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The Whole Distance from Resultsto What Works
Exercise

How to take a large group through the process from resultsto action Tools
(an alternative Turn the Curve Exercise).
1. Whole Distance Exer cise
Step 1: Put up on thewall a seriesof flip chart pages, labeled: | Setup Schematic
RESUL TS (What quality of life conditions do wewant?) , 2. Talk to Action Thinking
EXPERIENCE (How would we experience these conditions?), Process Schematic.
INDICATORS (How could we measure these conditions?), :
BASEL INE (Where have we been and wher e are we headed - Tips
the pathway we'reon), STORY BEHIND THE BASELINE _ _
(What are the causes?), PARTNERS (Who arethe partnerswith tlh J\?'ESRejeFrlcF'fseTC%mG”ﬁZi
aroleto play?), WHAT WORKS (What works, what would it with a group, before any of the
taketo do better?) ACTION PLAN (Our Strategy, what we theory.
propose to actually do) - (and optional: PERFORMANCE irzgﬁfsri‘naligiumﬁ;ﬁs
MEASURES - a placeholder for suggested indicatorsthat are groupsor hgaringswhere
really performance measures). publicinput is sought.
3. Optional: At the beginning of

Step 2: Start with the RESUL TS page. Ask the group " What ]nggglc'fg"e’ea” example
would you like to be ableto say about children and familiesin | goote-Safe children

plain English? (or plain Spanish, Viethamese, Cambodian etc.). | Experience= Observing

Complete the sentences: " We want children who are..." "We | children wearing or not

want familiesthat are..." " Wewant to livein a community that mﬁrc;‘grb;ksgjgﬁsintmdw

is..." Put theseentrieson the RESULTS page. It isalso possible ipjyries

to start this exercise with a single agreed-upon result, and skip | Story = Parentslax, bike

to the next page. (See also the separ ate exercise Generatinga | heimetsexpensive

Results List from scratch.) %&Z Sports equipment

What works= Donated
IMPORTANT: If amember of the group suggests something | equipment, TV ads

that isnot aresult, put theidea on the appropriate page. So for

example" rate of immunizations at age two" would go under

indicator, " more child caredots' would go under what works, " etc. It isvery
important that you let people know that anything they say, any contribution they
make, is valuable. Validate each comment and then put it whereit belongsin the
framework. This process will also help teach the framework to the group.
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Step 3: EXPERIENCE: After you have a good list of results, ask " How would we
recognize theseresultsin our everyday lives? What would we see, hear or fed?" Put
these entries on the EXPERIENCE page. These answer s should not be about
programsor data. (If people offer data answers, e.g. " Wewould seeareduction in the
teen pregnancy rate." then put the" teen pregnancy rate on the next Indicator s page.
If people offer program answers, e.g. " Wewould see child care programsfor every
child." then put " child carefor all children" on the What Works page.)

Step 4: INDICATORS: Next ask " How would we see these experiencesin

measur able terms? What could we count? What do we count?" Put these answerson
the INDICATORS page. Each entry should be a data statement, like the " rate of
unemployment.” Optional: place a second page of flipchart paper below the indicators
page and labdl it " Data Development Agenda” and point out that thisisa placeto
record wherethey need new or better data.”

Step 5: BASELINES: Next, take one or two indicatorswhich are of central
importance to theresult and draw a picture of the basdine. If you havereal data, use
it here. If not, create a basdine using group knowledge and consensus. First draw the
x and y axes and label the top of the graph with the indicator data statement (i.e.
Unemployment Rate). Then ask the following questions:

- Wherearewe now?

- Havethings been getting better or worse over thelast few years?

- Hasit been getting (better or worse) fast or slow (steepness of baseline)

?

- Wheredoyou think it will goin the next several yearsif we stay on our
current course (i.e. keep doing the same things we'r e doing now)?

(Takenfrom 2.11 How do wecreate a basdline (trend lin€) for an indicator’?)

Point out that this representsthe historical and forecast parts of the basdline.
Describetheforecast part as™ the pathway we are now on." Ask isthispathway, is
thisfuture OK? Presumably most peoplewill say " no." Using a different colored
marker, draw a curve turning away from the basdinein theright direction. Describe
thisasthe " pathway you'd rather follow." Presumably most will agree. Therest of
the exerciseisabout what it will taketo follow thisdesired pathway instead of the one
we'reon - what it will taketo turn the curve.

__Alternative: Go down thelist of potential indicators (those with data and those
without) and ask " How are we doing on thisindicator now - Good or Bad?" Label the
answersnext totheindicator " G" or "B". Then ask: " Arethings getting better or
worse or about thesame?' Mark these answers next to the G/B letterswith an up
arrow, adown arrow or a horizontal line. Thispicture can also beused to drivetherest
of the process of story, partners, what works and action. Particular emphasis can be
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placed on two sets of natural priorities which emerge from thisrating method - those
indicatorswhich are" Bad and Getting" worse or " Good and Getting wor se."

Step 6: STORY BEHIND THE BASELINES: Next ask: " How are we doing on these
indicators? What arethereasonsthese pictureslook the way they do?" What arethe
causes and forces at work? Put these answerson the STORY page. Optional: placea
second page of flipchart paper below the Story page and label it " Information and
Research Agenda Part 1" and point out that thiswill show where they need additional
information about the story behind the basdlines.”

Step 7: PARTNERS: Next ask, " Who arethe partnerswho havearoleto play in
making these numbersbetter?" Put these answerson the PARTNERS page.

Step 8: WHAT WORKS- WHAT WOULD IT TAKE: Next ask, " What do you think
would wor k to make these number sbetter (to achievethe desired results)? What
could your partnersdo? What could you do that isno-cost or low-cost? Put these
answerson the WHAT WORKS page. When this pageisfilled, go back through the
list from thetop and ask which itemsareno-cost or low-cost actions. Mark these
itemswith a colored marker or aletter codelike" nclc." Optional: place a second
page of flipchart paper below the what wor ks page and labd it " Information and
Research Agenda Part 2" Point out that thisisa placeto record wherethey need
additional information about what works."

Step 9: REVIEW: Review thewhole progression the group hasjust developed, from
resultsto the beginnings of an action plan. Point out how littletimeit took to get
through this, compared to their past experience with such work. Acknowledge that this
work isnot complete. Imagine what you could do with moretime.

Step 10: ACTION PLAN: The next step isto create an action plan. It isgenerally not
agood ideatotry todothisaspart of the exercise. But draw three sections headings
on theflip chart page from top to bottom: " Now," " Next 12 Months" and"2t05
years." Point out that the no-cost low-cost actions are natural placesto start. Don't
wait for the perfect plan to be developed and approved. Get started right away.

Point out that people have just gone through the entire thinking process. (Optional,
show peoplethe page 11 Talk to Action schematic and review what they have just
done.) Encour age peopleto go through all the stepsin this processevery timethey get
together. (See the Families and Children Inc. Board of Directors M eeting Agenda)
Every meeting should end with a discussion of action. And some action should always
take place between meetings.
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Early Childhood Action Network

for New Mexico's Young Children and Their Families
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