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Think of something you have evaluated or are evaluating...
To what extent was It:
Qualitative Quantitative
At a single point in time At multiple points over time
Small-scale Large-scale
Individual impact System impact
e R -
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Searching for the diamonds & the
holy grail in evaluation?

ORGANISATION

DEVELOPMENT
* Credible . Dynamic
®* Valuable » Participative
®* Multifaceted e Contextual \1()\1\1\11()\2‘: |
Holy Grail
* Strong

® Attractive
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ORGANISATION

Case Study : the aim

To design, develop and implement a summary/meta
evaluation of five collaborative national OD projects

Aim of all these projects is to develop OD capability and are
delivered across the network of NHS Leadership Academies

Evaluation to be participative, co-designed with relevant
stakeholders

Small resource

Expert support KL NHS
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Why?

ORGANISATION
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®* Demonstrate a difference OD activity Is making (or not)
® Justify iInvestment

® To inform & improve future development

® Learn more about OD

® Learn more about evaluation

® To utilise good OD methodology and practice

« NHS Employers | Leadership Academy

Part of the NHS Confederation




ORGANISATION
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Assumptions

® All of our OD activity makes a difference in some way
®* We can demonstrate this somehow
® This work is complex

®* Evaluation needs to take into account complexity of social
systems

®* We are not telling the story well enough

* That we can utilise OD methodology .** NHS
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DEVELOPMENT What, so what and now what?
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oivetosments  What have we got?
®* High complexity
®* Looking at a system of activity

®* Mix of development, assurance and utilisation of OD
capability

®* Mixed evaluation methodology already Iin place
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ORGANISATION

pEVELOPMENT SO Wwhat methodolcgy would be h@lprlf)

® Is this an evaluation design that looks particularly through
the lens of complexity?

®* Definition of evaluation: The making of a judgement about the
amount, number, or value of something; assessment.

®* Whose judgement? How do we define value? What’s the data
we need?

®* What's the stories we need to tell where and to who?
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Ways of looking at evaluation ....
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Feedback from

all differamt
What? w,;\'a‘t"’;m _— dfere
we do?

Adaptive Questionnaing
R Action
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DEVELOPMENT HUMAN SYSTEMS
DYNAMICS INSTITUTE

Developing a Meta-Evaluation Framework

Alm: Process:
* a single evaluation design that is useful across the entire % ECJ(I)IE l;zggglt;erns
system (open to multiple uses at different scales) S Tect and refine the models
» not constrained by any particular OD capability 4. Design the evaluation process
framework 5. Implement
6. Embed, adapt and extend
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Data: existing programme evaluations
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1. Look for patterns

« NHS Employers | Leadership Academy

Part of the NHS Confederation




ORGANISATION |
DEVELOPMENT What IS common

across
programmes?

1. Look for patterns

What are the
differences that
matter?
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HSD models & methods used In this step

CDE Portrait—Pattern Logic
m ifferences withi
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Same and Different

1. Look for patterns Pattern Spotters T—_y e—

» Generalizations: In general, I notice. ..

» Exceptions: In general . .., except. ..
» Contradictions: On one hand . . ., on the other. ..
» Surprises: I didn’t expect that. ..
» Puzzles: I wonder. . .
Simple Rules 4
Whole, Part, Greater Whole System 4
4 effective simple
4 rules are:
4 few
‘ generalizable
4 4 positive
- < active
« a

- NHS Employers | Leadership Academy

Part of the NHS Confederation




Build models from observed patterns!

(Grounded Theory)
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2. Builld models

What is common
across programmes?

What are the
differences that
matter?
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Instructional Concept
H il evelopmen
Strategies Skill Development

/

Instructional Strategies: approaches use

| EE e TED in instructional design and programme
ORGANISATION B components within them
DEVELOPMENT N\ b

Design Decisions

Low investment More investment
High focus More ambiguous
Limited scope Wider scope
Predictable Emergent

I Short event Long event " - " - - - "
Design Decisions: key decisions in the
I Pre-defined competencies Self-defined goals |

I One-time event Continuous engagement

Extensive pre-, post-
I Little pre- or post-work work

2 Build models o . design of an individual programme

IRepI\cable Unique

IConswstent participants Diverse participants

Little stakeholder
engagement

Extensive engagement
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ystem Impact Theory of Change

System
z Sy e
[ ing STP/Business Partner

Feels confident to Addresses client goals Practical tools and | EYer¥One supports "
IEUNRSSNRNIN cose and Integrate a  within defined processes applied hers e Kot e
variety of OD/change resources and consistently across e MO Eaﬁem e n
teols effectively constraints the system professionals
. Consistent Right people, right .
Performs adequately  Adapts actions to fit Ty Every staff member is
against a list of OO project and team e"f;‘r‘rf‘gg:: ;‘gms flk'ﬂ: t“"mr;gshfufl‘fs ait prepared to serve L
competencies requirements (= E PPO™ their clients
the system complex change
Holds a coherent, Identifies and i?;ﬁ;m"::::z - gfiz':lfc"e_’:;:'ezg s NHS speaks with a
mindset; needs 5 single voice af care [ ]
; : performance are transparent, aligned ;
Communicates clearly  and opportunities R | Cads and efficiency
Provides and receives  Surfaces and resalves Networks distribute
Information and suppart  confllcts when they  resources and S e TR T |l e e )
with network; Shows  arlse; Works well in  supports to meer  Commicted to shared  In supportiue and
empathy teams, partnerships  needs o 'a P
People, process,

Constructive reflection
and dislogue inform ~ POl[CY adept with adaptively to local

agility ta changing 4
all stages and levels A o contexts and patient
learning successes and failures | op D00l Bl e conditions; learning is 20"

]
the rule

Works with clients to Plans, implements,  Priorities, strategies  Problems are
understand needs: adjusts to meet align to system-wide  identified, addressed  Communication and

e ! . services are efficient
Design and implement  emerging needs of vision, goals, quickly in context of

| and effective

effective interventions  the client and team  objectives, resources  systemic needs

Evaluates and provides Assessment af

feedback on
performance of self and performance is
transparent and

meaningful for staff
and patients

Uses self as instrument;  Learns from The system responds

Attends to continuous  experience—

Consistent evaluation  Continuous

Sets, works toward, 5
processes support improvement is the

evaluates project

others across 2 range of b iocyivac

Iearning and standard operating
adaptation procedure

scales, activities,
outcomes

Yy

">,
>

Simple Rules for OD Practice at NHS

» Engage across boundaries to build capacity for
the whole system

Simple Rules: simple rules for OD practice

» Value the personal and professional strengths
of people everywhere

» Design for individual needs and consistency . h

cerocs the yetem IN the NH
» Use evaluation, reflection, and action learning

to inform continuous improvement
» Establish and sustain relationships to support . . '

learning and transformation
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ORGANISATION |
DEVELOPMENT Review (by OD leads)

Test against existing data

Test the models

3. Test and refine the models

Revise the models

Integrate models (from 4 to 2)
Revise detalls
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Who will use the evaluation outputs and how

Scale and scope of the evaluation

4. Design the evaluation process Process and timing

Infrastructure and support
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Conceptual

Capabilities
Tools & Practice
Model Language & Models
Programmes

Continuous
Improvement

Competencies

ORGANISATION
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Certification

Outcomes. Outcomes Impact
integrats.
‘& variety of OD/change tools affectively ‘and models practices and patient needs.
explanation,
comptancias. D from

support;

and

o343 rEsouroes ond other
professionals o improve practice  O1PPOrS followup action end evalustio

s in rolati

s i

for all s Informatien flows: efficiently and effectively.

61033 the system
i Provides opportunit ined in ways

Systems influence ‘wellbsing and perfommance practics that mest local needs and resources
Besign for individusl needs and consistancy
across the system from i oo

‘liants and patients

Continuoua Improvement

capabilties and =X ancl
aiies to prove OD support et interventions
Action Rassarch) bt feedback
Use evahsation, reflection, and action
learning toinform continuous i i
‘cantinuous learming before, during, and after programme. contexts and patient needs as they change

5. Implement

Start evaluating!
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6. Embed, adapt & extend

S NHS

First embed as a live process, which
builds capacity for objective decision-
making about OD dev programmes.

Later, review every 6 - 12 months
Are the programme intentions the
same? Do the models need to
adjust?

NHS

Employers | Leadership Academy
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In your work, think of an evaluation you're involved in. How
does some of this resonate? What questions do you have?

If you were evaluating, what patterns would you look for? How
does the idea of pattern-spotting resonate for you?
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Karen.dumain@hee.nhs.uk griff@cocomotion.org
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