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Pairs

Find	a	partner	and	each	
take	3	minutes	to	
describe	a	concrete	
project	or	initiative	in	
which	the	discussion	of	
‘hard	and	soft’	measures	
is	a	central	theme	or	

challenge.

2017-09-27 Tamarack	Institute	|	www.tamarackcommunity.ca	|	
@Tamarack_Inst	|	#CCI2016 3



Why	This	Workshop?	A	Tale	of	Two	Books



The	Key	Points

1. Social innovators and evaluators need ‘data’ for (at least) three tasks in community
change efforts: discovery, design and feedback.

2. There are two broad types of data – quantitative & qualitative – that can be employed
in all three tasks.

3. We need to integrate both types of data in our work to be effective.

4. There are (at least) three types of mixed methods we can use to integrate both types of
data.

5. Measurement is an important part – but only a part – of larger work of strategic
learning and management in community change.
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#1
Social	innovators	and	

evaluators	need	‘data’	for	
(at	least)	three	tasks	in	

community	change	efforts:	
discovery,	design	and	

feedback.	



1. What	are	the	
examples	of	‘hard’	
and	‘soft’	data	or	
measurements	in	
this	story?

2. How	was	the	
different	type	of	
data	used	(for	what	
purpose	or	
decision)?	
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Example:	Reducing	Homelessness	
for	Day	Labourers in	Surrey



Project	Comeback



Four	Ways	to	Use	Data	in	Community	Change

Design

FeedbackCommunication

Discovery
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Adaptive	Cycle



Pairs

Where	have	you	used	
‘data’	and	‘measures’	in	
your	community	change	

work?	
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#2
There	are	two	broad	types	
of	data	– quantitative	&	
qualitative	– that	can	be	
employed	in	all	four	tasks.	



Hard	&	Soft

Quantitative Qualitative
Focus Quantity,	Degrees Quality

Methods Statistics,	Randomized	Control	Trials,	
Surveys,	Polls

Interviews, Observation,	Focus	Groups

Communication Tables,	Charts, Percentages Quotes, Vignettes,	Case	Studies,	Media

Strengths Breadth,	Patterns,	Trends Depth,	Nuance,	Context

Limitations Reductionist,	Sample	Sizes, Time	&	
Expertise,	Consistency

Generalizability, Representativeness,	
Time	&	Expertise

Rigor Validity,	Reliability Trustworthy,	credibility
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Quantitative	Data:	Challenge	of	Intepretation



Pairs

Do	you	have	a	bias	
towards	on	type	of	data	
or	measurement	over	

another?		Why?
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#3
We	need	to	integrate both	
types	of	data	in	our	work	to	

be	effective



Integration

Quantitative
(positivists	or	neo-

Newtonians)

Qualitative
(naturalists	or	

adaptive	pluralists)
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Mixed
(Pragmatists)



24/7	Service	Delivery	Model:	Hard	&	Soft

Design

FeedbackCommunication

Discovery
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Ethnographic	research Stakeholder	Feedback	on	Prototypes

Internal:	Use	Cases/Journey	Map
External:	Data	Dashboard



Mixing	Hard	&	Soft	in	Communication

1. Before	Vignette

2. The	Intervention(s)

3. Before	&	After	Quantitative	Patterns

4. After	Vignette

5. SROI
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Questions	– not	measures	or	
indicators	– drive	research,	
questions	and	evaluation.	
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#4
There	are	(at	least)	three	

types	of	mixed	methods	we	
can	use	to	integrate	both	

types	of	data.	



Parallel	Combination

Heavy	Users	in	Edmonton:	ethnographic	research	plus	ETO



Edmonton	Homelessness

Heavy	Users	in	Edmonton:	ethnographic	research	plus	ETO



Sequential	Combinations



Project	Comeback



Multi-Level	Combination



Multi-Level	Combination



An	Example	of	an	Integrated	Method:	Sense-Maker
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Pairs

Have	you	used	other	here	
mixed	method	

combinations	not	
mentioned	here?
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#5
Measurement	is	an	

important	part	– but	only	a	
part – of	strategic	learning	

and	management	of	
community	change.	



GM:	Measurement	Heavy,	Learning	
Light

Toyota:	Learning	Heavy,	Measurement	
Light

A	Tale	of	Two	Automotive	Companies



Measurement	Noise	versus	Signals
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If	you	can’t	measure	it,	you’d	better	manage	it.

Wait,	that’s	not	it.	It’s	supposed	to	be:	“If	you	can’t	measure	it,	you	can’t	
manage	it.”	This	is	sheer	nonsense.	If	you	believe	it,	get	out	of	
management	before	you	do	more	harm.	Or	else	read	on.

Have	you	ever	seen	an	acceptable	measure	of	culture?	Does	that	mean	
we	can’t	manage	culture,	and	so	better	get	rid	of	it	in	our	organizations?	
Measuring	the	market	for	a	novel	product	is	notoriously	difficult.	Must	
we	get	rid	of	novel	products?

And	who	ever	came	up	with	a	reliable	measure	for	the	performance	of	
management?	(Don’t	tell	me	that	change	in	stock	price	does	that.)	
Indeed,	who	ever	even	tried	to	measure	the	performance	of	
measurement	itself,	beyond	assuming	it	is	wonderful?	So	out	the	window	
will	have	to	go	management	and	measurement	too.	We	might	as	well	all	
retire	into	our	laptops.
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Mintzberg continued	….

• Someone	I	know	once	asked	a	most	senior	British	civil	servant	why	his	department	had	to	do	so	
much	measuring.	His	reply:	“What	else	can	we	do	when	we	don’t	know	what’s	going	on?”	Did	he	
ever	try	getting	on	the	ground	to	find	out	what’s	going	on?	And	then	using	judgment	to	assess	
that?	(Remember	judgment?	It’s	still	in	the	dictionary.)

• Measuring	as	a replacement for	managing	has	done	enormous	damage—undermining	the	souls	of	
so	many	of	our	institutions	(as	discussed	in last	week’s	TWOG).	Think	of	how	much	education	has	
been	killed	by	assuming	that	we	can	measure	what	a	child	learns	in	a	classroom.	(I	defy	anyone	to	
measure	learning.	You	are	reading	this	TWOG:	please	measure	what	you	are	learning.)	Must	we	
always	deflect	teaching	from	engaging	students	to	examining	them?

• Health	care	has	likewise	suffered	from	this	cult	of	obsessive	measuring,	and	not	only	at	the	hands	
of	governments.	Insurance	companies	and	HMOs,	etc.,	as	well	as	physicians	obsessed	with	
“evidence-based	medicine”,	have	been	just	as	guilty.	And	let’s	not	stop	there.	This	“managing-it-by-
measuring-it”	has	been	destroying	companies	left	and	right. Amidst	all	the	numbers,	where	are	the	
new	products,	what’s	the	state	of	the	culture?

• Measuring	as	a complement to	managing	is	a	fine	idea:	measure	what	you	can;	take	seriously	what	
you	can’t;	and	manage	both	thoughtfully.	In	other	words: If	you	can’t	measure	it,	you’ll	have	to	
manage	it.	If	you canmeasure	it,	you’ll	especially	have	to	manage	it.	Have	we	not	had	enough	of	
leadership	by	remote	control:	sitting	in	executive	offices	and	running	the	numbers—all	
that deeming	and	downsizing?
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Strategic	Learning



Unfinished	Business

1. Determining	whether	we	contributed	to	outcomes	or	some	other	factors	
beyond	our	efforts		(aka	contribution	analysis).

2. Processes	for	pattern	recognition	(aka	finding	signals	amongst	the	noise).

3. Criteria	for	judging	the	value	of	change	(e.g.,	at	least	five).

4. Drawing	lessons	learned	(i.e.,	What	is	a	high	quality	lesson	learned).

5. Using	data	to	inform	decisions	(i.e.	most	evaluations	are	not	used).
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The	Key	Points

1. Social innovators and evaluators need ‘data’ for (at least) three tasks in community
change efforts: discovery, design and feedback.

2. There are two broad types of data – quantitative & qualitative – that can be employed
in all three tasks.

3. We need to integrate both types of data in our work to be effective.

4. There are (at least) three types of mixed methods we can use to integrate both types of
data.

5. Measurement is an important part – but only a part – of larger work of strategic
learning and management in community change.
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Want	More?
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Pairs

What	is	your	biggest	take	
away	from	this	session?

What	is	your	biggest	
question?
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