
Supporting development, to 
inform and support innovation 
and adaptive change in 
complex, dynamic 
environments (Patton, 2010) 

Real-time feedback and 
utilization of findings to 
support innovation/
emergence. 

Developmental Evaluation 
(Recap)





Kaner (2007)



? ! ? ! ? ! ? ! ? !

Multiple divergence-convergence cycles 
in Developmental Evaluation



What DE is... What DE isn't...

It is a form of evaluation used to support program 
development and innovation.

It is not an after-the fact assessment of program 
results or outcomes (although emerging outcomes 
might be captured as we go).

It involves staying in a state of emergence/
uncertainty meaning we may not come to a 
conclusion about whether something is good/bad, 
a success/failure soon. In fact, we might end up 
with more uncertainty than we started with.

It is not about making mere adjustments or 
refinements to programs/ideas/initiatives 
(process evaluations address that piece)

It emphasizes learning among program/prototype 
designers to enable quick decision making (“failing 
fast, failing forward”)

It has nothing to do with performance of 
individual staff (i.e. performance measurements 
that are used to hold staff accountable)

It uses conventional research methods we are all 
aware of—surveys, interviews, focus groups. It 
emphasizes “methodological agility, creativity, 
combined with a willingness and ability to 
change and respond” (Patton, 2016). 

It is not prescriptive about which methods are 
more salient than others.  



Service innovation: Supportive housing for youth and families at-
risk 



Product innovation: Web-app for cash-assistance 
clients 

www.mfipconnect.com 

http://www.mfipconnect.com/


Service innovation: Cultivate workforce development 
practices and systems that lead to outcomes which 
address the equity crisis impacting communities of 
color and American Indians in Minnesota



1st DE Cycle 
Sensing Interview Feedback



Journey of 1st DE Cycle for ETHOS

Core Team 
Session 

Evaluation 
(June)

Measure 
change or 
outcomes 
to-date (?) 

Sensing 
Interview 
Feedback 
(Aug-Sept)



Sensing Interview Feedback
● To capture staff feedback on the initiative’s first ACS WI-wide engagement 

● To build familiarity of DE practice among the Evaluation Workgroup 

● Gauge staff preference for future engagement techniques (e.g. interviews vs 
focus groups)



Sensing Interview Feedback-Methods

ACS WI wide 
Survey

Sensing 
Interview 
Town hall 

Discussions 



I participated in one or more 
Sensing Interviews. What role(s) did you play? (One or both)

I am a member of the 
Core Team.

SENSING INTERVIEW FEEDBACK 
survey 
Administered August 21 – September 5, 2019

50
responses

13 of out 27 
Core Team 
members 
(48%)

32 of out 88 
Non-Core 
Team 
members 
(36%)



Please indicate to what extent you agree with 
the following statements… 



What was your experience like being 
interviewed? 
35 responses

Positive 80 Negative 20

Freely share 19 One-sided 3

Thoughtful questions 12 Reluctant to be open 3

Meaningful discussion 11 Nervous 2

Safe space 11 No meaningful discussion 2

Comfortable 9 Disinterested interviewer 2

Easy to schedule 5 Rushed 2

Good location 3 Bad location 1

Sense of closeness 3 Experience influenced by hierarchy 1

No judgment 2 Hard to schedule 1

Sense of being heard 2 Interrogation 1

Sense of contribution 1 Interrupted 1

Feedback documented 1 Off-script questions 1

Healing experience 1

                                  Mixed  6

Sentiment Counts



What was your experience like being an interviewer? 
11 responses

Sentiment Counts
Positive 16 Negative 10

Meaningful discussion 4 Hard to schedule 2

Freely sharing 3 Redundant questions 2

Relationship-building 3 Reluctant to share 2

Learning opportunity 2 No meaningful discussion 2

Conversational 1 Feedback not generalizable 1

Easy to schedule 1 Too many questions 1

Great 1

Powerful 1

                                  Mixed  3



How many Sensing Interview 
presentations / town halls  
did you attend? 

What were 
some reasons 
you attended? 

“Other” reasons for attending
Hearing other staff members’ responses to the findings 3

Ops Team member 2

Core Team Retreat 1

To learn about next steps 1

If you did not attend, why not?
Session was cancelled 2

New hire 1



How effective was the presentation in communicating findings from the Sensing Interviews? 
30 responses

To what extent were your thoughts/feelings about WI reflected in the findings? 
30 responses

What Feedback/Thoughts/Feelings did you think were missing/absent from the findings? 
17 responses

Results too broad 4
Unclear next steps 3

Connecting next steps to child welfare outcomes 1                                                   Findings presented as highly sensitive 1
Hard to identify patterns 1                                                                                              Impact of different WI staff locations 1

Interviewees’ length of WI employment 1                                                                   More data 1
How many opted out of questions about origin 1                                                      Numbers of people interviewed 1

Too formal 1                                                                                                                       Ways to improve Reflective Process 1



Reactions to the Sensing Interview Townhalls

● Initial Reactions 

• Voice represented 
• Not alone in experience 
• Surprise 
• Thought things were different 

on “the inside” 
• A lot to take in 
• Felt important to be here 
• Appreciative  
• Courageous

● What didn’t you hear?

• Numbers/percentages 
• Trends (gender, tenure, P/T) 
• Answers to the content: 

• Professional development 
• Where can staff go to get 

information about the 

questions that came up 
• Recommendations 
• Perspective of The outside

● Excited for/Want to See

• Having the conversation 
• Leadership’s role 
• Projects/Prototypes 
• What comes next? 



Overall the Sensing Interview process… 



What else should the Core Team know about your 
experience with the Sensing Interview process? 
16 responses

Non-Core Team Staff (10)
Positive 7 Negative 8

Conversations should be 
ongoing 2

Town Hall format was a challenge 
1

Positive Experience 2 One-way conversation 1

Great presentation of the 
findings 1

Not effective at relationship-
building 1

Conversations were rich 1 Unclear of the purpose 1

Core Team has been engaging 1 Not a safe space 1

Interviewer selection not fair and 
transparent 1

Data analysis not fair and 
transparent 1
Interview never scheduled 1

                                        
Mixed 1

Core Team Staff (6)

Positive 6 Negative 3

Positive experience 2 PT Staff not on Outlook 
distribution lists 1

Core Team very intentional 
about communications and 
process 1

Non-Core staff need to be 
engaged not just informed 1

Looking forward to change 1 Data analysis not transparent 1

Continue to analyze data 1

Good tool 1

                             
Mixed 1



What are your thoughts/feelings about this initiative's 
ability to enable change within WI? 
35 responses

Non-Core Team Staff 
(24)Positive 7 (29%) Negative 3 (13%)

Mixed 8 (33%) Neutral 6 (25%)

Core Team Staff (11)
Positive 4 (36%) Negative 1 (9%)

Mixed 5 (46%) Neutral 1 (9%)

“I think this initiative 
can shift the culture, 
create positive work 
environment, and 
increase retention.”

“Commit to hearing 
everyone's voice on 
a ongoing basis.”

“A lot of time and energy went 
into these Sensing Interviews. 
What next steps are being 
formulated based on this 
data?”

“It is important to engage the 
workforce and provide them 
with opportunities to 
contribute to the decisions of 
the larger organization.”

“It sounds like people in the 
core group are experiencing 
change and progress, but 
people not in the core group 
are not experiencing 
anything. …That just feels 
like a continuation of the 
Workforce Institute pattern of 
favoring some over others, 
of supporting some cliques 
vs others.”

“Change cannot be something 
we just document and say we 
did - it needs to be a lived and 
observed.”

“Can we ‘lean in’,  
trust the process 
and learn and grow 
as one 
community?”



Questions for further discussion… 

• How do we make sense of the multiple realities? 
• How can non-Core Team staff participate in the change rather than 

just receive updates? 
• How do we decide what to address and where to start? 
• What are the things we can address and what are the things we 

cannot change? 
• How do we do more with the Sensing Interview data? 
• If a significant number of people do not feel the Sensing Interview 

process was fair and transparent, what steps can be taken for 
future prototypes?



Activity
Form groups of 3/4 around each question. Brainstorm one or two ideas 

we might consider acting on in the future.



Prototyping
Evaluation Support for Prototyping



Agenda
● What is prototyping, prototyping mindset, and things to consider 

● How will the evaluation/evaluation workgroup support the process?



What are Prototypes?
● Prototyping is a low-risk, low cost, learning rich approach to test promising 

solutions 

● In our case, these will be early “drafts” of what will be the final action around 
organizational/systems change 

● Often precedes “pilot testing”



Idea Rapid 
Prototype 

Field 
Prototype 

Pilot Decision

Stages in Experimentation



Reminders!
● Think of yourself as a team of social scientists/

innovators running a series of experiments 

● If you encounter uncertainties, test something 
out; the overall bias is toward action instead of 
gathering more information 

● Avoid over allegiance to one idea or one 
strategy



Overall mindset we bring to this work…
● Testing/experimentation 

● Curiosity 

● Failure as learning 

● Attention to intended AND unintended 
consequences 

● Refrain from immediate convergence on 
solutions 

● Going beyond default patterns



Foundational questions before we begin Evaluation...

● Do we actually have a prototype? 

● Type of prototype (rapid, slow, evolutionary, incremental, 
etc.) 

● What parts of prototype do we want to test?



Broad steps in Evaluation
● What are we evaluating the prototype for? What is our success 

criteria? 

● Defining evaluation questions 

● Tracking emerging outcomes/indicators of progress 

● Thinking through sources of data, timeline 

● Data collection and analysis



An important distinction

Emerging outcomes

● Evolve and change along the way 

● Provide developmental feedback 
(should we keep going or change 
direction) 

● Don’t overlook the qualitative 
pieces (e.g. changes in behavior, 
attitudes, feelings)

Success indicators

● Serve as a benchmark and allow 
focusing the prototype to achieve 
the desired outcomes 

● Inability to meet the desired 
outcomes must be reframed as 
learning (instead of failure); it is 
important to understand what 
doesn’t work in the context of ACS 
WI



Types of Evaluation Questions
● To what extent is the prototype likely to be effective in achieving what we 

want to achieve? 
● To what extent is the prototype likely to be feasible in the real world? 
● To what extent is the prototype likely to be viable in the current context? 
● To what extent is the prototype likely to be supported by key stakeholders? 
● To what extent is the prototype scalable for bigger impact? 
● What are we learning about the challenge we are trying to address? 
● What are we learning about the broader context/systems in which our 

challenge and opportunity are embedded? 
● What are we learning about our capacity to innovate? 
● How have relationships among staff changed as a result of this 

prototype(s)?



REFLECTION 

TEMPLATE



Data Sources and Methods 
● Relevant  
● Credible 
● Appropriate burden of proof 
● Timely



Implementation of evaluation design will be 
nonlinear...

● Adjustments to methods, data sources and timeline might be 
needed to better answer the questions posed 

● Newer/deeper questions will emerge needing additional data 
collection and analysis 

● The prototype itself evolves needing newer methods and data 

 DEVELOPMENTAL EVALUATION!!!



Evaluation will allow us to make a decision about 
the future of the prototype

● Discard 
● Evolve 
● Graduate to pilot 
● Scale 
● Keep testing


