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“The world has
changed significantly
in the past
decade...Thereis a
need for a bolder
evaluation agenda,
recognizing the
evaluators role in
contributing to
change...”

BARNETT & EAGER, 2017, P. 294
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Post-normal evaluation?

Thomas A. Schwandt
University of Niinois at Urbana—Champaign, USA
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What role should evaluation play in
systems change and transformation?

How must we rethink evaluation itself
to adapt to this role?



Systems Change

“At its core it involves tackling the of a social
p rO b I e m .o .” (Mehta & Zakaras, 2020)

“ in policies, processes, relationships, and
power structures, as well as deeply held values and norms” o e cania, 2015

“Improves performance within existing rules” versus “creates
previously and new ways of thinking

through visioning, experimentation, and invention” eeteier shianthropy advisors, 2019)



Expert Judge
Determining
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Developing
Value




Theoretical Insights




“A ... deals with the perspective
by which we see reality and act on it...”

(Rein, 1983, P. 96)

“There is a less visible foundation—an
’ '--that lies beneath the

more visible surface of language or behavior,
determining its boundaries and giving it
CO h eren Ce” (Rein & Schén, 1996, p. 88)



Conventional Frame

Evaluating as Applied Social Science Research
to

' Program/Project
Problem/Needs Analysis De5|gn.and 5 J. Monitoring
Planning Implementation



Expert Judge
Determining
Effectiveness

Commissioners as primary stakeholders

Interventions as solutions to solvable
problems

Questions address performance against
goals/objectives

Technical and expert-driven role for
evaluators

Apply the right research methodology well

Evaluative judgments as determinations
based on results



Expanded Frame

Evaluating as Logical, Step-wise Process to

Select
criteria of
merit

—N\
—

Develop
evaluation
questions

‘ Set standards
of

performance
on criteria

N

Gather data

on
performance

Synthesize
results into
final value
judgment

Generate data and
prepare evidence

Figure 4.1. Evaluating using the four-step
logic (Schwandt & Gates, 2021, p. 92)



Expert Judge
Determining

Value

Stakeholders include those
involved and affected

Address broader questions and
evaluative criteria

Use of performance standards
(benchmarks, indicators)

Technical and facilitative role
for evaluators

Evaluative judgment as multi-
faceted, single determination



Emerging Alternative Frame

Evaluating as
Situated
Practical

Decisions/Evaluative Judgments:
“How did we do?”
“What should we do?”
“Where do we go from here?”
“Who gains and who loses

from what we plan to do
or have done?”

i | INFORM

Perspectives
(Viewpoints and framings
that include interests, aims, desires)

ﬁ\lFLUENCE

Values: Power/authority:
Moral, political, and epistemic; Moral, political, and epistemic;
both individual and social both individual and collective

Evidence
(Facts of the matter, data)

Figure 5.3. Evaluating as situated practical reasoning (Schwandt & Gates, 2021, p.
136)



Co-learner
Developing
Value

Focus on problematic situations and systems
change — ongoing, not solvable

Differing stakeholder perspectives and values
Evidence amidst uncertainty and change

Inform co-learning about what we are doing
and inform what we should do next

Evaluative judgments as unstable, time-
bound, and variable across levels of situation

or system

Focus on learning more than judgment



Practical Insights




Story Of Governing question:
How to design a better

system and figure out

HeOIthw what it takes to make

A RIPPEL INITIATIVE

ReThink G

that happen?

https://rethinkhealth.org/



https://rethinkhealth.org/

How does Rippel/ReThink Health
system change?
system change at different scales?
from its efforts?

WILEY

ORIGINAL ARTICLE

System change evaluation: Insights from The
Rippel Foundation and its ReThink Health
initiative

Emily E Gates' | Francisca Fils-Aime?

Open Access Link



https://onlinelibrary.wiley.com/toc/1534875x/2021/2021/170

(1) REFRAME (2) CULTIVATE (3) USE ADAPTED
PROBLEMS STEWARDSHIP AND NEW
METHODS

(4) FUEL LEARNING (5) ITERATE A (6) ASSESS
AND DEVELOPMENTAL CHANGES TO
ACCOUNTABILITY HEORY OF SYSTEM SYSTEM

CHANGE CONDITIONS

(7) CONTINUOUSLY DEVELOP VALUE



FROM
HEALTHCARE TO HEALTH AND
SEPARATE AND FRAGMENTED

TO

MARGINAL OUTCOMES TO

(1) Reframe Problems




“Focusing on improvements of outcomes within a
current system may provide clear results in the short
term. But, ‘the is that those may not be the
results that you’re most proud of because of the
constraints you’re accepting as unchangeable, and the
time horizon for how long those impacts last...Those
impacts tend to over time, precisely
because they get washed away by other forces in the

prevailing system that you hadn’t dealt with” (staff interview)”
(Gates & Fils-Aime, 2021, p. 128)
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(2) Cultivate Stewardship




Health Catalytlc
Ecosystem Phllanthropy
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(3) Use Adapted and New Methods




ReThink
Health

Link to video: https://rethinkhealth.org/our-work/dynamics-model/



https://rethinkhealth.org/our-work/dynamics-model/

Intended Users Action Learning Questions

What does it take...

To be a steward in today’s
world?

For stewards to reallocate
resources to improve their
regional health ecosystem?

(4) Fuel Learning and Accountability




“Yesterday's learning is
input into tomorrow’s
hypothesizing” s

(Gates & Fils-Aime, 2021, p. 130)



O e - A Pathway for Transforming Health and
Riooel Bei : -
->RIDO Well-Being Through Regional Stewardship

o
.

Coming Exploring Building an Bringing the Living the
Together Regional Goals interdependent Portfolio Portfolio to Life New Ecosystem

What is stewardship and why does it matter?

Transforming the system that produces health and well-being is no small task. To do it well,

regional stewards need to work together to intentionally take responsibility for facilitating the

cross-sector collaboration and alignment that creates the conditions for lasting change. This

pathway describes what stewards (people or organizations) can expect when they work

together to practice and develop their stewardship as part of their quest to create equitable o
opportunities for everyone to reach their potential for health and well-being.

s What does it take
) to develop mature
== Advancing stewardship?
Recalibrating Developing stewardship often
follows a non-linear path. And,
=== Derailed as stewards’ development

with different areas of practice
may occur at different paces,
they can be in two phases
at once (their stewardship
practice might be in Phase 3,
while their financing practice
is in Phase 1). Sometimes,
there may be big boosts in
momentum. Other times,
o leaders may slip back into old
routines, and then must either
recalibrate their work or risk
failing off the path. There
are always opportunities to
_— galvanize progress.

S g Transforming the System that Produces N > Living the
Coming Togethor : >> Regional Health and Well-Being ” New Ecosystem

sau?

Maturity of Regional Stewardship

(5) Iteratively Develop a Theory of System Change




Six Conditions of Systems Change

Structural
Change
(explicit)

Resource
Flows

Definitions

Government, institutional and organizational
rules, regulations, and priorities that guide the
entity’s own and others” actions.

Practices

Espoused activities of institutions, coalitions, networks,
and other entities targeted to improving socal and
environmental progress. Also, within the entity, the procedures,
guidelines, or informal shared habits that comprise their work.

Resource Flows

How money, people, knowledge, information, and other assets
such as infrastructure are allocated and distributed.

'Relationships & Connections
Cuuality of connections and communication aoccurring amongactors in the
systemn, especially among those with differing histories and viewpoints.

\ Relationships & | Power

Connections [ Dynamics (semi-explicit)

Mental
§ 1 r

Ll #
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Transformative Change
(implicit)

Power Dynamics
The distnbution of decision-making power, authority, and both formal and
informal influence among individuals and organizations,

_Mental Models
Habits of leught—dmply held beliefs and :EIE&IJI'HFJH{:IHE and tdken-r'n:ur-grar]md ' John Kania, Mark Kramer, and Peter Senge. “The Waters of Systems Change.” FSG, June 2018,
ways of operating that influence how we think, what we do, and how we talk. hitps:www fsgorg/publications/water_of _systems_change

(6) Assess Changes to System Conditions




* What is business as usual? (7)

Continuously

 What is the emerging practice?
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Think Heal_th _
‘:\ition Learning synthesis

] d the
red Stewardsh-lpf an
i':zspects for Thriving Together

Develop
 What other factors affect the
emergence of the practice? Va I ue

Midpoint Update: May 2021

i Smith
Tina Anderson
Anderson Smith Consulting

Jori Hall
University of Georgia

Emerging Practices

Loyola Univer Y

At this midpoint, we observed five emerging practices that seem especially @
_ Important for strengthening shared stewardship.
Link to ® ®

report

Seeing and stepping into a “whole system” so that strategies, projects,
and initiatives become clearly oriented toward well-being and justice

- o
- -
Practice 2: Embracing Interdependence
Distinguishing unique yet interdependent roles to enable closer align-
ment, deeper working relationships, and stronger mutual 00

accountability among individuals and organizations



https://rethinkhealth.org/wp-content/uploads/2021/10/RTH-Vistas-Action-Learning-Synthesis-Final-August-21.pdf
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EVALUATORS COMMISSIONERS AND WIDER FIELD
LEADERS

e Broaden theoretical and * Move beyond results-
methodological skillsets * Partner early with evaluators based management

* Focus less on evaluations and tind ongoing support * Develop practice-based
and more on evaluative e Co-craft learning agendas theories of system
Drocesses (schwandt, 2018) * Frame initiatives within change and stewardship

action-learning cycles e Support interdisciplinary

 Share authority and work

with intended users and cross-sector learning
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Gates, E.F. (2021, Dec. 9). Redefining evaluation for system change: Theoretical and practical insights.
Webinar for Centre for Evaluation of Complexity Across the Nexus (CECAN).
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