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Interpretive Frameworks

« May 2003 Harvard Business Review "The
High Cost of Accuracy." Kathleen Sutcliffe
and Klaus Weber.

They concluded that "the way senior
executives interpret their business
environment is more important for
performance than how accurately they
know their environment."
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They further concluded that it is a waste of
resources to spend a lot of money increasing
the marginal accuracy of data available to
senior executives compared to the value of
enhancing their capacity to interpret
whatever data they have. Executives were
more limited by a lack of capacity to make
sense of data than by inadequate or
inaccurate data.

In essence, they found that interpretive
capacity, or "mind-sets," distinguish high-
performance more than data quality and
accuracy.
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Original Primary Options

Formative
and
Summative
Evaluation

(Mid-term and End-of-Project Reviews)
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Blandin Community
Leadership Program

LEADERSHIP...

YOU HAVE TO DO
IT YOURSELF,

BUT YOU CAN'T
DO IT ALONE.
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Beyond Formative and Summative to

Developmental Evaluation

as an option in the repertoire of approaches
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Challenge:

Matching the evaluation
process and design to the
nature of the situation:

Contingency-based
Evaluation
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Conditions that challenge traditional
model-testing evaluation

* High innovation —
* Development

* High uncertainty Adaptive
+ Dynamic T Management
 Emergent

« Systems Change -
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Mintzberg on Strategy

Unrealized Strategy
Intended
Strategy
De te
Strategy
Realized
Strategy
Emergent Strategy
5 types of DE

1. Ongoing Development

Development
VS.
Improvement
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First DE Type

Ongoing development in adapting a project,
program, strategy, policy, or other innovative
initiative to new conditions in complex
dynamic systems.
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5 Types of DE

2. Pre-formative development of a potentially
scalable innovation to the point where it is
ready for traditional formative and summative
evaluation; pre-formative developmental
evaluation works with emerging ideas and
visionary hopes in a period of exploration to
shape them into a potential model that is a
more fully conceptualized, potentially scalable
intervention.
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As models emerge out of exploratory and
innovative initiatives, some may move into
more traditional formative and summative
evaluation to determine scalability and
generalizability, while others remain in
developmental mode, either undergoing
further development or continuous
experimentation in the search for new
models.
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5 Types of DE

3. Adapting effective general principles to a new
context as ideas and innovations are taken
from elsewhere and developed within a new
setting, the work of developmental evaluation
in the dynamic middle between top-down and
bottom-up forces of change.
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Fundamental Issue:
How the World Is Changed

Top-down dissemination of

“proven models”
versus

Bottoms-up adaptive management
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Models vs. Principles

Identifying proven principles for adaptive
management

(bottoms-up approach)
versus
Identifying and disseminating
proven models

(top down approach)
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Exhibit 6.1. Top-Down, Geing-to-Seale Theory of How the World Is Changed

1. ldentify a promising intervention. |e.g.. theory-based model]
2. Standardize and stabilize the imervention [formative evalwation]

tervention: One or more summative evaluations using
lysis of

3. Rigorously twest the
randomized controlled trials and quasi-experimental methods; met
multiple such evaluations. [swmmative evaluation: meta-anal ysis |

4. Summative evaluation and meta-analysis results are peer reviewed
by qualificd rescarchers for validation as an evidence-based best
practice model. [scholarly. credible peer review evaluation]

Publish and disseminate the findings about the model.
[consensual validation as findings spread]

5.

6. Funders and policy makers support replication of the
model throughout the country or world, sdvocating
and financing taking it o scale.

7. Practitioners and adopters in many organizations
And communitics implement the mode] eoxaen)
as tesied and valldaied.
| Monitoring & evaluation of adoption]

&. Evaluators independently monitor
fdelity of implementation.
[Fidelity of implementation evaluation]

9. Participants in the intervention
receive and benelt froam the
model, attaining and
manifesting intended outcomes.
|Outcomes evaluation |

10, People are helped.
Indicators of social, health,
educational. and/or
economic well-being
Improve.

[Impact evalustion]

Exhibit 6.4. Bottom-Up, Local Innovation & Adaption Theory of How the Waorld 1
Changed

10. Locally desired outcomes
are attained and
sustained.

[local impact evaluation]

9. As more people adopt and adapt
the local innovation. the svstem
tipped and the change can be
sustaine

stems change]

8. The innovation spreads locally as
people see and experience the results for
themselv [tipping point can oceur
as adoption momentum grows]

7. As positive results are altained, early

dopters of the innovation demonstrate the

innovation to others and advocate for change.
[diffusion of innowvations]

6. Based on the results they see. local people adapt
what they are doing o improve results.
[eontext-specific outcomes evaluation

5. Local people experiment and test out how their ideas work in
pr : hey understand what is working through direct
imvolvement and engagement. [implementation evaluation. |

4. Local people determine desired outcomes and indicators of succe
[Relevance. commitment. and buy-in are key factors]

3. Local people agree to undertake a change process.
[local ownership a key factor]

2. Local people explore poss ities and adapt ideas from others that fit their context.
[grassmoots involvement in considering options. |

I. Local people identify a necd or desired change. [local needs assessment]
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5 Types of DE

4. Major systems change and cross-scale
developmental evaluation, providing feedback
about how major systems change is unfolding,
evidence of emergent tipping points, and/or
how an innovation is or may need to be
changed and adapted as it is taken to scale,
that is, as its principles are shared and
disseminated in an effort to have broader
impact.
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Horizontal scaling across systems or vertical
scaling to broader systems may involve more
than adaptation; these dissemination and
scaling processes can evolve an essentially
new development, the emergence of which
can be documented and analyzed as part of a
developmental evaluation.
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Systems

¢ Parts are interdependent such a change in
one part changes all parts

e The whole is greater than the sum of the
parts

e Focus on interconnected relationships

e Systems are made up of sub-systems and
function within larger systems

Michael Quinn Patton AEA
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Teen Pregnancy Program Example
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2011

23

Logic Model for Pregnant Teens Program
1. Program reaches out to pregnant teens

2. Pregnant teens enter and attend the program (participation)

3. Teens learn prenatal nutrition and self-care (increased
knowledge)

4. Teens develop commitment to take care of themselves
and their babies (attitude change)

5. Teens adopt healthy behaviors: no smoking, no drinking,
attend prenatal clinic, eat properly (behavior change)

<&

6. Teens have healthy babies (desired outcome)

Michael Quinn Patton AEA
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Systems web showing possible influence linkages
to a pregnant teenager

Prenatal \ "
program

Teachers/
other
adults

pregnant
woman's
attitudes &
behaviors

Her peer
group
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Program systems web showing possible institutional influences
affecting pregnant teenagers:

Other Systems

-- welfare

-- legal

-- nutrition
programs

-- transportation

-- child
protection

-- media messages

Context factors

-- politics

-- economic
incentives

-- social norms

-- culture

-- music

Prenatal
program

Prenatal
Clinic and
Hospital
Outreach

pregnant

women's
attitudes &
behaviors

Other community-
based youth
programs
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Using Different System Lenses to
Understand a “particular” System

Economic System Political System
Biologic System = Inputs/Outputs * Power
* Emergence = Cost/Waste/Value/Benefits ¢ Governance
¢ Coordination/synergy = Customers/Suppliers e Citizenship
e Structure, Process, Pattern ¢ Equity
o Vitality

Sociologic System

* Relationships

¢ Conversations

¢ Interdependence

¢ Loose-tight coupling

Anthropologic

System
¢ Values
e Culture/Milieu

¢ Meaning/sense

Information System
eAccess
Mechanical / Physical System Psychological System . SPee.d -
:::)r‘: oral Sequencin *Organizing 'Flc.lellty/utlllty.
. Spatral Proxi?nities ¢ °Forces.FieId . :::;‘:2‘;\;/ security
« Logistics *Ecological/Behaviour
« Information Michai S@tt'hfgri\;?? AEA )

5 Types of DE

5. Developing a rapid response in the face of a
sudden major change or a crisis, like a natural
disaster or financial melt-down, exploring real
time solutions and generating innovative and
helpful interventions for those in need.

* Dealing with high uncertainty, turbulence,
turmoil, high stakes, and often conflict.
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Taking Emergence Seriously

* Beyond “unanticipated
consequences” to genuine
openness

Michael Quinn Patton AEA
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Seeing Through A
Complexity Lens

“You don't see something until you have the
right metaphor to let you perceive it". Thomas Kuhn

Michael Quinrf Patton
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Complex Nonlinear Dynamics

Nonlinear: Small actions can have large
reactions. “The Butterfly Wings Metaphor”

Emergent: Self-organizing, Attractors

Dynamic: Interactions within, between, and
among subsystems and parts within systems
can volatile, changing

Getting to Maybe: Uncertainty,
unpredictable, uncontrollable

Michael Quinn Patton AEA
2011
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Getting to Maybe:
How the World Is Changed

* Frances Westley,
* Brenda Zimmerman
* Michal Quinn Patton

* Random House Canada, 2006
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“A Leader's Framework for Decision Making”
by David J. Snowden and Mary E. Boone,
Harvard Business Review,

November, 2007:

Wise executives tailor their approach to fit
the complexity of the circumstances they
face.
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Conceptual Options

- Simple
« Complicated

« Complex

Michael Quinn Patton AEA
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Know When Your Challenges Are In the Zone of

Complexity
5
| s
Socially*,
E Complicated
g Build . Zone Of
relationships, e .
S creareconmon Complexity
| .
(@)} -oo..-.o.o.l....'..
< .: e, LY .o .
S Simple . Technically Compliccn‘ed..'-.
§ Plan, control : Experiment, coordinate expertise %
QO * .
Close to CQrTainTy Far from
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Simple Complicated Complex
Following a Recipe A Rocket to the Moon _ Raising a Child

#The recipe is essential

¥Recipes are tested to
assure replicability of
later efforts

#No particular
expertise; knowing how
to cook increases
success

¥ Recipe notes the
quantity and nature of
“parts” needed

¥ Recipes produce

standard product 90 7

#Certainty of same
results every time

S >
‘gﬂﬁq b
e
s

Formulae are critical
and necessary

Sending one rocket
increases assurance
that next will be ok

High level of
expertise in many
specialized fields +
coordination

Separate into parts
and then coordinate

Rockets similar in
critical ways

High degree of
certainty of outcome
/
/
Michael Quinn Patton AL—,/A//
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Formulae have only a
limited application

Raising one child
gives no assurance of
success with the next

Expertise can help
but is not sufficient;
relationships are
key

Can't separate parts
from the whole

Every child is unique

Uncertainty of
outcome remains

k=




COMPLEX KNOWABLE

Cause and effect are only Cause and effect
coherent in retrospect separated over time
and do not repeat and space

Pattern management Analytical/Reductionist
Perspective filters Scenario planning
Complex adaptive systems Systems thinking
Probe-Sense-Respond Sense-Analyze-Respond

CHAOS

No cause and effect
relationships perceivable

KNOWN

Cause and effect relations
repeatable, perceivable
and predictable

Stability-focused Legitimate best practice

intervention

Enactment tools Standard operating

procedures
Crisis management Process reengineering

I Act-Sense-Respond Sense-Categorize-Respond I
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“A Leader's Framework for Decision Making”
by David J. Snowden and Mary E. Boone,
Harvard Business Review,

November, 2007:

Wise executives tailor their approach to fit
the complexity of the circumstances they
face.

Michael Quinn Patton AEA
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Wise evaluators tailor their approach
to fit the complexity of the
circumstances they face.
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5 Types of DE

1. Ongoing development and adaptation

2. Preformative evaluation to support
exploration and innovation

3. Supporting local adaptation of general
principles to navigate top-down and bottom-
up forces for change

4. Evaluating major systems change
5. Evaluating in turbulent, disaster situations
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What role can evaluation play
with complex dynamic
innovations?
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Challenge:

Matching the evaluation
process and design to the
nature of the situation:

Contingency-based
Evaluation

Michael Quinn Patton AEA
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In the beginning...
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I evaluate;
therefore, I am.
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