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This methodology was produced as part of the project “Strengthening Information Management within 

francophone CSOs” led by CartONG and co-financed by the French Development Agency (AFD) over the 

2019-2022 period. For more information, see the article published on our website: 
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1. WHAT IS THIS TOOL FOR? 

The purpose of this tool, as described in the self-assessment methodology presentation, is to determine 

the flow of program data across your organisation. 

Where the first tool - the flowchart - is primarily geared towards an introduction to the topic, and the 

last one - the self-assessment tool - offers a comprehensive assessment, this tool focuses on the 

interactions between the different actors within an organisation and the way in which information flows 

throughout said organisation: it is thus a schematisation of this flow at the time of the workshop. 

It should also be noted that one of the major differences with the two other tools is that this one relies 

on the input of participants according to the instructions provided; so here, we offer you a basic outline 

that will allow you to set up the exercise, but please feel free to modify it depending on what suits you 

best (in terms of both representation and tools). 

The key here is to provide you with a starting point, with several different tools that will help you 

look at your assessment from a different angle. 

2. FOR WHOM IS THIS TOOL DESIGNED? 

This methodology is easily adaptable to all kinds of audiences and organisations, the line being drawn at 

the number of people involved in a workshop (and thus the scale of data flow mapping). Indeed, along 

similar lines to those of a focus group, a maximum of 10 to 15 people is recommended in order to 

maximise everyone’s involvement and galvanise the exercise. 

The exercise is particularly relevant for a “close circle” of colleagues, that is, people who regularly work 

together or who at least frequently interact (more than once a week). 

Accordingly, we recommend that, whenever possible, this exercise be carried out in “physical” units, i.e., 

people working in the same place, and then in a second phase, to connect these different units, once 

their respective maps have been established. 

For instance, taking a humanitarian organisation structure, these units could be the following: bases / 

coordination / headquarters. 

Of course, there is nothing stopping you from applying this exercise at organisational level (especially if 

it is small) but keep in mind that the more you involve actors who are far from one another (with 

different daily working realities etc.), the more carefully you will need to select the most 

representative participants and/or adjust the scale of the exercise. 

3. HOW SHOULD THE TOOL BE USED? 

There are two approaches that you can adopt, depending on whether you want to assess an operational 

level, or a strategic one.  

The first involves representing the different types of data (such as “program databases”, “KAP survey”, 

“post-training satisfaction form”, “security incident report”, etc.), between the actors for the purposes of 

having a level of considerable detail. 

http://www.cartong.org/
https://cartong.pages.gitlab.cartong.org/learning-corner/en/2_flowchart_self_assessment_tool
https://cartong.pages.gitlab.cartong.org/learning-corner/en/4_excel_self_assessment_tool
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The second level involves representing more global flows, for instance by aggregating the above-

mentioned elements into “survey data reporting” to focus instead on cross-team interactions and thus 

adopt more of a macro perspective. 

You should plan to have a very large medium (digital or physical) on hand to keep the mapping legible. 

You will indeed soon find that if you go into detail, the flows will very quickly be manifold, will tend to 

intersect, merge or to the contrary break apart to reach multiple people. 

1. Each actor will be represented by a circle, from which an arrow - corresponding to an 

information flow (that can be specified in more detail if necessary) - will leave/arrive. This may 

therefore be an individual, such as a “Food Security Project Manager”, in a micro-approach, 

or “Purchasing Logistics Department” as part of a more macro-approach. 

2. In parallel, depending on whether the information is shared via a formal or informal 

channel, the line will either be full or dotted to showcase whether flows exist that are parallel 

to the established processes. 

3. Once this current map has been completed, you will need to identify the following on your 

representation: 

i. The “congestions” / ”traffic jams”: Who are the people who capture the most 

information, is this in line with their jobs, and with their ability to process these flows? 

(keep in mind that whilst it may be “normal” for some jobs to capture a lot of flows, it 

may also at times be beneficial to rethink the total amount, or to prioritise). 

ii. The direction of flows: Are your information flows only upward flows, characteristic of 

reporting-centric structures, or are there return loops back to information issuers? 

iii. Informal flows: What do they carry, to whom do they go, and what is their source? And, 

once this characterisation is done, what is the rationale for these informal flows? (keep 

in mind that the existence of informal flows is healthy, and that all flows do not have to 

be part of a standardized process). 

iv. The “forsaken” elements of the cycle: Is it normal for some people/departments to be 

solely issuing data, or even to be completely outside the organisation’s information 

flows? This is normal, and the result of how information is streamlined (it can in fact be 

a good idea to minimise the total amount of information circulating for efficiency 

reasons). 

At a later stage, if you want to add an extra dimension to your map, you can append the following rule: 

The width of the line can be left to the evaluation of the actors making the assessment according to the 

granularity of the exercise intended or standardised with 4 levels based on the perceived quality of the 

information. 

0 = useless information, 1 = minor information, 2 = important information, 3 = vital information 

It is extremely important to note that persons issuing and receiving information can assess the quality of 

the information differently, so the line is not intended to be uniform, it will typically vary. 

Keep in mind that it is of the utmost importance that this process is carried out in full transparency and 

benevolence, especially if you add the dimension of arrow characterisation (perceived quality of 

information / informal flows). 

http://www.cartong.org/
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Whilst it may be unpleasant to see that information that you deem vital is perceived as useless or only 

marginally useful, it remains a crucial step in understanding the potential problems in the organisation 

of communication and asking - not people, but the processes in place. 

4. WHAT HAPPENS NEXT? 

The primary objective of this workshop is to create a factual snapshot, i.e., to materialise (literally) the 

different data flows existing in the organisation. This allows for a thorough discussion on the basis 

of a factual framework, formally identifying what the flows are and where they are going, and thus 

accessing support to adjust /revisit them or to try and understand the existing issues. 

As mentioned above, the different “figures” (i.e., traffic jams, double flows, etc.) should be analysed either 

by the team that performed the mapping if the latter is small (<5) or by the person(s) dedicated to 

managing data programs within the organisation. 

We particularly recommend that you identify and question: 

• Official traffic channels “doubled” with unofficial channels. 

• Channels that carry data / information that is particularly significant / sensitive in relation to their 

size / degree of formalisation (e.g., information issued by a member of the operational team via 

an informal channel). 

• The frequency of information being produced, and its storage. 

• The production of similar information by different actors. 

• “Preferential” flows, i.e., flows between people used to/working together regularly. 

• Repetitions (same information provided through different channels to the same actors). 

• Information flows channelled through a series of intermediaries (and if this affects/transforms 

such information). 

• Data/information that is required and/or deemed important but does not appear/go through to 

the intended actors. 

• If you perform the exercise with the “level of importance” of the information, the dissymmetry of 

consideration greater than one degree. 

The second major advantage afforded by this method is to be able to oppose the existing with the 

desired, in other words, the optimal structure that you would like to implement. This makes it possible 

for the exercise to be part of a structuring approach, and to use the assessment of what exists as 

impetus for action, all the more so due to the fact that the exercise serves in itself as a lever for mobilising 

the various stakeholders (and thus initiating greater change by fostering awareness of the 

repetitions/funnels, saturation, etc.). 

Do note that it is generally more productive to proceed in several stages of transformation, you will 

not arrive at the desired structure in one go. As with any appropriate planning, stringing out progression 

from the current to the ideal situation by means of one, two, three or more intermediate situations 

depending on the extent of the desired changes (i.e., if you want to make just a few adjustments in a 

structure comprising 5 people, a single image shall suffice, if you are considering restructuring an 

association of about thirty people, then you should provide for at least 3 or more steps, coupled with the 

major works put in place). 

http://www.cartong.org/
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Don’t cut the information flow transformation process to a simple modification of these flows and focal 

points, also consider what this means in terms of process changes, and the impact that it may have on 

the actors that are linked to these changes. 

5. USEFUL INFORMATION 

Avoid using this method after having undergone restructuring and/or reorganisation. This method 

works best when the current organisation has existed for a long enough period of time for the 

different stakeholders to know the different flows at hand, who works where, etc. 

Throughout periods of drastic changes in structure, the various actors will be busy enough already taking 

stock and control of their jobs, finding their place in the organisation, identifying the various interactions 

and information flow channels. If you still want to go through with it in this type of context, carry out the 

exercise schematically, with the aim of mapping out an ideal organisation (rather than an existing one) 

and understanding the processes requiring adjustments for the new organisation to work. 

Doing this exercise in the presence of the different actors is recommended, because with minimal 

material (whiteboard, post-its, markers, etc.) you will have an active sharing medium. However, don’t 

forget to photograph the mapping’s outcome and take the time to transcribe it into an easily 

transferable document (it would be truly unfortunate to lose the added value of this kind of workshop 

if the tool is not adequately reflected). 

If you want to do this remotely, you can use software such as Klaxoon, Miro, etc., as suitable mediums 

(it is not possible to use software such as Microsoft Office. The latter are too inflexible and unsuitable for 

reactions during the construction of the tool). Pay attention to the number of people present during the 

workshop, ensuring that all invited people are stakeholders in the process, know the objectives of the 

exercise and what they will have to do/prepare. 

Make sure that the tool is used as part of an objectivised approach: don’t do it just to do it, do it with a 

goal that is known to all upstream participants; for instance: to review and adjust the various information 

management processes, to adjust job descriptions, etc. In this way, you will frame the expectations, and 

the achievement of the exercise will be all the more relevant to the stakeholders (otherwise, you might 

jeopardise the credibility of the topic). 

http://www.cartong.org/
https://klaxoon.com/en
https://miro.com/
https://www.office.com/

