View metadata, citation and similar papers at core.ac.uk brought to you by fCORE

provided by Research Papers in Economics

INSTITUTIONAL LEARNING & CHANGE

ILAC Working Paper 8

Building an Evaluative Culture for Effective
Evaluation and Results Management

John Mayne

November 2008

Institutional Learning and Change (ILAC) Initiative - c/o Bioversity International
Via dei Tre Denari 472° 00057 Maccarese (Fiumicino ), Rome, Italy
Tel: (39) 0661181, Fax: (39) 0661979661, email: ilac@cgiar.org, URL: www.cgiar-ilac.org



https://core.ac.uk/display/6617929?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1

The ILAC initiative fosters learning from experience and use of the lessons learned to
improve the design and implementation of agricultural research and development
programs. The mission of the ILAC Initiative is to develop, field test and introduce
methods and tools that promote organizational learning and institutional change in
CGIAR centres and their partners, to expand the contributions of agricultural
research to achievement of the Millennium Development Goals.

This paper has been reformatted to comply with the style of the ILAC Working Paper
series.

Citation: Mayne, J. (2008) Building an Evaluative Culture for Effective Evaluation and
Results Management. ILAC Working Paper 8, Rome, Institutional Learning and
Change Initiative.



Table of Contents

Y 011 T PR 4
SR {11 o T 1 T3 1 o T o 4
2. What characterizes an evaluative CUltUIE?.. . eevvverriiiieeeiiiiiiiiiiinieeeeeeiiiinn D
3. Building an Evaluative CUltUIe..............oovieieiiii e 6

v B VAV o= i T 1 (o 1o o TSP PUPR R PPPPPRPRN 10
5. Systems of Results Activities or a Culture of RESRUL..............ocooviiiiiiinnnneene. 10
6. A strategy for moving fOrward .............oooocorii oo 12

7. Concluding reMArKS .........cceiiiiiiieee e e e e e eanns 12

8. FUrther REAdING......cccuuuiiiiii e e eea s 13



Building an Evaluative Culture for Effective Evaluation
and Results Management

John Mayne
November 2008

Abstract

A weak evaluative culture undermines many atteraptiilding an effective
evaluation and results management regimes. Tha$ twitlines practical actions that
an organization can take to build and support atuative culture, where information

on performance is deliberately

deliver programs and services.

results it is seeking to achieve.

1. Introduction

sought in ordeetrn how to better manage and
Such an organizatibres empirical evidence on the

Efforts at introducing results management and eatadn in organizations are
widespread, although often seen as of only limsieccess. Developing and
maintaining an evaluative culture in an organizai®often seen as key to building
more effective results management and evaluatiproaghes. On an ongoing basis,
there needs to be a climate in the organizatiorrevleidence on performance is
valued, sought out and seen as

essential to good

management. Without such a
climate, adherence to system
and procedures can dominatg
attitudes towards results

management and evaluation.
This brief discusses what an
evaluative culture entails and
what can be done to build ang
maintain such a culture.

Tablel
Characteristics of an Evaluative Culture
An organization with a strong evaluative culture:

» engages iself-reflectionandself-examination
0 deliberately seeks evidence on what it is
achieving, such as through monitoring and
evaluation,
0 uses results information to challenge and suppd
what it is doing, and
0 values candor, challenge and genuine dialogue
* engages irvidence-based learning
0 makes time to learn in a structured fashion,
o learns from mistakes and weak performance, af
0 encourages knowledge sharing;
* encouragesxperimentatiorandchange
0 supports deliberate risk taking, and
0 seeks out new ways of doing business.

nd




2. What characterizes an evaluative culture?

An evaluative culturelenotes an organizational culture that (Tableelipdrately

seeks out information on its performance in ordarde that information to learn how
to better manage and deliver its programs andaesyand thereby improve its
performance. Such an organization values empiei¢ialence on the results—outputs
and outcomes—it is seeking to achieve. Other terses for such a culture include a
results culture, a culture of results, a cultur@afformance, an evaluation culture and
a culture of inquiry.

An absence of these characteristics will be reamghby many as all too common in
organizations. Thus, a weaker evaluative cultuighiifor example,

« gather information on results, but limit its useimhato external reporting,

« acknowledge the need to learn, but not providdithe or structured
occasions to do so,

» claimitis evidence-seeking, but discourages ehgk and questioning the
status quo, and/or

» talk about the importance of achieving results,ualtie following the rules
and frown on risk taking.



3. Building an Evaluative Culture

All organizations have an existing culture, whiah,Kim (2002: 3) notes, “...
conveys a sense of identity to employees, provitegitten and, often, unspoken
guidelines on how to get along in an organizationAn organizational culture is
reflected by what is valued, the dominant leadershjles, symbols, the procedures,
routines, and the definition of success that makerganization unique.” This brief is
addressing what structures, practices and actam$e put in place to build and
support an evaluative culture as part of the olerghnizational culture. Based on
considerable literature and experience, | sugdpstthe several elements shown in
Table 2 are needed to build such a ‘culture ofiiyyu.e., the organizational culture
outlined in Table 1.

Leadership

Leadership is probably the most
important factor in organizational | e

culture. Measuresto Foster an Evaluative Culture
Demonstrated senior management | Leadership

leader ship and commitment. | . pemonstrated senior management leadership gnd
Strong senior leadership in building commitment

an evaluative culture can be eviden . Regular informed demand for results informatign
through such actions as: +  Building results measurement and results

management capacity
» Establishing and communicating a clear role arjd
responsibilities for results management

Organizational support structures

e supporting the results
management regime
including demonstrating the
benefits of using evidence,

and supporting results . Support?ve organ?zat?onal incentives _
management with resources Supportive organizational systems, practices and
procedures
» providing consistent e An outcome-oriented and supportive
leadership in results accountability regime
managementncluding » Learning focussed evaluation and monitoring
consistent and regular A learning focus

communication on results | «  Build in learning

management, and acting | « Tolerating and learning from mistakes
consistently with an
evaluative culture—walking
the talk; and

* managing expectations for results managentbnbugh setting out
reasonable yet challenging expectations for sucpesseeding gradually and
with modesty, and balancing accountability withrieag.

In addition, senior managers neeat@rsee the results management redimmeugh:

» Agreeinga results framework for the organization, and ltestameworks for
programs and policies;



« Challengingtheories of chandebehind programs, and the evidence gathered
on performance;

» Approvingfeasible yet challenging performance expectations;

» Usingresults information in approving programming demrisi and for
holding managers to account

» Overseeingey aspects of results management: evaluatiommanmitoring
systems, results-informed learning, and resultertemy by program
managers; and

» Reportingon organizational performance.

Informed demand for evidence on performance. Results management and
evaluation can be significantly encouraged and aupg if there is informed and
sensible demand in an organization for resultsmétion. Key ways that informed
demand can occur is through:

* having managers and senior manageusinely ask for results informatign
and

* requiring thaiplanning, budgeting and reporting be results-based

Building results measurement and results management capacity. Building a
culture of results in an organization requires @acity to be able to articulate and
measure results, a capacity to understand howtsaatdrmation can be used to help
managers manage, and some level of in-house prafessesults management
support. This capacity can be enhanced through:

providingongoing trainingto managers and staff in the various aspectssofte
management,

» identifying and supportingeer champions

* integrating results management trainimgo the regular management training
program;

* includingself-evaluatioras part of the results management training;

» providingclear and effective guidan¢e managers on results management;
and

* usingresults management netwotksshare lessons and foster an evaluative
culture.

Establish and communicate a clear role and responsibilities for results
management. There is a need for a clearly articulated vigmbuild the
organizational culture:

! Theories of change explain why it is believed thatobjectives of the program will be met if the
outputs are delivered. They lay out the logic asslianptions behind the program, the pathway of
change expected.



» set out theaims and underlying principldsr its results management regime,
including developing and communicating a cleartsgg for results
management,

* agreeing orkey terminologyand

» define theroles and responsibilitiesf senior managers, managers, program
staff, and professional staff in the regime.

Organizational support structures

The second group of elements needed to fosteuésesilture (Table 2) are support
structures. Specific structural aspects of orgdiozal life give day-to-day meaning
to the organization’s culture.

Supportive or ganizational incentives. Having the right formal and informal
incentives for individuals and units in place isegtial to fostering a culture of
results, probably more important than capacityassin results management, the aim
is to have individuals and units deliberately glanresults and then monitor and
evaluate what results are actually being achienaxder to adjust activities and
outputs to perform better. The bottom line for Hssmeasurement is empirical-based
learning. Evidence of this occurring is what shdutdrewarded. This contrasts with
approaches that reward only meeting targets.

Supportive or ganizational systems, practices and procedures. To foster an
evaluative culture, all the systems, practices@ondedures in an organization need to
align and be consistent with that culture. Thusgiample:

* Managers need adequate autonomy to manage fortsebdnagers seeking
to achieve outcomes need to be able to adjustdpeirations as they learn
what is working and what is not. Managing only daeinned outputs does not
foster a culture of inquiry about what are the iotpaf delivering those
outputs.

« Evidence-friendly information systenihe financial, human resource,
planning and reporting systems in organizationsinedye able to incorporate
results information in a user-friendly manner. Q@tise, the gap between the
rhetoric of an evaluative culture and the realiGésveryday work will be
quite evident.

* Link results management with other reform initiavwlany organizations are
instituting a variety of management reforms andltesnanagement needs to
be seen as a key aspect of reform, not a oneititine to meet, for example,
external requirements.

An outcome-oriented and supportive accountability regime. How accountability

is exercised in an organization plays a key rold@efining its culture, since
accountability defines what aspects of performareemportant. If managers are
simply accountable for following procedures andwding planned outputs, there is
little incentive to actively seek evidence on tlhecomes being achieved.
Accountability for outcomes (Mayne, 2007) shoulasist of (a) providing
information on the extent to which the expecteguotg and outcomes were attained,
and at what cost; (b) demonstrating the contrilbbuti@de by the program to the
outcomes; (c) demonstrating the learning and chémgehave resulted; and (d)



providing assurance that the means used were souhgdroper. Thus, for example, if
outcome targets and other expectations have notreg a key accountability
question should be what has been learned as & assiivhat will change in the
future?

L ear ning-focussed evaluation and monitoring. Undertaking evaluation and
monitoring can significantly help to foster an exatlve culture. If managers and staff
are involved in the process of measuring and amegy®sults information, they are
likely to see the value of such efforts and to mage of the information gathered.
Seeing positive results of that use in terms afebetesign or delivery will further
increase interest in learning from such informati®at if the main purpose of
evaluation and monitoring is seen as a means fttkaly@ on managers and staff, then
learning—and hence an evaluative culture—is lésdylito be supported. Carden and
Earl (2007) discuss how improved process use wed tasenhance evaluative
thinking at the International Development Rese&@ehtre.

A learning focus

The third and last set of elements in Table 2 dathl the deliberate efforts needed to
build a capacity for and acceptance of learningrirorganization.

Build in learning. Building learning in an organization is widelysdussed in the
literature (see, for example, Cousins, Goh, Clawk leee, 2004). Here | want to
discuss several specific ideas:

» Institutionalized learning events In my view, most useful is the idea of
institutionalized learning events. A learning eveotild be structured around a
current issue of concern where the available in&irom and evidence is
brought together in a digestible format for an mfed discussion by the
interested parties of the issue and what the @taikvidence implies for
future actions. The International Development Refe&entre holds annual
learning events on a topic of current interest (QR006).

* Encouraging knowledge sharirgAn evaluative culture values sharing
information and knowledge, such as providing grtegsning opportunities
and developing supportive information sharing amwchmunication structures.

» Encouraging leaning through experieregearning also occurs through
direct on-the-job experience. Organizations caraeoé this type of leaning
by encouraging efforts to identify and communiaged practices.

* Making time for learning-A key constraint for many managers is time.
Keeping a program on track is a full time job, @nd hard to find time for
reflection and learning. Briton (2005: 31-32) offerumerous suggestions on
specific ways an organization can create ‘learsipaces’.

Tolerating and lear ning from mistakes. Mistakes occur in organizations and are not
welcomed. But in a learning and evaluative culturestakes need to be tolerated and
seen as an opportunity to learn what went wrongradto do better the next time.
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4. What not to do

All organizations have numerous formal and inforimakntives in place to which
managers and staff react. In some cases, whilerih@al impetus for the incentive

or procedure may have been valid, the incentiver@sults management regime may

now be in fact a disincentive. Across-the-boarddaacauts is a good example. While
simple to implement, they clearly send the mes#aaewhen it comes to budgets—
the kingpin of bureaucratic life— results don’t mesit Table 3 provides examples of

Table3

Examples of Disincentivesfor Fostering an Evaluative Culture

» Penalizing programs/projects that provide resalfsrimation (perhaps showing weak
performance) over those that do not provide sufdrrimation.

» Across-the-board budget cuts.

» A constant focus by management on outputs ratlaer ditcomes.

* Penalizing individuals or units that make unpleasarhs visible.

» Setting unrealistic results targets and then sanicty ‘poor’ performance, or setting targetg

too low.
* Poor quality results information that cannot bestied.
* Results information overload, with inadequate sgsit done.

* Accountability that focuses only on following rulasd procedures. Meeting indicators ratt

than achieving important results is what gets reledr
* No apparent organizational interest in learning aalpting.

* Inadequate regular review of the results being kbagd the underlying theory of change,

leading to perverse behaviour chasing the wrongjtse

organizational actions that do not support an etala culture.

5. Systems of Results Activities or a Culture of
Results?

Many organizations today engage in results manageamsl most have put in place a

number of results-related systems, for planningésults, for measuring results, for

evaluating results, and for reporting on resulter€ likely is, as a consequence, a lot

of activity and discussion going on related to ufes. But is all that ‘buzz’ evidence
that there is indeed a culture of results, an extade culture in place?

Maybe. If there were little results-based planrang little measuring of results, there
would, indeed, be an insufficient foundation foeewbeginning to create and nurture
an evaluative culture. However, as reviews of REgimes in many organizations

have concludedystems do not a culture maken organization may have systems of

results without the accompanying evaluative cultaradequately exploit their utility.
Indeed, results systems in many organizations reasekn as a distraction from
getting on with managing. Results management systesad mainly or only to feed
external reporting are all too common. And as stledy may actual work against a
culture of seeing results information as some \éhred worth pursuing. A recent
review of many years of experience in the UN systencluded that “results-based
management will continue to be an administrativerelof no real utility” unless

er
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significant changes are made in how the GeneradiAbl/ operates (Office of
Internal Oversight Services, 2008: 2).

Key to an evaluative culture is the routine useestilts information to learn from past
experience and to inform decision-making on thegiheand delivery of programs. In
an organization with an evaluative culture, decisia design and delivery would
rarely be made without credible empirical inforroaton relevant past experience and
on clear statements of what results will be acc@hpt if decisions are taken.

Table 4 suggests what would be expected in an @agm with an evaluative
culture, over and above systems of results.

Table4
Systems of Results or a Culture of Results?
Many organizations hawstems of results:
» aresults-based planning system with results fraonles\for programs
* results monitoring systems in place generatingltesiata
» evaluations undertaken to assess the results &chimvan evaluation unit
* reporting systems in place providing data on tiselte achieved

But these should not be mistaken for an evaluativeeire. Indeed, on their own, they
can become a burdensome system not helping managatrad|.

An evaluative cultur e would show evidence of:

» structured learning events routinely held to disdusure directions, using
available results data and information

e senior managers regularly stressing the importahceadible results
information for good management, and asking foultesnformation at
programming meetings

« organizational units accountable for demonstrétirag they are learning
* participation in measuring results occurring thioagft the organization

» decisions on design and deliver routinely and Wsitformed by results
information

* good results management showcased
» results information widely shared around the orgatidn

* honest mistakes tolerated and seen as opportutatiearn and improve rather
than as opportunities to blame or penalize

» training on ‘results matters’ integrated into reguhanager and staff training,
supplemented with specific results management

* managers able to adjust their activities and oatfmuteflect what is being
learned
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6. A strategy for moving forward

All or most of the elements identified in Tabler®lanore concretely in Table 4 are
needed to foster an evaluative culture, in theesémast their absence—and certainly
their inverse—can undermine moving to a resulttucel But an organization cannot
advance on all these fronts at once. Changing agaonal culture is a difficult task,
and there has been much written about how to lairogit culture change in
organizations.

A first step might be to undertake a ‘culture audial and Teplova, 2003) to try and
determine just what is the current attitude andceeepce with evaluative inquiry, and
what are the current disincentives. Are any ofdivaracteristics in Table 1 or in Table
3 in evidence? It is also clear from the literatiln@ some level of senior management
visibility and consistent support is essential toving forward. This need not require
100% gung-ho support from senior management, laued of support that is
consistent with the actual beliefs of senior manag®, and with a realistic
understanding of where the organization curresthAs the benefits from evaluative
inquiry are realized, one can expect senior sugpatrengthen.

A strategy of specific actions can then be devalppased on the framework in Table
2 and the specific situation at hand. For an omgiun, a first level strategy might
be:

Get senior management support.
Institute results-based planning and reporting.
Get managers asking the results questions.

Acquire a minimum level of internal expertise.

o > w0 DN PE

Hold and support learning events, at both the soralland corporate levels.
6. Provide ongoing training to managers and staff.

Organizations often indeed implement some of tisésgs, especially the first two
with some initial training. | would argue that istrenough, and the steps 3 through 6
are required to build a critical mass of suppod eterest in an evaluative culture.

A second level strategy could then be:
7. ldentify and support results management champions.
8. Recognize and showcase good efforts at results geament.

9. Encourage process learning—learning by participaticevaluation and
results management activities.

Then, over time, additional elements of the framdwautlined in Table 2 and Table
4 could be brought into play.

7. Concluding remarks
While organizations may tip their hats to the impoce of an evaluative culture, little

is usually done to deliberately build and maintich a culture. Efforts are typically
put into building systems of measurement and regprand, usually one-time,
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enhancing the capacity of staff, all of which cadelegated to somewhere down in
the organization. Yet, without a compatible evaleatulture, efforts at building
capacity and systems are not enough for an efieetraluation or results
management regime to thrive. Over and over agasgessments of evaluation and
results management regimes find them wanting andelmsome, and point to the lack
of a culture that supports and values the use pirgral evidence to routinely inform
management as a major barrier.

Developing an evaluative culture in an organizatidgihnot happen through good
intentions and osmosis. It requires deliberatertffioy the organization and
especially its senior managers to encourage, imgrégnd support such a culture.
This brief has suggested numerous ways that saale can be developed and
maintained in an organization.

8. Further Reading

Britton, B. (2005) Organisational Learning in NGOs: Creating the M&jWMeans
and Opportunity Praxis Report No. 3: The International NGO trnagnand Research
Centre. Available atttp://www.intrac.org/pages/PraxisPaper3.html

Carden, F. and S. Earl (2007). Infusing Evalualitiking as Process Use: The Case
of the International Development Research CenD&Q). New Directions for
Evaluation 116: 61-73.

Cousins, B., S. Goh, S. Clark and L. Lee (2004gdrating Evaluative Inquiry into
the Organizational Culture: A Review and Synthe$ithe Knowledge Base.
Canadian Journal of Program Evaluatiph9(2): 99-141.

IDRC (2006).A Contemplative Recess: IDRC's Annual Learning Foranaluation
Highlights No. 7 Ottawa, International Development Research CeAtrailable at
http://www.idrc.ca/uploads/user-S/11424537631Hmi 7. pdf

Kim, P. S. (2002)Cultural Change in Government: Promoting a High-féemance
Culture A Review of Ten Years of Modernisatiore HRM Perspectiveluman
Resources Management (HRM) Working Party MeetingsP@ECD Available at
http://www.olis.oecd.org/olis/2002doc.nsf/LinkTo/MA-HRM(2002)11

Mayne, J. (2007). Evaluation for Accountability:dtgy or Myth?In Making
Accountability Work: Dilemmas for Evaluation and Audit M.-L. Bemelmans-
Videc, J. Lonsdale and B. Perrin, Eds. New Brunkwit]: Transaction Publishers.

Office of Internal Oversight Services (200Beview of results-based management at
the United NationsA/63/268. New York: UN General Assembly. Availalait
http://www.un.org/ga/search/view_doc.asp?symbol=A8&2062F268&Submit=Searc

h&Lang=E

Pal, L. A. and T. Teplova (2003rubik's Cube? Aligning Organizational Culture,
Performance Measurement, and Horizontal Managen@ttawa: Carleton
University. Available ahttp://www.ppx.ca/Research/PPX-Research%20-%20Pal-
Teplova%2005-15-03[1].pdf




14

About the Author

John Maynejohn.mayne@rogers.cgns an independent advisor on public sector
performance. Previously, he was with the Officéhef Auditor General of Canada
and the Treasury Board Secretariat.




