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Over 30 people participated in a WebEx Conference Call hosted by the Center for Creative Leadership that provided consultative support to the CCL team about the design and evaluation of the “Ladder to Leadership” Initiative.

Engaging Stakeholders in Program Design and Evaluation

· The Community Foundations are going to be key players for long-term sustainability. Think of how to include them -- participatory evaluation. 

· Assurance that community-based participation (neighborhood level) at all phases of the initiative will help build in 'sustainability' Brainstorming contextual factors with all stakeholders at the beginning (more participatory) 

Paying Attention to the Unique and Local

· Understanding the "uniqueness" of each community

· Local perceptions and observations of "change" are essential we have learned.  
Identifying and Clarifying Theory of Change and Levels of Impact

· At what level are contextual level changes occurring" local, state, regional (magnitude & scope)? 

· Changes in priorities or changes in available resources-how will these be monitored? 

· Is the challenge at the individual level problem finding  (vs. problem solving)?  Is this something for the team to focus on -- problem finding?  Do you want mechanisms which track and evaluate the ability to surface potential problems?  

· What about skills related to leading organizational development efforts (nonprofit management skills) for their organizations? 

· A question not a suggestion - how do you balance the "content" aspect of the program (related to health) with the "leadership development" aspect, given that it's nested within a particular sector?

· Use a more systems based design tool (in addition to the logic model) to highlight what other key factors might be important to track. Might use causal loop diagrams, network maps, etc. 

· I am curious about whether you have a health change framework that is guiding the overall initiative. Is it health disparities, health equity? Should it focus on social determinants of health? These seem to be key issues that would guide recruitment (race/ethnicity, etc.) and perhaps a multi-sectoral kind of collaborative leadership approach/model.  

· Leadership for "what"; rather than leadership for latter application of a TBA issue is more strategic. We’ve learned that generic leadership development remains mostly in the abstract.  

Designing the Program

· Have your group of cohorts map their challenges and assets for addressing them as a group activity. 

· Will the action projects be group (cohort) or individual? 

· I hope you will use the Collaborative Leadership practices developed through Turning Point. One of the practices is “Assessing the Environment.” This could be built in to the leadership development as work that the cohort does and could be repeated at intervals for them to reflect on the adaptive leadership actions needed.  

· Some of the biggest contextual challenges are the unforeseen changes, e.g. political climate, etc.  How can the program incorporate adaptability to contextual challenges as an important leadership competency? 

· As part of the application process, have program participants identify those issues that are influencing their desire to participate, and then ask them to contribute a follow-up paper about those factors 

· As part of the action learning projects, have participants be sure to articulate the contextual factors affecting their organizational challenges 

Monitoring Changes and Impacts

· Consider creating peer evaluation teams -- go from one site to a different one to assess changes in organizations over time -- good for programmatic purposes and for evaluative purposes 

· If that community has an online newspaper or some other sort of digital community reporting/blogs, etc., subscribe to the RSS feed to keep up with what's happening remotely and without it being filtered through one participant's lens.  

· I think it would be helpful to track who is funding the community group.  It would be nice to get a sense of the impact the funders have on the true development of social capital, the impact the funder has on PAR tenets and the eventual outcomes.  

Evaluating How Context Influences Outcomes

· CDC Division of Oral Health has developed some tools to track what they refer to as environmental impacts--they may help you 

· If you use Journey Mapping http://www.seed-ny.org/JourneyMapping.htm?IL or some other journaling tool, you can have a set of probes that focus the respondent (participants, org reps, coaches, etc.) on key contextual issues 

· Decide on a core number of contextual challenges to follow across the cohorts/communities 

· "Most Significant Change" methodology www.mande.co.uk/docs/MSCGuide.pdf
·  might be interesting -- based on story telling. Helps gather change stories that elicit lots of data about context.  

· You can partly track the contextual factors by asking the participants - this might be a question that you ask during each coaching session 

· Need to consider context at each level of outcomes -- individual, organizational and community.  The contextual issues surrounding individual choices about whether or not to stay in a health career are very different from the contextual factors impacting whether or not an organization is equipped to work well with underserved populations -- so need to generate separate types of lists for consideration 

· Pre and post design required and comparative communities must be considered to exclude contextual effects from program effect. 

· Seems like determining the layers of context and then developing information gathering strategies for each of the layers might be a good start.  Individual, organizational, community, policy, etc.  

· Can you cluster communities by jurisdiction/region so as to "control" for some of the policy and "climate" issues 

· I like the ideas about tying the understanding of context to the desired community outcomes in specific regions, maybe using landscape tools (Deborah Meehan)

· Something to consider as a contextual factor is some of the position leaders in the community health programs who may or may not be open to give time for developing emerging leaders. Depending on their background and their own leadership effectiveness they may be resistant to the process.   

· Just thinking about the tools that are around for evaluating performance in an open system 

· AEA has just published a book (with WKKF support): Systems Concepts in Evaluation, ed. by Bob Williams and Iraj Iman.  You might find that useful. 

Evaluating the Quality of Relationships

· In many leadership development programs the quality of the relationships established suggests something about the success of the teams created and their ability to function well and successfully.  Do you have mechanisms for evaluating the "quality" of these relationships? 

· I love Jim's idea about capturing the leadership relationships - that is a key link I think to org and systems change! 

Evaluation Challenges

· Need to avoid "drowning in data" phenomenon; given an 8% evaluation budget, can't collect data at every level.

Leveraging Existing Resources

· There is a national network of public health leadership programs that have been in existence for 15 years. http://www.heartlandcenters.slu.edu/nln/programs.html
·  It seems like a good opportunity to leverage this activity. The logic model employed at MARPHLI, for example, ties action learning projects to the public health system. If you are brining together a group of community reps, you are likely capturing part of the local public health system...it seems that strategies could be tied to other ongoing work to improve community health through strengthening the network relationships between governmental and community-based public health stakeholders  

· We will work with existing opportunities within communities for management-related skills.  RWJF did not want this to focus on management, but we realize it's a key part of this (and many emerging leaders are consumed by this).  In the past, we have partnered with a local business school for this. 
Page 3

