
The Role of Evaluators in Infusing Evaluative 
Thinking to Facilitate Evaluation Use in the 
Public Sector for the Betterment of Society  

American Evaluation Association 

October 18, 2013 

Ontario Ministry of Education 



Complexity (Patton 2009) 
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Reach every 
student 

 



The Next Phase in Ontario's Education Strategy 

http://www.edu.gov.on.ca/eng/about/excellent.html  
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 Ontario 

Ontario has: 
•40% of Canada’s 33.6 million people (it is the most populous 
province) 
•60% of 225,000 immigrants who come to Canada annually 
•Over 1 million square kilometres of land 
•2.1 million students 
•Almost 126,000 teachers (unionized teaching and support staff) 
•About 5,000 schools in 72 school districts 
•Four different publicly funded school systems (English public, 
English Catholic, French public and French Catholic).  
•95% of all students attend publicly funded schools. 
 
System on the Move: Story of the Ontario Education Strategy 
http://www.edu.gov.on.ca/bb4e/Ontario_CaseStudy2010.pdf  

http://www.edu.gov.on.ca/bb4e/Ontario_CaseStudy2010.pdf
http://www.edu.gov.on.ca/kindergarten/whathappensbeforeandafterschool.html


Open to learning through 
evaluative thinking 
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Eight mind frames that underpin every action and decision in a school….it is a 
belief that we are evaluators, change agents, adaptive learning experts, seekers 
of feedback about our impact, engaged in dialogue and challenge, and that we 
see opportunity in error, and are keen to spread the message about the power, 
fun and impact that we have on learning. John Hattie (2012) Visible Learning for Teachers: 

Maximizing Impact on Learning 



Research, Evaluation and Capacity Building  

• Goal: To build Ministry and sector capacity for the use of 
evidence to inform decisions and implementation. 

 
• Research, monitoring, evaluation and capacity building are 

integrated into the work of Ministry staff and the sector 
through evidence-informed practice that: 
o Improves the coherence of planning, implementation and ongoing 

learning . 
o Facilitates capacity building for improved student learning, well-being, 

achievement and engagement. 
o Supports good decisions and promotes increased public confidence. 
o Builds a culture of evaluative thinking through collaborative inquiry, 

action and reflective practice that is adaptive, coherent, precise and 
personalized.  
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Evaluative thinking valuable for the sector 

• Evaluative thinking gets us to be 
more precise 

• Evaluation as an instrument of 
change 

• Role is to mobilize knowledge 
across the province (Franz, 2013) 
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Evaluative thinking identifies the flow of organizational knowledge and this 
provides decision makers with a point of reference for quality decisions. 
(Widmer, 2013) 

 



Why evaluative thinking is important? 
 

 

 

Improve student achievement and well-being 

Creates a positive climate and community-- 
where shared ownership is encouraged 

Inspire each staff member to be the best they 
can be so that students achieve their potential 
(Malloy, 2013) 
 

 

System Leaders Meeting – May 2013 



Idea of Evaluation has evolved over time  

 Value of infusing evaluative 
thinking  

 Supporting work in a complex 
system that require precision 
(Gallagher, 2013) 

Embedded Evaluative Thinking Creates Lasting Impact: Evaluation is an 
activity that produces reports; evaluative thinking produces effective 
organizations. Evaluative thinking is systematic, intentional and 
ongoing attention to expected results. It focuses on how results are 
achieved, what evidence is needed to inform future actions and how to 
improve future results. (Patton 2013) 



Evaluative thinking serves the leader  

• Public sector leaders’ 
responsibility: 

o To know the impact and 
evidence 

o To have the information 
needed for decision-making 

(Franz, 2013) 
 

11 

Leaders as Lead-learners… visible and public co learning on the part of 
administrators is such an impactful dimensions of high-leverage 
leadership. (Katz 2013) 

http://www.edu.gov.on.ca/eng/prospects/section4ptb.html
http://www.edu.gov.on.ca/childcare/paying.html


Leadership role in evaluative thinking  

• Leaders creates the condition for evaluative thinking 
as a learning organization 
 

 

o Importance of data 

o Communication  

o An atmosphere of trust necessary to ask challenging 
question 

 

What’s making a difference in getting people to adopt 
evaluative thinking?  What is helping us to cultivate 
evaluative thinking?  What has supported that thinking? 
(Franz, 2013) 
 

12 

http://www.edu.gov.on.ca/morestudentsuccess/transition.html


Embed evaluative thinking in the work we do 

Primary reason for using logic modeling  

•supports precision  

•dialogue with common vision 

•rigorous analysis   

•be on top to move forward (Gallagher,2013) 
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Evaluative thinking = Thinking skills (e.g., questioning, reflection, decision 
making, strategizing, and identifying assumptions), and Evaluation attitudes 
(e.g., desire for the truth, belief in the value of evaluation, belief in the value of 
evidence, inquisitiveness, and scepticism.)                   Archibald and Buckley, 2012 

 



Use of logic modeling as a way we work 

Keep terminologies to a minimum 

Theory of Change – plausibility 

Program/Theory of Action – feasibility 

 

 

 

 

 

 

What would tell you that you are getting there?  

How do you know? 14 



Implementers and educators need to come together early 

• Logic model brings people together to reveal 
assumptions, establish expectations, etc.  

o Prescriptive in earlier stages → differentiated (McKinsey 
Report) 

• Leadership at each different level 

o Set parameters 

o Create meaning from their own context 

o Co-learning 

o Know when to seek an outside  view  

                                                    (Franz, 2013) 
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The Implementation Cycle 

Planning 
Set goals and 

implementation actions 

Implementation 

Monitoring 
Consider early results,  

make adjustments 

Evaluation 
Consider results and 

inform needs 
assessment 

Needs Assessment 
Consider data 
(achievement, 

demographic), what we 
know 



The Implementation Cycle...simplified 

Planning 

 
Set goals and 

implementation actions 

Determine inputs 

Establish roles and 
timelines 

Implementation 

Ensure monitoring and 
reporting processes 

are in place 

Maintain 
communication 

Flow inputs 

Grow relationships 

Monitoring 

 
Consider early results 

Make adjustments 

 Re-assess context 

Maintain momentum 

Evaluation 

 
Consider results and 

inform needs 
assessment 

Evaluate process 

Needs 
Assessment 

 

Examine data 
(achievement, 
demographic),  

Determine what we 
know 
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Evaluative thinking needs to be an inclusive 
activity – challenges for leaders 

How do you make it happen?  

oLeaders messaging constantly and 
deliberately that they value 
evaluative thinking 

oEnacting evaluative thinking in the 
ongoing challenges of our practice 
(Gallagher, 2013)  

Embedding evaluative thinking requires treating evaluation as a 
leadership responsibility and function. Leaders walking the talk: reality-
testing, results-driven, learning-focused leadership (Patton 2013) 

 



Building Ministry and sector capacity for the use of 
evidence to inform decisions and implementation. 
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http://www.edu.gov.on.ca/eng/prospects/section4pta.html


Board Improvement Plan for Student Achievement  
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http://www.edu.gov.on.ca/eng/policyfunding/memos/september2012/ImprovePlanAssessTool.pdf 

http://resources.curriculum.org/secretariat/bipsa/ 



 

 

System Leaders Meeting – May 2013 





How we focus: Inquiry Framework 

1. Develop an inquiry  
 

2. Develop a working hypothesis - If…then… 
 

3. Develop the success criteria to monitor/measure the 
hypothesis.  What evidence will be collected and how will it 
be collected? 
 

4. Implement the plan 
 

5. Analyze the evidence/artifacts in relation to the success 
criteria 
 

6. Reflect on the learning using the evidence – what is your 
new learning? 
 

7. Share your learning 
 

8. Identify/determine ‘next practice’ for the inquiry cycle to 
continue 

(Gardner, 2013) 



Collaborative analysis meeting 



What does it take to sustain evaluative thinking?  

Important to communicate that evaluative 
thinking is happening and happening at the 
leadership level  

Articulate the messaging 

Continue communicating the value of 
evaluative thinking  

Mentor and model  
 

Evaluative thinking characterizes learning organizations – organizational 
culture that values: Evidence-informed implementation and decision 
making; Critical thinking meaningful reflection, and learning; Evaluative 
inquiry into ongoing attention to mission fulfillment (Patton 2013) 



Using Program Theory to guide DE 
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 Planning & Budgeting 
 Preparing Communication 
 Implementation Planning including 

developing support resources (external 
and internal) 

 Monitoring and Developmental Evaluation  
 
 

http://www.edu.gov.on.ca/childcare/concerns.html
http://www.edu.gov.on.ca/eng/prospects/stories.html


Conditions that foster evaluative thinking 
 

Knowing our students, staff, parents and communities 
 

Intelligent Responsive System 

Learning Stance 

Collaborative Inquiry Cycle – Assessment and Instruction 

Learning Teams strengthened by coaching and facilitation 

Exemplary Service 

Coordinated and Shared Leadership 

Academic Optimism (Malloy, 2013) 



Structures  

• Role clarifications 

• Clear support: before, during and 
after 

• Learning is continual 

• Evidence is on the table 

• Problems are precise and in 
writing 

• Commitment to a Next Step 
(Gardner, 2013) 

 

 

 



Mapping the forks in the road 
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http://www.edu.gov.on.ca/childcare/professionals.html


You’ve got to know where you are 
if you want to get to where you 
want to get to. 
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Google Maps - ©2012 Google  



Experience of an external 
evaluator  

Christine Frank, Ph.D. 

32 



Indicators that evaluative thinking is embedded 

• Evaluative thinking permeates the work - 
commitment to implement learning-based 
improvements 

• Evaluative thinking is demonstrated in the 
implementation of well-focused programs - 
use of high-quality evaluations that feed into 
program and organizational decision making. 

• Time and resources are allocated for reflection 
on and use of the evaluative findings (Patton 
2013) 

http://www.edu.gov.on.ca/childcare/faqs.html
http://www.edu.gov.on.ca/eng/prospects/section2.html

