outcome statements should be limited to key results only. If
the design team is developing more complex results chains, this may mean outcome statements for a much smaller
proportion of the chain (approximately 25-30% of the results). This is an important point, as design teams will need

to develop indicators for and monitor all outcome statements. For program management and monitoring purposes,
they will want to collect the minimal amount of data that will help them make good management decisions. Agency
guidance states that “PMP and project and activity MEL Plans should include as many or as few performance indicators
as necessary to ensure that progress toward expected results is sufficiently tracked, while also being cost-effective by
eliminating redundant indicators” (ADS 201).There may be concern that a project with multiple strategic approaches
has a large number of indicators. In these cases, it helps to remember that, although all these indicators may be part of
the draft project MEL Plan, some may become only activity-level custom indicators once implementing mechanisms are
awarded. Nonetheless, it is not good practice to place an arbitrary limit on the total number of indicators.

DESIGN TIP |I: DEVELOP CLEAR MONITORING, EVALUATION, AND LEARNING QUESTIONS

An initial and important step in undertaking monitoring, evaluation, and learning is to be clear about the learning objectives.
Questions should be precise, specific, and based on a theory of change. The same question may serve monitoring, evaluation,

and learning purposes. It is important to think about these questions early because they can help identify key results for outcome
statements. In the Grand River project example, an important question might be whether the use of new fishing practices leads to
a decline in overfishing. If this question is important, the design team should set outcome statements and indicators for these two
results in their results chain.

It is common that monitoring, evaluation, and learning questions are very broad and general — for example, *'Is there evidence that
USAID funding led to measurable impact?”’ This question may be an important aim of an evaluation, but it is not a good monitoring,
evaluation, and learning question. A more meaningful question is:“Did the achievement of result X lead to demonstrable changes
in factorY?” Or, depending on the context, a less rigorous question may suffice, such as,"Is there plausible evidence that result X is
contributing to factorY?”

The more direct the causal linkage between two results (the “closer” they are) in a results chain, the clearer the question can be
and the more feasible monitoring, evaluation, and learning efforts will be.

Further guidance can be found in the USAID Evaluation Toolkit.
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Step 3:Write Outcome Statements for the Key Results

An outcome statement is a formal statement that defines in specific terms what a design team hopes to achieve for

key results on the way to achieving the overall purpose or sub-purpose(s). Outcome statements should be directly tied
to the assumptions laid out in the results chain and indicate the desired change expected. If a project or activity is well
conceptualized, designed, and implemented, the realization of its outcome statements should lead to the fulfiiment of the
(sub) purpose (as stated in the project logic model).

Box 3. Criteria for a Good Outcome Statement

The design team will follow a similar process to write A well-written outcome statement should meet the following

the outcome statements as it did when drafting its (sub) criteria:

purpose.The design team should start by developing a *  Results-Oriented — Represents necessary changes in the
draft outcome statement for one of the selected key results that affect one or more biodiversity focal interests
results. This draft should focus initially on describing the »  Time-Limited — Achievable within a specific period of time
desired achievement, and then it should be refined until it (for an outcome statement, the timeframe is shorter than for
meets all criteria in Box 3. a sub-purpose)

e Measurable — Definable in relation to some standard scale
(numbers, percentage, fractions, or all/nothing states)

»  Specific — Clearly defined so that all people involved in the
program have the same understanding of what the terms in
the sub-purpose mean

USAID does not require that outcome statements meet
these criteria. However, as with a (sub) purpose, it is useful
to specify this level of detail in order to be clear about

expectations. ; . . _—
P *  Practical — Achievable and appropriate within the context of

the program, and in light of the political, social, and financial
In the Grand River project example, a draft outcome for context

the result related to fishermen using new, sustainable
freshwater fishing practices (Outcome 1.3 in Figure 2 on page 12) might say:

Draft I: Local fishermen use new freshwater fishing practices.
Reviewing the criteria, the Grand River project design team should ask itself:

* s it results-oriented? Yes, somewhat, because it is tied to a critical result in the chain, and it represents a
necessary change.

* Is it time-limited? No, it does not specify a time period.

* Is it measurable? Yes, one could measure whether they are using the practices or not.

* s it specific? No, it is not clear how many fishermen should be using the practices as a result of this strategic
approach, what practices they should be using, or where they should be using them.

* s it practical? This is difficult to assess without knowing the context, but it can be assumed that it is practical.

The Grand River project design team should modify the outcome as needed until it complies with the criteria for a good
outcome statement. The refined draft might be:

Draft 2: By 2017, the fishermen in the watershed are using the sustainable freshwater fishing practices.

This second draft is time-limited and more specific because it focuses on changing the practices of the fishermen in
the watershed. However, it could be more specific. If the Grand River project design team defined a target number of
fishermen using new fishing practices, that would provide more specific information about the desired result.The final
version of the outcome statement might read:

Final Draft 3: By 2017, at least 60% of the fishers in identified priority sub-watersheds of the Grand River are using only
sustainable freshwater fishing practices.

When setting outcome statements, it is important to consider what level of outcome the program needs to achieve in
order to have the desired impact on the next result in the chain.The criterion of “results-oriented” in Box 3 states that
an outcome statement should describe necessary changes. In the outcome statement for the key result of new fishing
practices used, the Grand River project design team should consider whether 60% of the fishers using only sustainable
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practices is sufficient to lead to the desired change in overfishing (the next result and outcome statement down the
chain). If it is not, the outcome statement may have to be adjusted. In going through this process, design teams should
revisit the criteria for good outcome statements, in particular the “practical” criterion. If a greater percentage (e.g., 90%)
of fishers using sustainable freshwater fishing practices is needed for overfishing to decline, the design team should ask
itself whether that outcome statement is still practical.

Table 2 includes examples of outcome statements for key results in the example sustainable freshwater fishing practices
strategic approach (Figure 2 on Page 12) that meet and do not meet the criteria for a good outcome statement. As
implied above, well-defined outcome statements consider the concept of “sufficient.” For the Grand River project
example’s sustainable fishing strategic approach, Outcome |.| identifies that 90% of fishers in identified areas should be
able to name and describe sustainable freshwater fishing practices, while Outcome 1.3 states that at least 60% of fishers
in identified areas are using only sustainable freshwater fishing practices. The assumption is that not all of those who
know about the practices will use them, but at least 90% need to know about them in order to have 60% using them.

Table 2. Grand River Project Example — Poorly Defined and Well-Defined Outcome Statements

Well-Defined Outcome |.1: By 2015, at
least 90% of the fishers in identified sub-
watersheds if the Grand River can name
and describe at least two new sustainable
freshwater fishing practices

Fishermen know
about new [sustainable
freshwater fishing]
practices

Poorly Defined Outcome I.I: Not time-limited

Most fishermen in the region are
aware of the new practices

Not specific —"‘aware of
practices” is vague

Well-Defined Outcome 1.2: By 2016, at
least 80% of the fishers using the new practices
are earning at least 30% more income than
under the unsustainable methods (and none is
earning less)

Well-Defined Outcome 1.4: By 2018, the

Not specific — does not indicate
which fishers, how many are
earning more income, or how
much their income has increased

Poorly Defined Outcome 1.2:
By 2016, fishers are earning more
income with the new practices

Fishers earn more income
with new practices

Overfishing declines

(threat reduction result) By 2019, fishing is reduced

Poorly Defined Outcome |.4:

Not specific — does not indicate
how much fishing should be
reduced

amount (in tons) of key identified species
caught outside of established harvest quotas
declines by at least 25%, as compared to 2015

levels

It is important to consider that design teams may develop initial outcome statements without complete information.
Even with incomplete information these statements can be important, as they provide clarity about what the design team

is trying to achieve, and therefore, what it
should measure to see if its assumptions
are holding. As part of the adaptive
management process, program managers
and implementing partners should revisit
and update outcome statements over
time, as relevant information about their
effectiveness is gathered and analyzed.
Also, implementing partners and program
managers should revisit their results chains
and analyze the degree to which their
expected results are occurring and what
may be influencing those results — positively
or negatively. They may find that a strategic
approach 