FutureGenerations 
To Research, To Demonstrate, To Teach – How Communities Change
Future Generations Country Program Case Studies: 

A Framework for Data Collection, Analysis, Write-Up and Dissemination
Jason Calder and Henry Perry (Study Coordinators) and 

Daniel Taylor (President)

1 October 2008

Mission Statement of Future Generations
Future Generations teaches and enables a process for equitable community change that integrates environmental conservation with development. As an international school for communities offering graduate degrees in Applied Community Change and Conservation, we provide training and higher education through on-site and distance learning. Toward this end, we support field-based research, promote successes that provide for rapid expansion, and build partnerships with an evolving network of communities that are working together to improve their lives and the lives of generations yet to come.
I. Background

Future Generations has for several years engaged the question of the role of basic and applied community-based research in its mission and operations. In 2006, a Research Task Force of board members, faculty and staff was constituted. The Task Force highlighted the centrality of research to the long-term health of the institution and assigned high priority to developing a framework for applied community-based research activities. These activities involve critically evaluating the effectiveness of Future Generations field programs at the community level, documenting the quantity and quality of community program activities at Future Generations, and thinking reflectively about them. These activities also involve proposing modifications in concepts and methodologies of field work for Future Generations and other organizations as well as sharing findings broadly in both peer-reviewed and non-peer-reviewed formats. 

In response to this longstanding organizational commitment, we now propose a series of case studies which would first examine each of the country programs of Future Generations – Afghanistan, China (Tibet), India (Arunachal Pradesh) and Peru. Then there would be a synthesis and analysis of these four country studies. These studies would be first written for internal learning within the organization and then for sharing beyond in other formats as time, interest, funding and other circumstances permit.

The work which we propose is also a fitting activity for the SEED-SCALE framework which Future Generations embraces. It is a SEED activity (self-evaluation for effective decision-making) which relies on two SEED-SCALE principles, namely a three-way partnership and locally specific data.
 In this case, we might consider the “top-down” to be the organizational leadership and country program directors, the “bottom up” to the community people engaged with the programs of Future Generations, and the “outside-in” to be to Study Coordinators (Jason Calder and Henry Perry). The proposed study also meets several of the criteria established for judging the appropriateness of SEED-SCALE activities, namely collaboration, sustainability, and iterative action. 

Given the need to carry out this activity at minimal expense, we will rely on collaboration and team-building within Future Generations. This will enhance the SEED-SCALE nature of the activity.

The overarching institutional questions to which this effort will contribute include:

· What do we need to know in order to effectively carry out our mission, and how might research help us know these things?

· What can we learn from our ongoing work that can help us do a better job of implementing SEED-SCALE?

· How can we apply a systematic approach to assessing the success of SEED-SCALE in practice in our programs?

Institutionalizing such a reflective and critical process is what is envisaged by the North Central Higher Learning Commission’s Academic Quality Improvement Program (AQIP), which is the standard of ongoing assessment to which the Future Generations Graduate School will be held first as a candidate member and later as a fully accredited Graduate School.
 Future Generations has completed a detailed self-assessment of its Graduate School. Now is the time to undertake a documentation and assessment exercise for its country programs. 

The core questions posed for such an exercise in the 2007-2008 annual plan were:

· What have the Future Generations programs achieved – especially at the community level?

· To what degree have the country programs used SEED-SCALE, and how have these programs used and benefitted from the SEED-SCALE paradigm?

· What have been the lessons learned so far in applying the SEED-SCALE paradigm?

· How do the Future Generations country programs reflect the mission statement of the organization? 
We envision the document(s) arising from this work as the beginning of what we hope will be an ongoing “living” document which will change, grow and mature as the experiences of Future Generations change, grow and mature.  

II. Country Program Case Studies

The remainder of this document presents the rationale, schedule and guidelines for producing case studies of each country program between June 2008 and February 2009. The case studies are an opportunity to capture the nature, scope, evolution, and achievements of Future Generations’ long-standing partnership and investment with communities around the world. 

Future Generations is faced with ambitious goals and heavy workloads at all levels of the institution, so it is not without careful consideration that this additional assignment has been proposed. However, it has become increasingly clear to the Board of Directors and to many others that the institution needs to more systematically record the noteworthy achievements of the country programs and carefully assess the challenges posed by its field programs. Such an effort would reinforce numerous institutional functions (e.g., research, fundraising, communications, etc.). It is with these goals and constraints in mind that we propose to launch this activity at the upcoming International Staff Meeting in May 2008, when time can be devoted to a full discussion of the proposed process and framework.

The process will be guided by a team led by either the new Executive Vice-President, the new Dean, or perhaps both together along with the Future Generations endowed professors and Research Task Force members. We refer to this group as the Management Team. The actual day-to-day work will be carried 

out by Future Generations staff with the guidance and support of Jason Calder and Henry Perry, who will serve as Study Coordinators. The production of the case studies will be led by each of the Country Program Directors with the support of a local research assistant hired for this project (if appropriate). To ensure consistency of analysis and output, a common framework is provided in Section IV for the case studies, although it is recognized that different circumstances relating to the evolution, structure, and personnel associated with each program will require flexibility and local adaptation. It is also recognized that the case studies will need to draw upon the rich knowledge and experience base of other staff (past and current) in order to achieve as full a picture of each program as possible. In many cases, much of the data required for each case is available in various existing documents and can be marshaled into the framework provided. However, an important topic for discussion at the International Staff Meeting will be whether additional efforts at data collection at the community level are required to achieve the goals of the case studies.  

The twofold goals of producing these case studies are documentation and self-assessment. While the former is a reasonably straightforward exercise, several questions arise, such as:  

· What should be considered the common units for analysis across country programs so that comparisons can be made across sites and over time?  

· What baseline conditions need to be defined so that whatever questions and changes occur over time can be examined?  

Ideally, each case study would cover the entire country program.  However, it is understood that in some cases this might not be practical.  Some programs have consisted of several distinct projects that may not easily tie together in a single in-depth case study narrative, while in other instances the opposite is true.  Ultimately, it is up to the country program team, in consultation with the study coordinators, to determine the most appropriate scope and focus of the case study.  The criteria that will guide this decision include the “maturity” for study of the projects/field sites, the quality of available data, the centrality of the project/field sites to the country program as a whole, and the potential of the project/field site to contribute to institutional learning.  Regardless of whether the ultimate focus chosen is broad or narrow, there is a section of the case study framework that asks for an overall description of the history and scope of the country program as a whole.
The goal of self-assessment is more complex. The framework envisages assessment taking place across three dimensions:  

· What have our community/government partners achieved? 

· What has been the role of SEED-SCALE in these achievements?  

· What do these cases tell us about how to more effectively achieve our mission?

A systematic approach to these country studies will help us to consider the following questions at the end of the project: 

· What are the common themes running through the four case studies?  

· What are the lessons learned after reviewing the four studies?  

· What are the implications for Future Generations of this review? 
The Study Coordinators will tackle these issues following the completion of the individual country case studies.

III. Schedule

	
	TASK
	DATE
	RESPONSIBLE PARTY

	1
	Draft  framework  document
	March-April 2008
	Study Coordinators and Management Team

	2
	Review and  revise  framework with Country Program Teams and agree on overall strategy for proceeding
	May 19-22, 2008
	Study Coordinators and Management Team

	3
	Gather and assess data.  This phase will be broken into specific assignments with each country according to circumstances. 
	Varies by Program. June – December 2008
	Country Teams & local  researchers with support from Study Coordinators

	4
	Draft  case study
	January – February  2008
	Local  researchers working with Country Teams with support from Study Coordinators

	5
	First  review of  draft  case  studies
	March 2008
	Study Coordinators and Management Team

	6
	Revise  case  studies
	April 2008
	Country  team &  local  researchers

	7
	Workshop to  review  cases and  findings
	May 2009
	Management & Country Teams

	8
	Share drafts internally
	June-July 2009
	Study Coordinators and the entire Future Generations Team

	9
	Post “final” version on Future Generations website (access to be determined by the organization) 
	July 2009
	Communications Director

	10
	Further development of case studies for publication
	August 2009 and beyond
	Study Coordinators and other staff as appropriate


IV. Structure of Case Study and Key Questions:

A. Executive Summary (2 pages)

B. Background (3-4 pages)

· Provide a brief demographic and socioeconomic description of the country and regions/program area(s) at the outset of the project citing official sources of data if possible.

C. Overview and history of country program since inception (2-3 pages)

· Why did Future Generations choose to get involved in this country?  What was the impetus of the engagement?  What were some of the key factors (e.g. political, personal, etc. ) that drove the decision?

· Briefly identify and describe the projects or “field sites” that have constituted the country program over time.   What factors drove project/site locations?  Briefly, what were the main goals, methods and achievements of the projects?  How many people and communities did they involve?  Indicate whether each project is ongoing or closed.  
· Was there a particular logic that explains the evolution of the country program over time?  Indicate any lessons that were taken away from certain projects over time that informed future program decisions and actions.
D. Describe the main program/project that is the focus of the case study (This assumes that the actual focus of the case study is narrower than the country program as a whole.  If that is not the case, proceed with the following questions as applied to the entire country program.)  (7-10 pages)

· Describe the main focus of the case study (the country program as a whole or a specific project/field site) and why this has been chosen.  

· What were the program/project’s major goals and objectives? What sector/issue(s) served as the “entry point” for the program?  What were the underlying assumptions or “theory of change” that informed program decisions and actions?  Describe the overall dimensions of the program/project in terms of number of communities and individuals involved.

· Describe if and how the SEED-SCALE methodology was utilized. How were the core principles of SEED-SCALE (build on success, three-way partnership, evidence-based decision-making, and behavior change) reflected in program/project activity? What was the role of the work plan and what was the iterative process of shaping and reshaping what happened?  

· Describe the roles of the communities, the government, Future Generations (and the Future Generations learning centers, if present), and other actors.

· Did this program “go to scale?” Describe how program expansion occurred and the processes involved. What were the mechanisms, resources, relationships, etc.? 

· What resources were used to develop and maintain the program over the period described? What were the financial costs to Future Generations and to other partners? 

E. Program Achievements (5-7 pages) 

· What indicators were used to monitor progress and impact?  Briefly describe the program’s data collection, monitoring and evaluation strategies? Describe relevant data that has been collected by the program.

· What are the major achievements of our community and government partners toward their social change goals (including changes in systems themselves, such as participatory governance)? 

· Are there stories, photographs or videos which can help convey a sense of program achievements (including empowerment and self-esteem changes)? 

F. Discussion of Findings, Key Issues and Challenges (7-10 pages) 

Relating to community and country impact:

· Consider the aforementioned achievements from the perspective of the six guiding principles of assessing performance under SEED-SCALE: equity, sustainability, interdependence, holism, collaboration, and iteration.  

· Describe variations in impact at field sites. What characterized successful areas as opposed to those that were less successful? How did this contribute to learning and evolution at the community and program levels?  

· What contextual factors and events contributed to success or failure and how did this interact with community agency and capacity?

· Did government policies affect program implementation (or vice versa)? 

Relating to SEED-SCALE as methodology: 
· What role did SEED-SCALE play in the achievements identified above?

· Describe, if applicable, how SEED-SCALE was adapted to fit local circumstances.

· What were the challenges encountered by the program generally and in the use of SEED-SCALE in particular to achieve the outcomes attained?

· To what degree was progress episodic and contingent on program inputs rather than sustained and “self-assembling”?

· What are your findings regarding the effectiveness of SEED-SCALE in comparison to other development approaches?

· What indicators would you propose to measure the impact of SEED-SCALE going forward?   

Relating to the Future Generations Mission Statement:

“Future Generations teaches and enables a process for equitable community change that integrates environmental conservation with development. As an international school for communities offering graduate degrees in Applied Community Change and Conservation, we provide training and higher education through on-site and distance learning. Toward this end, we support field-based research, promote successes that provide for rapid expansion, and build partnerships with an evolving network of communities that are working together to improve their lives and the lives of generations yet to come.”
· What role did the mission statement play in the achievements identified above?

· In what way did the country programs and projects contribute to the achievement of the Future Generations mission statement?

G. Lessons Learned (3-5 pages)

· What lessons can be drawn from this experience that can help Future Generations do a better job of achieving its mission?

· What lessons can be drawn from this experience regarding the utility and future development of SEED-SCALE as a paradigm for guiding community-oriented change? 

· What does this experience suggest about possibly useful modifications to SEED-SCALE concepts and methods?

· How can Future Generations improve upon its future efforts to systematically assess its programs and activities as well as its success in implementing SEED-SCALE?

H. Conclusion (1-2  pages)

V. Conclusion

Future Generations now has enough experience with its country programs to justify a serious effort at assembling and reflecting critically on this. Furthermore, this is an opportune moment to assess and reflect on the SEED-SCALE paradigm and its strengths and weaknesses as revealed through Future Generations’ own field experiences at the community level. The ability of the organization to work productively together in the effort will help to further define who we are as an organization and how we envision our own institutional future.
� Throughout, we will refer to the SEED-SCALE paradigm as described in Just and Lasting Change: When Communities Own Their Futures (Taylor-Ide and Taylor, 2002).


� For more information see:  www.aqip.org





