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A pilo t to test the usefulness and ease of implementing a sof tware tool to assist strategic outcomes work in 

non-governmental organisations (NGOs) is being undertaken. Five organisations were t rained in a one day 

workshop by Paul Duignan on how to use a sof tware tool called DoView in December 2010. The training was 

intended to provide the NGOs with the tool to support the systematic implementation of outcomes data 

col lection and its use in these organisations. In this case, outcomes data includes information that 

demonstrates whether or not the organisation has made a difference to people who use their services.  

The five NGOs agreed to take part in a two stage evaluation to assess uptake and usefulness of the DoView tool 

in their organisations fol lowing the training. The firs t stage of the evaluation took place at five months post-

t raining and explored early implementation of DoView and the results are reported here. A second stage to the 

evaluation wil l take place at month eleven post- t raining and wil l be reported then. 

This evaluation assesses the extent DoView supports the development and application of outcome-based planning 

for NGO’s (Phil lipa Gaines, 2010).  

The desired outcomes arising from the DoView workshop stated in the project plan were: 

 Assessing the utili ty of DoView to support NGO’s to develop an outcomes-focused system. 

 Identifying key enablers for effective development and implementation of an outcomes-focused 

approach.  

 Assessing efficiency gains for the organisation as a result of implementing DoView.  

 Highlighting factors important for sustainable outcomes col lection and use.  

 Monitoring whether a community of practice develops among participating NGO’s  

(Phil lipa Gaines, 2010).  

 

BACKGROUND  

DoView is a sof tware tool used to create outcomes models and program logic models that provide a strategic 

f ramework for organisations or programmes that are linked with outcomes. Traditionally, strategic planning 

has been done by holding a series of meetings and then producing a writ ten multi-page text-and-table strategic 

plan. In comparison to the text-and-table approach, DoView uses a visual model (akin to a horizontal f low 

chart), to graphically capture the different stages of the strategic planning process (Paul Duignan, 2010). The 

developer of DoView proposes that this visual model approach is faster to create and makes it easier for people 

to understand the link between their organisation’s strategy and outcomes. Using DoView’s visual model to 

identify the organisations strategic objectives and then link outcomes to them is thought to provide a simple 

and efficient way for NGO’s to establish, track and communicate outcomes systematically.  Possible benefits 

include: streamlining processes for determining and measuring outcomes; reducing time spent on strategic 

planning; and integrating various organisational activities. Further information about the sof tware can be 

found at www.doview.com.  

 

METHODS 

The evaluation utilised a developmental evaluation approach. See table below for out line of developmental 

evaluation principles and how they differ from traditional evaluation approaches.  

 
Table One: Comparing traditional evaluations with developmental evaluations  

Render definitive judgments of success or failure  Provide feedback, generate learnings, support 

direction or affirm changes in direction 

Measure success against predetermined goals Develop new measures and monitoring mechanisms as 
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goals emerge & evolve 

Position the evaluator outside to assure 

independence and objectivity 

Position evaluation as a partnership. Team function 

integrated  into action and ongoing interpretive 

processes 

Design the evaluation based on linear cause-effect 

logic models 

Design the evaluation to capture system dynamics, 

interdependencies, and emergent interconnections 

Aim to produce generalisable findings across time 

and space 

Aim to produce context-specific understandings 

that inform ongoing innovation 

Accountabili ty focused on and directed to external 

authori ties and funders 

Accountabili ty centered on the innovators’ deep 

sense of fundamental values and commitments 

Accountabili ty to contro l and locate blame for 

failures 

Learning to respond to lack of contro l and stay in 

touch with what’s unfolding and thereby respond 

strategically 

Evaluator controls the evaluation and determines 

the design. Based on the evaluator’s perspective on 

what is important 

Evaluator col laborates in the change effor t to 

design a process that matches philosophically and 

organisationally. 

Evaluation engenders fear of failure. Evaluation supports hunger for learning 

From: Evaluation for the way we work, Michael Quinn Patton, Nonprofit Quarterly, Spring 2006, page 30.  

 

The first phase of the evaluation of the DoView pilot was conducted five months after the workshop. 

Quali tative data was col lected using semi-structured interviews with five representatives from four of the 

participating NGO’s. The fif th workshop participant did not complete the interview. All interviews were audio-

recorded and analysed for key themes.   

 

A teleconference held on the 2  June 2011 offered interviewees the opportunity to provide feedback about the 

emergent themes and to discuss the future of DoView within their organisation. Chaired by Phil lipa Gaines, the 

teleconference was attended by Jane Vanderpyl and Lil Convery from Te Pou, along with representatives from 

two of the NGO’s. A third representative unable to at tend the session provided feedback to Te Pou fol lowing 

the teleconference.  

Findings documented in the next section are the product of both the semi-structured interview data and 

discussions occurring on the 2  of June.  

 

Findings 

A. Perceived value of DoView as a tool to assist developing an outcomes framework 

All participants viewed DoView positively. The main value and strengths of using DoView included: 

 Easy to use, visually appealing 

 Effective way to document processes and systems, a diverse range of applications  

 Identify gaps in current data col lection practices in the organisations, and to establish what data needs to 

be col lected 

 A one page summary of the strategic framework with outcomes to communicate more effectively with 

planners/funders, other stakeholders and workforce 
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 The tool would support strategic planning, reporting and auditing. Align planning with funders’ priori ties 

 The tool captures brainstorming around planning as it occurs 

 It included as a component of t raining modules (used as a f low charting tool)  

 It improved awareness/thinking around being outcomes focused for some, while others felt a good 

understanding existed prior to the DoView workshop 

 

B.  Extent of use of DoView since the workshop in December 2010 

All four organisations indicated that they have not used DoView widely in their organisations. Although each 

organisation described unique reasons for this, the fol lowing factors were identified:  

 There was a disconnect between learning the theory and applying DoView to own projects 

 There was a lack of time and competing demands, resulting in sporadic use and needing to re-visit skil ls; 

t iming in regards to other planning activities 

 Although the tool i tself was described as simple, the shif t in actual practice and in thinking processes were 

found to be  more complex and lengthy than anticipated  

 Technical issues and low confidence around technical knowledge was an issue. Specific concerns include the 

loss of linkages when models are printed; proficiency with using shor t-cuts; inclusion of a time-line; colour 

schemes and fonts which enable branding to one’s organisation; and compatibili ty of DoView with existing 

sof tware 

C. Training and support 

Overall participants enjoyed the workshop and appreciated the support that had been provided. However a 

number of areas for improvement were apparent.  

 The workshop was enjoyable and provided an easy-to-fol low overview. It was helpful to use a populated 

model and an example specific to mental health, but there was a need for more focus on individual project 

work related to their organisation 

 Facili tator very knowledgeable, but can be hard for an expert user to communicate their knowledge to 

others with minimal background 
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 Valued regular updates from Phillipa and Paul. The participants suggested that an external person driving 

the process and supporting implementation in individual organisations was essential 

 The Community of Practice did not develop. Two organisations felt i t would be helpful to talk with 

organisations successful ly using DoView, while others considered it a potential burden on time that would 

not add significant value to applying DoView 

Conclusion 

Firm conclusions about the effectiveness of DoView cannot be made at this stage of the evaluation.  A clear 

consensus exists that for the ful l potential of DoView to be realised in organisations more intensive training 

and support are essential.   

 

Effectiveness: to date, the effectiveness of DoView for supporting an outcomes system has been limited.  

Advancing the potential DoView may be achieved with additional implementation support, both before the pilot 

project finishes and for future organisations seeking to implement the tool.  

Relevance: DoView was perceived as relevant to the work of each NGO. Greater information and personalised 

feedback to facili tate alignment of DoView with existing practices and tools could enhance fur ther relevancy.  

DoView appears to have applications wider than strategic planning, and therefore may be of greater relevance 

and usefulness than initial ly expected.  

Cost/benefit: DoView was considered a cost-effective tool, but limited use of the sof tware does not permit 

definite conclusions to be drawn.  When considering the affordabili ty and feasibili ty of more intensive support, 

the opportunity cost of not providing NGO’s with adequate support to implement the tool must be 

acknowledged.  The potential of DoView for creating an effective outcomes framework was considered by 

participants as an investment wor thy of additional time and resources. 

Sustainability: good support exists for the on-going and/or future use of DoView in each of the four 

organisations. Additional implementation support and organisational wider buy-in emerged as key enablers 

needed to facili tate the on-going use of DoView.

 

The fol lowing table summarises progress toward meeting the primary outcomes of the DoView pilo t: 

Rating 
Effectiveness Relevance 

Cost/benefit 
sustainable 

    

    

    

    

    

 

The fol lowing table indicates perceived value and potential of DoView with adequate implementation support: 

Rating 
Effectiveness Relevance 

Cost/benefit 
sustainable 
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Recommendations  

Improvements to the workshop 

 Provide information prior to the workshop, potential ly as an online pre-workshop module or video clip 

emailed to at tendees which int roduces the conceptual background of DoView.  

 Allocate more time in the workshop for participants to populate their own data into a DoView model and 

ensure each participant has the opportunity to receive individualised feedback.    

 Time should be allocated for discussing how DoView can be aligned with other tools or systems which 

organisations may be using concurrent ly. 

 Allocate more time to up-skilling participants about the technical features of DoView.  

 Enable participants to fol low the use of DoView throughout the workshop on a laptop loaded with a trial 

version of the sof tware.  

 Future workshops should be longer. Three days is proposed, potentially structured as an initial two-day 

workshop covering conceptual background and practical application of DoView, and fol lowed by a third 

session at a later date during which implementation issues are addressed .    

On-going support 

 Offer an on-going mentoring process with an expert user. 

 Establish a dedicated workgroup within the organisation to drive the implementation of DoView, at the same 

as taking a col lective approach by garnering the buy-in of the wider organisation.  

 Hold a fol low-up workshop or meeting prior to the end of the pilo t project. The focus should build on 

experiences to date and on supporting the development of DoView models using each NGO’s own project 

data.
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