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Presentation Notes
 Slides with notes are available on the AEA e-library and will be soon on our company web site under resources

 One page handout with some background information and links
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Presenter
Presentation Notes
 Theoretical Framework: drawing a great deal from Patton

 Role Definition: especially important as the presentation focuses on the evaluation consultant’s perspective

 Case Studies: two corporate settings, though one is a not-for-profit organization, organizational structure is corporate-like

 Challenges: in working within this environment as an external evaluation consultant

 Overcoming the Challenges: the use of a multi-step method is key in my experience

 Success Stories: Consultant and the Organizations




Theoretical Framework
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Presentation Notes
 Based primarily on the work of Michael Quinn Patton
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Theoretical Framework

Patton: Utilization-Focused Evaluation (2008)
e Evaluation Use: Both Challenge and Mandate

e Improvement, Accountability and Demand

e Fostering Intended Use: The Personal Factor

e Supporting Engagement, Self-Determination and
Ownership

e Role Definition
e Results-Oriented
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Presenter
Presentation Notes
 Patton (2008) writes that evaluation use is a critical societal issue; in publicly-funded programs for sure. But in the corporate setting I argue its a matter of return on investment as well program improvement.

 Focus on accountability and improvement has created a demand for evaluation that has seeped from the public sector into the private sector where organizations are beginning to see the need to go beyond performance measurement.

 Fostering evaluation use is very much personal Patton contends, and my experiences bear that out
 finding and cultivating people that want to learn (two levels: the organization and the personnel within)
 not just authority (organization), but the strategically-located people who are enthusiastic, committed, competent and interested

 The use of “user-friendly” evaluation approaches such as Participatory, Collaborative and Empowerment increase the odds that evaluations will be utilized, and thus valuable to the organizations

 Role definition is important not just for the consultant but for the organization’s personnel

 Focus on results and the sue of results in future program activities
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Presenter
Presentation Notes
 Patton’s (2008) 15-step method for managing evaluations to promote their use

 Here we see the previous slide’s bullets in action

 The multi-step method serves as a road map for the consultant and organization to follow; if everyone knows what the next steps are, then there is more comfort with the process, especially in organizational cultures that are not used to program evaluation
 the methodology is general enough to be flexible for adaptations
 helps build organizational capacity for evaluation
 helps manage the evaluation
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Theoretical Framework

Compton & Baizerman (2009)

Compton, Baizerman & Roholt (2010)

e Managing Evaluation: Two Orientations
O Discrete Evaluation Studies
o Evaluation Capacity Building

e Stakeholder Participation
e Organizational Collaboration
e Role Definition . '
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 These authors also draw on Patton’s work and use a multi-step method to help resolve three issues in program evaluation:
 the program evaluation process is often not part of a greater systematic improvement process; thus limiting its contribution towards making programs more effective and accountable
 difficult to find program evaluators: often because of the lack of effective professional training in conducting useful program evaluations; this is especially true in the corporate world
 lack of program evaluation expertise leads to poor conceptualization of the evaluation, often isolating the process from existing staff and relevant stakeholders

They see managing evaluation in two orientations: evaluation studies and evaluation capacity-building: the multi-step methods help one manage in both realms

Participatory methods (Catherine Elliot and Swee Goh, co-presenters on another paper in this session have written about this) involve stakeholders in the evaluation process as advisors and help to create a shared sense of evaluation ownership; supports evaluation use

Organizational collaboration in the public sector is often a matter of program survival as agencies share resources; but in the corporate setting collaboration is just as important as it promotes evaluation ownership across a broad spectrum of interested parties not the “performance measurement unit”

Defining roles again is important to managing the evaluation and evaluation capacity-building:
Advisory group (cross-sectional through the organization)
Evaluation facilitator (organization personnel; in the public sector it could be the program manager)
Evaluation consultant


Groundwork: Formalization: Implementation: Utilization:

Definitions Methods Data Collection, Dissemination

Roles Measures Management &
Analysis

Protocols Costs ) Action
Preliminary Planning

Findings
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Presentation Notes
 Compton and his colleagues’ 10-step methodology is similar to Patton’s (roles/protocols, dissemination/action planning)

 Many discrete evaluation studies are often focused on just the middle steps; and I argue one cannot build evaluation capacity in an organization without all of the steps involved


Role Definition
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Presenter
Presentation Notes
 Role definition, I found was very important to managing evaluation and evaluation capacity building, so much so that I believe it deserves more attention
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Role Definition ‘

Evaluation Consultant

e Managing/Conducting Evaluation
e Managing Evaluation Capacity-Building
e Relationship-Builder
e Methodologist
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Presentation Notes
 The role of the external evaluation consultant is multi-faceted 

 As the one hired to manage and conduct the evaluation, one needs to be an experienced evaluator with formal training

 Managing evaluation capacity building takes the knowledge, skills and abilities of the evaluator and brings more soft skills into play

 A key soft skill is relationship building and management

 Both aspects of managing falls flat without doing the right things for the given evaluation, and methodology is fundamental, especially when the focus in evaluation use
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Role Definition ‘

Private Sector Organization

e Advisory Group/Steering Committee
e Evaluation Facilitator/Evaluation Champion
e Change /Improvement Decision Makers
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Presentation Notes
 The use of an advisory group or steering committee helps with the collaborative nature of the evaluation approach; this group should represent a wide range of stakeholders
 regular meetings, and updates are the bare minimum level of involvement; the aim is to have this group participate and collaborate in the process (being mindful of their time and your role as a hired consultant) with the aim for them to take ownership of the evaluation processes

 Among this group should be the organization’s evaluation facilitator (someone who manages the organization’s interest in the project)
 My aim is to get this person to be the organization’s evaluation champion, one who can help the evaluation consultant gain support for ideas and build relationships with the advisory group and the organization as a whole
 Obviously relationship building with this person (or people) is important here

 To capitalize on the evaluation process and increase evaluation utility, you have to be aware who the organization’s decision-makers are, and dissemination plans must include them as a target audience
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 National governing body for professionals

 Training and assessments for some 2,000 candidates annually

 Two-year program cycle


Corporate Training & Development:
Case

a
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 Headquarters of an international financial institution

 Corporate training and testing for some 35,000 employees world wide

 Multi-level mastery-test environment


Challenges
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Presentation Notes
 Sometimes these can feel overwhelming to the external consultant

 They are going to be there even in the best of times

 How you deal with them is key, but the multi-step evaluation management methods are hugely helpful here
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Challenges ‘

e Building Relationships

e Existing Organizational Culture
O Performance Measurement v Evaluation
O Structures and Protocols
O Big Corporation v Little Evaluator

e Time (to build evaluation capacity)
e Evaluation Utilization
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Presentation Notes
 As an external consultant you are new to the organization; temporary in the minds of the stakeholders; to some you are a necessary evil; and not there every day so it can be difficult to build relationships

 Existing organizational culture can be daunting especially when there is no pre-existing culture of evaluation

 Existing structures and protocols can be tricky to maneuver within

 The bigger the organization, the higher the chances they have seen external consultants come and go and have little or no impact on operation of the organization and the programs involved

 Time is always a challenge, but more so for evaluation capacity building; often you are not afforded this 

 Utilization is the giant elephant (or in this slide, the giant sumo wrestler) in the room, as your goal as a program evaluator is to have your evaluation be meaningful and thus useful to the organization; its a matter of survival for you as an external consultant


Overcoming the Challenges
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Presentation Notes
 Following the multi-step methods for managing program evaluation and evaluation capacity building helps overcome challenges

 The methods are tools for you to use an evaluation consultant; they are not a panacea for all that ails the evaluation process

  But it has been my experience that when using the multi-step methods explicitly many challenges are met and overcome
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Overcoming the Challenges

e Multi-Step Methodology as a Road Map

e Building Evaluation Capacity Conducting
Evaluation

e Understanding Context (organizational culture)
e Fostering Relationships - pulling together

e Adherence to Professionalism
O Methodologies
O Conduct

e “Seeing is Believing” o J
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 The multi-step methods allow you to have a plan to follow, to share and to let people know where you want to go with the evaluation, and what the general steps are
 Surprises about next steps are never a good thing!
 The general plan is different than a proposal (which may not have been read by everyone you deal with); appearing with a plan helps your credibility and helps establish your role as an external expert – that’s why you were hired!

 With so little time in discrete evaluation studies, I have had to try to build evaluation capacity while conducting the evaluation using teaching moments, re-visiting the plan, explaining why certain processes are done a certain way; this helps to build relationships as well, especially with the organization’s advisory group and evaluation champion
 role definition
 identifying primary users of the evaluation
 involving primary users in evaluation decisions

 Do your work upfront in understanding the context of the organization, its history its existing culture of research, performance measurement and evaluation
 this is part of Patton’s “stakeholder analysis” step or Compton and others’ “groundwork”

 You want to involve others, gain their trust, value their participation, help them to understand processes, understand where they are coming from – this all helps to build and foster relationships
 when you get the advisory group pulling together with you, it will be less difficult to have impact on the organization as a whole

 When there’s push-back, stick to your professionalism in terms of your evaluation skills in methodologies, instrument design etc but also in your professional conduct- when you establish roles, you assert your professionalism from the beginning

 Clear, concise and consistent communication is crucial; it helps the organization to see what you are doing, and seeing is believing
 feedback during evaluation design, instrument development, preliminary data analysis, dissemination plans and action planning all help get your work and message out there to the advisory group and other areas of the organization
 helps build relationships
 helps with evaluation capacity building



Success Stories
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 Just based on these two cases, there is a fair amount of success using the multi-step methods
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Success Stories

Private Sector Organization B»
e Evaluation Utilization
e Program Improvement
e Organizational Change

Evaluation Consultant

e Professional Satisfaction

e Organizational Endorsements | '
O More work
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 Success of the evaluation is not only important in an altruistic sense, but it is important to you as an external evaluation consultant
 Experience
 Credibility
 Revenue

 Sometimes success is limited, sometimes relationships prove very difficult to build
 the multi-step methods allow you to be transparent, and help you keep processes on track nonetheless

 For one of these cases, I have managed to gain half a dozen more related projects within the organization and they have endorsed my work to the extent that they have brought me in as their “internal/external” consultant in a project that involves two other organizations, one of which I have subsequently done separate work for as well

 For the other, my evaluation champion has left the organization and is with another that has expressed interest in my services
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