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Organisational Evaluation: A Complementarist Approach

This thesis is about a complementarist approach to organisational evaluation. It is
argued that, as each of the popular models in organisational evaluation theory have
different strengths and weaknesses, they all have some validity and, taken together,

represent a complementary set.

The thesis will be divided into three parts. In the first part, the principles underlying the
dominant models in organisational theory will be discussed and the implications for
evaluation practice drawn out. Following this, as a test of the hypothesis that a form of
evaluafion may be derived from any grounded model of the organisation,

suggestions for a form of evaluation from a cuftural perspective will be made.

The second part will be dedicated to testing the practical feasibility of different
models of evaluation. Discussion will be made of the project between the National
Association of Councils for Voluntary Service and the Department of Management

Systems and Sciences, University of Hull (funded by the Leverhulme Trust).

The final part, having established the theoretical and practical validity of several
models of organisational evaluation, will address the implications of a
complementarist approach. Given that complementarism is based upon the
existence of multiple methods, there is the danger that it may be interpreted as an
‘anything goes' approach. In order that this be avoided, a model of good practice
and an appropriate meta-methodology for evaluation will be suggested. Finally, the
limitations and achievements of the project and the thesis will be reflected upon, and

areas of future work proposed.
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PREFACE

This thesis is about evaluation. Evaluation theory has commonly been accused of
being fragmented and non-cumulative (see for example: Goodman and Pennings,
1977: Cameron and Whetten, 1983; and Katz and Kahn, 1978). In the absence of clear
theoretical directives, evaluation practice is also likely to be pragmatic in nature. It is
not surprising to find practitioners employing any model of evaluation which seems to
work, without any theoretical grounding to the choice of methodology or any

investigation into what worked where and why.

It was this confused situation which provided the impetus for the setting-up of a
national project to provide Councils for Voluntary Service (CVS) with models of
evaluation which, as well as being appropriate to the particular needs of CVS, would
have a sound theoretical grounding. The project was a joint initiative between the
National Association of Councils for Voluntary Service (NACVS) and the Department
of Management Systems and Sciences, University of Hull. Funding from the
Leverhulme Trust enabled the employment of a full-time researcher for the duration

of the two-year project.

The overall plan of the action research project was that there should be a period of
theoretical learning followed by a period of learning from practice and, finaily, a

period of reflection in which both theory and practice were united.

Part | of this thesis is dedicated to the initial period of learning. The first stage of the
project, which took place whilst an Advisory Group of CVS and NACVS
representatives was being established to guide the development of the project,
involved a review of the literature on evaluation and effectiveness. In the first chapter,
a few selected examples will be given of the plethora of comments on the nature of
effectiveness evident within the literature on evaluation. A review will then be

undertaken of five taxonomies which aim to structure effectiveness theory. Following

Xiil



this, the taxonomies will be evaluated on the basis of the strategy which they
inherently promote for the development of effectiveness theory. It will be argued
that, due 1o the status of effectiveness as a construct, the only legitimate strategy is a
complementarist one, hence several different definitions of effectiveness will be put
forth in this thesis; it may be said that a very broad definition is promoted by this thesis.
On the basis of this argument, an attempt will be made in the second and subseguent

chapters to construct an enriched complementarist approach to evaluation.

The complementarist approach advanced in this thesis is based, in part, on the
discovery, made when undertaking the literature review, that very few thecrists
address the subject of evaluation in general - most focus upon the evaluation of a
specific type of entity, such as program evaluation, educational evaluation,
information systems evaluation, etc. Consequently, evaluation theory cannot be
said to be an independent homogenous body of knowledge; each strand of
evaluation theory has developed out of a parent discipline which determines the
focus of attention. Thus, it is argued that organisational evaluation theory has
changed in response to organisation theory, educational evaluation theory has
changed in response to education theory and so on. Because not all disciplines
could be reviewed, the literature review undertaken for the NACVS project was
limited in focus to that concerned with organisational evaluation. In any case, it might
be argued that this is the most ‘fundamental' literature since most other literatures are
in some way related to it. This review revealed three dominant models of evaluation,
each of which seemed to be intrinsically linked to a mode of thinking about the nature
of the organisation. This argument is supported by the comments of Goodman and

Pennings (1977):

"There is no agreement on a definition for organizational
effectiveness; the number of definitions varies with the number of
authors who have been preoccupied with the concept...Underlying

these differences in conceptualization are different views of the

Xiv



nature of organizations, which implicitly or explicitly determine the

conceptual definition of effectiveness.” (pp. 2-3).

Consequently, it will be argued that the development of each form of evaluation has
been driven by some underlying organisational model and the assumptions one
makes about the nature of organisations determines the most appropriate basis for
their evaluation. This statement implies that all evaluation methods can be
categorised according to the organisational model upon which they are based. This
hypothesis, which arose as a result of the early reading of the literature, enabled the
ordering of the mass of evaluation literature reviewed in later stages of the process.
Having surfaced and defined the hypothesis which structured the literature search,
the content of that search will be the subject of the second chapter of this thesis. The
principles underlying the dominant three models (machine, organic and politicai-
systems) will be recounted, the prescriptions for management practice derived, and

the implications for evaluation practice drawn out.

The argument that each model of the organisation implies a form of evaluation will
then be taken up. Whilst, historically, organisation theory has been dominated by
three organisational models, Morgan (1986) has shown that there are many systems
metaphors which offer equal insight into the operations of the organisation. The
cultural/autopoietic model of the organisation will be offered as a relatively new and
alternative way of looking at the organisation and examination of the criteria for

evaluation implied by this model of the organisation will be made.

Having established the theoretical validity of the four models of evaluation in the
second chapter, their practical credibility will then be brought into question. The
second part of the thesis, Chapters 3 through to 7, wil be dedicated to an
investigation of the four models of organisational evaluation, discussed in Chapter 2,
as they were developed and tested in the national project. As has been said, since

each mode of evaluation is based on a root metaphor, metaphor being taken not to
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represent the truth of what the organisation is really like but merely a way of viewing
the organisation, then each form of evaluation can be regarded as having some
legitimacy. This legitimacy. though, may be hampered in practice by the evaluation
methodologies being at different stages of development. Hence, the evaluation
methodologies need to be brought to an equal footing as regards practical
development before they can be compared. In Chapter 3, an account of the sefting-
up of the NACVS Evaluation Project, which aimed to bring several models of
evaluation to a stage of development where they could be implemented by CVS,
will be given. The nature and structure of CVS and NACVS and the terms of reference
of the project will be discussed, since the former very much influenced the latter. As
has been said, whilst the literature review was being undertaken, an Advisory Group
was being established. By focusing on the role of the Advisory Group in directing the
project, this chapter will serve to give an overview of the project as a whole, before

we proceed to look at the individual pilot projects.

Chapters 4-7 each address a different model of evaluation. To enable comparison

between the models, each chapter will address a common set of issues:

a. What are the theoretical grounds for this form of evaluation?
b. What methods would best redlise in practice this approach to evaluation?
C. What are the implications, advantage and disadvantages, of an evaluation

conducted from this perspective?

Account will also be given of each of the methodologies being applied in at least
one pilot project. Whilst the names of the CVS have been changed, each account
has been verified as being an accurate portrayal of the project by the CVS involved.
Indeed, the case-studies were taken, to a large extent, from the reports given by the
CVS themselves at a gathering of representatives of all of the pilot projects. Finally,
the advantages and disadvantages of undertaking each of the forms of evaluation
will be discussed and a theoretical critique conducted. Evidence from the pilot

projects will be introduced in an assessment of the critique. Hence, in summary, this
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thesis is based on hypothesis testing (that models of evaluation can be categorised
according to the organisational model upon which they are based, that each of the
models of evaluation has some legitimacy, and so on) and action research (each of
the methodologies was tested out in at least one pilot project according to its own

intrinsic logic).

The third and final part will be dedicated to looking at the implications of a
complementarist approach to evaluation theory and practice. A complementarist
approach necessitates that aftention be paid to both those issues common to all
forms of evaluation and to those issues which are bound up with the intemal logic of
each of the models of evaluation. The first chapter in Part Il will address the related
issues of structure and validity. Hence, Chapter 8 will be concerned with the
prescription of a general model of an evaluation system and the definition of criteria
of validity appropriate to both the different stages of the evaluation process and the

different evaluation methodologies.

The issue of validity also provides the basis for Chapter 9 which will be devoted 1o
addressing the complementarist dilemma: given the existence of several, valid
methodologies how does one decide which to employ in a given context? Based on
experience of the selection techniques tested in the NACVS project, review of the
meta-methodology known as Total Systems Intervention (Flood and Jackson, 1991a)
will be undertaken, and its utility for making explicit the assumptions inherent in the
different evaluation methodologies and for enabling choice beftween the

methodologies assessed.

Following the analysis of problem contexts undertaken in the previous chapter,
consideration will be given in Chapter 10 to the role of the evaluator and coercive
contexts. Typically neglected, these contexts will be given special attention in this
thesis. It will be argued that, as yet, evaluation methodologies appropriate for use in

coercive contexts do not exist and the use of conventional evaluation techniques is
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critically inadequate and unethical. However, following a review of the principles of
Critical Systems Heuristics (Uirich, 1989), a problem solving methodology which Flood
and Jackson suggest is appropriate for use in such contexts, a form of evaluation for
use in coercive contexts will be suggested. Furthermore, a summary review will be
given of what evaluation might be like from the Marxist and post-modern

perspectives.

In the final chapter, Chapter 11, a critical review of the project and this thesis will be
undertaken. Limitations of the study will be made explicit, discussion made of what

the study achieved and, bringing the two together, areas of future work proposed.

Table 1. The Structure of the Argument

PART |
Establishing the theoretical
grounds of the argument

PART Il

Setting-up the pilot project
scheme and developing
evaluation methodologies

PART |lI

Considering the implications
of complementarism for the
development of evaluation
theory and practice

xviii

CHAPTER 1
Literature review

CHAPTER 2

Deriving models of
evaluation from
organisational models

CHAPTER 3

Designing a project to
test the feasibility in
practice of the argument

CHAPTER 4 - 7
Developing and testing
the methodologies

CHAPTER 8
Structure of evaluation
systems and validity issues

CHAPTER @

Guidelines for the
selection of an evaluation
methodology

CHAPTER 10

Role of the evaluator
and the issue of
coercive contexts

CHAPTER 11

Reflections on limitations,
achievements and
future work



In summary, there are three parts to this thesis. Part | comprises of Chapters 1and 2
and serves to establish the theoretical basis of the argument. Part Il serves as an
account of the development of the methodologies and their putting to practical use
in the NACVS project. Hence, Part Il comprises of Chapters 3 to 7. The third part
addresses the implications of a complementarist approach to evaluation theory and

practice and is made up of Chapters 8to 11.

This Introduction has set out the basis of the argument and, following from this, the

main themes of the thesis. The overall structure of the argument and the thesis is

outlined in Table 1.
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THEORETICAL FOUNDATIONS



CHAPTER 1

EFFECTIVENESS: A MULTITUDE OF APPROACHES

1.1 Introduction

The search for an adequate definition of effectiveness has occupied the thoughts of
many respected academics. In the absence of concrete results, however, the
search has been held to be somewhat akin to ‘the search for the Holy Grail' (Mohr,
1982, p. 179). In the following section a representative sample of the plethora of
comments which have been offered up as casting light on the issue of effectiveness
are arranged in chronological order. After this, discussion will be made of whether or
not effectiveness is a concept or a consiruct and appraisal of each approach
conducted. Based on the notion that effectiveness is a construct, several
taxonomies of effectiveness will be considered. Next, a discussion of development
strategies will be conducted. Given that the status of effectiveness as a construct
was earlier established, it will be argued that the only legitimate strategy for the
development of effectiveness theory is the complementarist one, and the

taxonomies of effectiveness will be duly assessed on that basis.

12 Definitions Of and Comments On Effectiveness

Q. Thompson and McEwen (1958)
"'n the analysis of complex organizations the definition of
organizational goats is commonly utilized as a standard for appraising

organizational performance." (p. 23).

b. Etzioni (1960)
v the central question in the study of effectiveness is..."Under the

given conditions, how close does the organizational allocation of



resources approach an optimum distribution?" *Optimum?® is the key
word: what counts is @ balanced distribution of resources among the
various organizational needs, not maximal satisfaction of any one

activity, even of goal activities." (p. 262).

Friedlander and Pickle (1967)

"Parallel to the need to understand the total organization system as
interdependent with its environment is the establishment of criteria of
organizational effectiveness that reflect these interdependencies."

(Pp. 291-292).

Seashore and Yuchtman (1967)
"We define the effectiveness of an organization as its ability to exploit
its environments in the acquisition of scarce and valued resources to

sustain its functioning." (p. 393).

Price (1968) (following Etzioni)
"Effectiveness..may be defined as the degree of goal-

achievement." (pp. 2-3).

Georgopoulos and Tannenbaum (1969)

"We define organizational effectiveness as the extent to which an
organization as a social system, given certain resources and means,
fulfills its objectives without incapacitating its means and resources

and without placing undue strain upon its members." (p. 82).

Argyris (1973)
"Organizations are designed to tap the energy and commitment of
individuals who are to perform roles, produce work, and achieve

goats of the organization." (p. 1566).



Mohr (1973)

"A good conceptualization is needed, first of all, as a criterion against
which organizational effectiveness and efficiency may be evaluated.
Second, the organizational goal is important as a dependent
variable. We are interested in whether organizations have goals or
not, under what conditions they have goals, and under what
conditions some kinds of organizational goals are more probable or
more salient than others. In addition, the goal concept could be useful
for classifying organizations into categories demanding different

explanatory models of behavior." (p. 470).

Steers (1975)

“In essence, the suggestions made here rest on the argument that a
clear understanding of an organization's functional and
environmental unigueness is a prerequisite to assessing its
effectiveness. Thus, it would appear that aftempts to measure
effectiveness should be made with reference to the operative goails

that an organization is pursuing..." (p. 555).

Pennings (1976)
"Participative, decentralized, and autonomous organizations are

more effective." (p. 688).

Campbell (1977)

"The overall specification of organizational effectiveness, then, is the
degree to which the task objectives judged to be "ends" should be
accomplished, given the prevailing conditions in which the

organization must work." (p. 49).



Cummings (1977)

" ..an effective organization is one in which the greatest percentage
of participants perceive themselves as free to use the organization
and its subsystems as instruments for their own ends. It is also argued
that the greater the degree of perceived organizational
instrumentality by each participant, the more effective the

organization." (p. 60).

Pennings and Goodman (1977)
"Organizations are effective if relevant constraints can be satisfied
and if organizational results approximate or exceed a set of referents

for muttiple goals." (p. 160).

Ptefter (1977)

"...the study of effectiveness involves an examination of. (1) the
process by which various groups and interests both within and outside
of the organization develop and articulate preferences; (2) the
process by which the organization comes to perceive the various
demands confronting it; and (3) the process by which actions and
decisions are finally taken in this envircnment of frequently conflicting

interests and demands." (p. 144).

Weick (1977)
"...the effective organization is (1) garrulous, (2) ciumsy., (3)
superstitious, (4) hypocritical, (6) monsirous, (6) octopoid, (7)

wandering, and (8) grouchy." (pp. 193-194).

Katz and Kahn (1978)

Effectiveness is "...the maximization of return to the organization by all

means." (p. 255).



Meyer and Associates (1978)

*...the organizational effects and effectiveness that really operate in
social life to regulate organizational survival are matters of political
agreement and social definition negotiated between organizations

and their environments." (p. 365).

Pteffer and Salancik (1978)

"...the effectiveness of an organization is a sociopolitical question."

®. 1.

Angle and Perry (1981)

“...it had been anticipated that several measures of organizational
effectiveness would be sensitive to differences in the levels of
commitment of the members of the organizations studied. Thus, it was
hypothesized that organizations whose members were strongly
committed would have both high participation and high production.
Such organizations were therefore expected to show relatively low
levels of absenteeism, tardiness, and voluntary turnover, and high
levels of operating efficiency. In addition, in keeping with the view that
committed employees will engage in spontaneous, innovative
behaviors on behalf of the organization, it was anticipated that, within
limits, organizational commitment among the members would
facilitate the ability of an organization to adapt to contingencies.” (pp.

2-3).

Deal and Kennedy (1982)
"Every business - in fact every organization has a culture...Whether
weak or strong, culture has a powerful influence throughout an

organization; it affects practically everything - from who gets



promoted and what decisions are made, to how employees dress
and what sports they play. Because of this impact, we think that culfure

also has a major effect on the success of the business.” (p. 4).

Zammuto (1982)
"...effectiveness stems from the ability of an organization to satisfy

changing preferences of its constituencies over time." (p. 82).

Kanter (1983)

“The degree to which the opportunity to use power effectively is
granted fo or withheld from individuals is one operative difference
between those companies which stagnate and those which

innovate." (p. 18).

Quinn and Cameron (1983)
"...major criteria of effectiveness change in predictable ways os

organizations develop through their life cycles." (p. 33).

Schneider (1983)

"...based on the assumption that because people's behavior
determines organizational behavior, the important questions of
interest in studying organizational effectiveness have to do with
understanding the cycles of goal definition -> organizational design ->
attraction -> selection -> attrition -> comprehension -> goal definition
that characterize a particular organization. It can be predicted that
the clearer an organization is about the importance of monitoring
organizational imperatives and setting in motion processes for
appropriate goal definition and coping with change, the more viable

the organization will be." (p. 36).



y. Weick and Daft (1983)
" eoffectiveness is a function of the interpretation of cues about the
environment. Organizational effectiveness is similar to interpretation
accuracy. Other bases for assessing effectiveness, such as internal
efficiency or resource acquisition, assume organizational dimensions

at lower systems levels." (p. 82).

z. Hall (1991)
" .a contradiction model of effectiveness will consider organizations
to be more or less effective in regard to the variety of goals which they
pursue, the variety of resources which they attempt to acquire, the
variety of constituents inside and outside of the organization, and the
variety of time frames by which effectiveness is judged. The idea of
variety in goals, resources, and so on is key here, since it suggests that
an organization can be effective in some aspects of its operations

and less so on others." (p. 247).

1.3 Effectiveness: Concept or Construct?

It can be seen from the foregoing that there is great variety in interpretation of what
effectiveness is and implies. It may be argued that this variety is due {o effectiveness
being a construct rather than a concept with an absolute definition of meaning.
Cameron and Whetton (1983) advanced this argument when claiming that 'the

construct space of effectiveness is unknown".

“Organizational effectiveness is a construct. Constructs are
abstractions that exist in the heads of people, but they have no
objective redlity...One difference between constructs and concepts

is that concepts can be defined and exactly specified by observing



objective events. Constructs cannot be so specified. Their

boundaries are not precisely drawn..." (p. 7).

Campbell (1977) also recognised this state of affairs in stating that ‘The meaning of
organizational effectiveness is not a fruth that is buried somewhere waiting fo be

discovered if only our concepts and data collection methods were good enough.”

®. 19).

Given the apparently indefinable status of effectiveness, some theorists have called
for the abandonment of the term altogether (Hannan and Freeman, 1977), whilst
others, according to Cameron and Whetton, have proposed that ‘a moratorium on
organisational effectiveness studies should be held'. Cameron and Whetton argue,
though, that neither abandonment nor a moratorium is likely or even desirable. For

they claim:

'Theoretically, the construct of organizational effectiveness lies at the
very center of all organizational models. That is, all conceptualizations
of the nature of organizations have embedded in them notions of the
nature of effective organizations, and the differences that exist
between effective and ineffective organizations....Empirically, the
construct of organizational effectiveness is not likely to go away
because it is the ultimate dependent variable in organizational
research. Evidence for effectiveness is required in most investigations
of organizational phenomena....Practically, organizational
effectiveness is not likely to go away because individuals are
continually faced with the need to make judgements about the

effectiveness of organizations..." (pp. 1-2).

Given that the search for a single definition of effectiveness will, due to the very nature

of the term, be fruitless and given that the issue of organisational effectiveness is



unlikely to go away, where do we go from here? In this thesis it will be argued that
variety in the definition of effectiveness and the field of evaluation can be a strength
not a weakness. A clear conception of organisational effectiveness is unnecessary
and undesirable since ambiguity serves to expand understanding (Morgan, 1980;
Weick, 1977). Thus, the search for an absolute statement of the meaning of
effectiveness should indeed be abandoned and, instead, efforts should be
concentrated upon the critical appraisal of current and emerging definitions of
effectiveness. It should be accepted that all definitions of effectiveness, and
consequently all models of evaluation, are partial: all have strengths and
weaknesses and thus, given a similar level of theoretical development, should be
considered equal. Given the equal footing of different models of evaluation, the fask
is to fit them fo their most appropriate contexts for use, based upon their unique
strengths and weaknesses. For this reason it is worth considering existing taxonomies
of effectiveness. Several taxonomies have been developed which, by their explicit
statement of the assumptions upon which the different definitions of effectiveness

are based, might facilitate the task in hand.

14 Classifications of Effectiveness Theories

Numerous attempts have been made at developing an adequate faxonomy of
effectiveness theories. According to Cameron and Whetton, “The ratfionale for those
attempts is that a fundamental element in the development of any scientific body of
knowledge is the availability of a widely accepted and usable classification

scheme..." (p. 6). In this section we shall consider five such taxonomies.

141 Weick and Daft (1983)

Weick and Daft base their work on the premise that “...organizations themselves are
vast, complex, fragmented, elusive, and multidimensional. Investigators must make

assumptions about organizations and adopt a limited perspective, however faulty 1o
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understand them." (p. 72). In accordance with this notion of ‘variety engineering’,
Weick and Daft organise models of effectiveness along Boulding's (1956) scale of
system complexity (Table 2.). Thus, at the heart of any theory of organisational
effectiveness is a model of what the organisation is like and these models differ in

complexity.

Weick and Daft opine that effectiveness theories range from, at the simplest level,
those which concentrate on such matters as the administrative ratio, based on the
model of the organisation as a framework, 1o, at the highest level of sophistication,
those theories which seek to assess organisational self-awareness, based on the
model of the organisation as a symbol processing system. According to Weick and
Daft this arrangement "...suggests that the diversity and seeming confusion in the
effectiveness literature are not pathological. The diversity simply represents different
perspectives on organizations, and these perspectives can be ordered on the basis

of assumptions underlying the organizational models." (p. 73).

Whilst Weick and Daft state that ‘organisations exhibit characteristics that typify all
seven system levels', they quote Pondy and Mitroff (1978) as having claimed that
most organisational research has made low-level system assumptions.
Consequently, Weick and Daft see their conceptualisation of effectiveness in terms
of level six systems, that is differentiated or interpretation systems, as a 'necessary

addition' to the plethora of effectiveness theories that already exist.

Whilst upon initial reading Weick and Daft appear to limit the relevance of their
conceptualisation of an interpretive systems approach to effectiveness to
" ..systems that are differentiated into highly specialized information receptors that
interact with the environment.” (p. 74), they go on to argue that "Interpretation is
required in human organizations." (p. 74). Consequently, it may be concluded that

Weick and Daft view their model to be relevant to all organizations and pieferable,
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given that it is based on assumptions of a higher level of system complexity, to other

methods of evaluation.

Table 2. Effectiveness Models and Criterion Measures

MODEL

1. Framework

2. Clockwork

3. Control system

4, Open system

5. Growth system

6. Differentiated
system

7. Symbol
processing
system

EFFECTIVENESS ISSUES

Arrangement of elements,
resource deployment

Stability, movement
toward equilibrium

Reaction to controller,
feedback loops,
organization as "tool"

Acquire and transform
resources, survival,
seek goals

Growth and adaptation,
interplay among
subunits

Specialised information
reception, nervous
system, choice
processes, multiple
and ambiguous goals

High-order human
characteristics:
self-awareness,
symbolism, meaning

MEASUREMENT

Administrative
ratio, direct- indirect
labor

Retention,
absenteeism,
accidents,
stability, turnover

Satisfaction,
motivation,
productivity,
efficiency,
compliance,
reward structure

Resource acquisition,
survival, profit,
goal achievement

Growth, innovation,
adaptability,
integration

Interpretation of
environment,
decision processes,
information
management, goai
consensus

Organizational
self-awareness,
language processes,
affective
dimensions, cause
maps

In an evaluation from an interpretation systems perspective, whilst the overall

criterion of effectiveness is the correspondence between interpretation and reality,

in practice this may be evaluated by reference to six criteria: detailed knowledge,

an elaborate taxonomy, causal linkages, capability of reconstructing the input,
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sensitivity to complexity, and ability 1o keep disagreements tacit. Thus, Weick and
Daft not only seek to order models of effectiveness theory, they also seek to
contribute to effectiveness theory by developing in theory and practice a model of

organisational effectiveness based on the notion of interpretation system:s.

142 Seashore (1983)

Seashore formulated a schema based upon his definition of three distinctive
theoretical approaches to effectiveness (Seashore claimed that the schema could
be expanded to accommodate other theories). The three approaches to

organisational effectiveness defined by Seashore were:

M The natural systemn model
This school views "...an organization as a natural system having its own
survival and growth requirements and its own dynamics of activity and
change." (p. 56).

2 The goal model
This approach views "...the organization as a contrived insirument for
attainment of specified short-run goals." (p. 56).

€)) The decision-process model
This approach "...treats the organization as an information-processing and
decision-making entity, with a focus on factors of organizationa!l control and

direction." (p. 56).

Having defined the three perspectives, Seashore argued that:

“There is no need to choose one among the goal, natural system,

and decision-process models, rejecting the others, for they are not

competitive as explanatory devices; instead, they are nicely
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complementary, referring to different but interdependent facets of

organizational behavior." (p. 61).

Hence, it is claimed by Seashore that what is needed is the integration of the three
models. This integration he termed triangulation. From the triangulation perspective,
the organisation must maintain a state of sufficient compatibility among the three

domains of effectiveness:.

"Systemic integrity must exist in sufficient degree of balance among
the component factors; goals must be attained to some sufficient
degree - particularly those describable as system outputs of kinds that
sustain resource input transactions; decision and control processes
must be sufficiently appropriate and workable to deal with the
problems relating to goal structures, systemic maintenance, and the
maintenance of a sufficiently efficient goal-oriented input-throughput-

output system." (p. 62).

According to Seashore, triangulation may best be achieved by multiple integrations.
The multiple integrations view states that organisational effectiveness should be
evaluated from different constituents' value perspectives since "...effectiveness is
evaluative by definition and implies that some coherent set of interests and value

preferences is brought to bear." (p. 62). Seashore defined four classes of

constituents:
1. subordinate and superordinate units in hierarchically structured organisations;
2. members who import personal values which can only be partially reflected

within the organisation;
3. interdependent outside persons or organisations;

4, general societal or public interest.
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From this perspective "Constituents, then, as actors on the scene, are the principle
“integrators.” They integrate in unique ways, according to their respective vaiue
orientations and transaction relationships to the focal organization, and within the
limits of their information and analytic resources." (p. 63). Hence, it is assumed that
constituents will fully reflect criteria from all three schools of evaluation and will
employ in practice a combination of the three different types of evaluation. In
conclusion, Seashore calls for the testing of the efficiency of the infegrated model by
holding it in comparison with the three models of which it is composed. However, this
call is tempered by Seashore's statement that the different aims of the models
makes them, to 'substantial degree'. incomparable. This incomparability surely
brings into doubt Seashore's ciaims to integration. Seashore's integrated model
shares few characteristics with the original models from which, according to the
principles of triangulation, it is composed and, consequently, he must surely admit to

proposing a new model of effectiveness.

1.43 Quinn and Rohrbaugh (1983)

Quinn and Rohrbaugh embraced the argument that effectiveness is not a concept
but a construct and undertook a study to determine which concepts are commonly
included in definitions of effectiveness and how such concepts are related. Quinn
and Rohrbaugh posed the question "How do individual theorists and researchers
actually think about the construct of effectiveness? (p. 365). From the survey, 17
effectiveness criteria were surfaced and it was concluded that "The findings suggest
that organizational researchers share an implicit theoretical framework and,
consequently, that the criteria of organizational effectiveness can be sorted

according to three axes or value dimensions." (p. 369). The three dimensions are:

- organisational focus which ranges from an internal, micro emphasis on the

well-being and development of people in the organisation to an external,
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macro emphasis on the well-being and development of the organisation
itself;

- organisational structure which ranges from an emphasis on stability to an
emphasis on flexibility;

- organisational means and ends which ranges from an emphasis on important
processes (e.g. planning and goal setting) fo an emphasis on final outcomes

(e.g. productivity).

Combination of these three dimensions makes possible the identification of four
models of organisational effectiveness. The four models being: the human relations
model which emphasises flexibility and internal issues, the open system model which
highlights flexibility and external matters, the rational goal model which emphasises
control and external matters and the internal process model which highlights control

and internal matters (see figure 1.).

HUMAN RELATIONS MODEL OPEN SYSTEMS MODEL
Flexibility
Means: Means:
Cohesion; morale Flexibility; readiness
Ends: Ends:
Human resource Growth; resource
development acquisition
Output
Internal Quality External
Means: Means:
Information mgt.; Planning; goal setting
communication
Ends: Ends:
Stability; control Productivity; efficiency
Control
INTERNAL PROCESS MODEL RATIONAL GOAL MODEL

Figure 1. Four Models of Organisational Effectiveness
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From this model it may be recognised that each model has a polar opposite and
also models have parallel, and thus complementary, models. Indeed, Quinn and
Rohrbaugh claim to formulate an oxymoron, that is "...a framework which helps us to
recognize the seeming contradictions in the effectiveness construct.” (p. 376).
However, in making these contradictions in value orientations explicit, Quinn and
Rohrbaugh acknowledge that they hit head on Bluedorn's (1980) argument that
contradictions within effectiveness render it meaningless. Quinn and Rohrbaugh
counter this argument with the claim that value judgements are inherent in any
assessment of effectiveness, hence what is important is the explicit statement of the
perspective from which one is judging effectiveness. Indeed, Quinn and Rohrbaugh
claim that their main contribution is the making explicit of the interrelationships in
terms of the three value dimensions of the four approaches. Having made explicit
the value assumptions inherent in the different approaches to organisational
effectiveness, Quinn and Rohrbaugh go on to align their model with Parson's (1959)
model of system prerequisites. They relate the goal attainment function to the
rational goal model, the adaptive function to the open system model, the pattern
maintenance and tension management function to the human relations model, and
the integrative function to the internal process model. Quinn and Rohrbaugh find this
alignment 'both striking and instructive' and, whilst open to criticism, it clearly shows

how different forms of evaluation may operate simultaneously within an organisation.

144 Keeley (1984)

In seeking to construct a conception of effectiveness which impartially reflects
participants' interests, Keeley categorises theories of effectiveness according o

two dimensions:

the variability of participant ends, ranging from probiematic to

unproblematic; and
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- the prospect of conflict among participant ends, ranging from uniform to

variable.

According to Keeley:

'These dimensions are logically independent: people could have the
same ends, but still experience conflict over the enjoyment of those
ends (e.g.. in competing for a poker pot); and people could have
different ends, yet experience no conflict in their separate attainment

(e.g.. in an ordinary exchange transaction)." (p. 13).

Keeley integrates the two dimensions to formulate a four celled grid onto which ne

plots effectiveness/justice theories (see figure 2.).

CONFUCT AMONG
PARTICIPANT ENDS
PROBLEMATIC
Paradigm Welfare-Based Resource-Based Harm-Based
Distributive Theories of Theories of Theories
Justice Justice Justice of Justice
Model
UNIFORM VARIABLE
PARTICIPANT PARTICIPANT
ENDS ENDS
Single Classical Functional Developmental
Goal Utilitarianism Theories of Theories of
Theories of Effectiveness Effectiveness
Effectiveness
CONFLICT AMONG
PARTICIPANT ENDS
UNPROBLEMATIC

Fiqure 2. Assumptions of Effectiveness/Justice Theories

The theories in the lower half of the grid treat conflict as unproblematic and, Keeley
argues, are legitimate for use in only very specific contexts such as in smatl

businesses. Theories in the upper half of the figure explicitly treat the problem of
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conflicting participant ends and, hence, have a more broad field of application than
those in the lower half. However, Keeley finds all popular theories of

effectiveness/justice wanting and goes on to state:

"The diversified nature of large-scale organizations calls for an
evaluative theory...that identifies more fundamental grounds for

agreement and accommodates a greater variety of human aims.

A harm-based theory may best fit this requirement. Such a theory
would hold that, to cooperate effectively, participants need only
have similar interests in the avoidance of certain means to whatever
ends or resources they hope to attain in organizations. In short, the

value focus shifts from primary goods to primary bads." (p. 18).

Keeley cites the words of Will (1983) as a practical example of this concept, "...you
can argue about exactly what hospitals should do, but surely they should not spread

disease." (p. 19).

Keeley laments that a form of harm-based evaluation has not yef been satisfactorily
realised, and proceeds to make some tentative suggestions about its development.
He proposes that the crux of a harm-based evaluation is the definition of harm and its
minimisation. Following Kleinig (1978), Keeley adopts a definition of harm as
".impairments of persons' basic interests..." (p. 19) and, following this, Keeley refers
to the work of Taylor (1978) for a definition of basic interests: "..first, whatever is
necessary for preserving an individual's autonomy as a chooser of his own value
system, and second, whatever is necessary for redlizing those of a person's ends
and goals that are of fundamental importance in his or her self-chosen value
system." (p. 49). Keeley goes on to give several practical examples of where @
harm-based theory of effectiveness might find practical expression in the events of

day-to-day organisational life which illustrate that “...we should look for harm." (p. 21).
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Keeley's work on harm-based theories introduces a new perspective on
effectiveness which highlights the traditional over-emphasis of organisational goods,
for "Bads are no less interesting and, given comparable effort, no less discernible."

. 2.

Keeley goes on to argue for impartiality on behalf of major organisational decision-
makers since they decide who will benefit from or suffer by an organisation's actions.
According to Keeley, a harm-based theory of effectiveness will facilitate this
impartiality since “...it is easier to specify what no one wants from organizations than

what everyone wants." (p. 23).

1.45 Guba and Lincoln (1989)

Guba and Lincoln propose that evaluation has passed through three generations:
measurement, description, and judgement. The measurement generation was
characterised by the process of measurement and analysis cf results. The
description generation involved the setting of objectives, measurement, analysis
and then description of how well or not the objectives were being met. With the
judgement generation it was the evaluator's role which was enhanced. The
evaluator assumed the role of judge and the goals being pursued were seen to be

problematic and thus a subject of debate in the evaluation process.

The authors document the three stages of the development of evaluation theory with
examples from evaluation in education. It is claimed by Guba and Lincoln that the
first, second and third generations of evaluation have their theoretical foundations in
the scientific positivist paradigm. From this point, Guba and Lincoln formulate, what
they term, fourth generation evaluation (FGE) or responsive constructivist evaluation.
FGE is responsive in that, Guba and Lincoln claim following Stake (1975), parameters
and boundaries are determined though an interactive, negotiated process involving

stakeholders. FGE is constructivist in that:



- ontologically it asserts that “...realities are social constructions of the mind,
and that there exist as many such constructions as there are individuais..." (p.
43);

- epistemologically it asserts that "...the findings of a study exist precisely
because there is an inferaction between observer and observed that literally
creates what emerges from that inquiry." (p. 44);

- methodologically it requires *...a hermeneutic/dialectic process that takes
full advantage, and account, of the observer/observed interaction to create
a constructed reality that is as informed and sophisticated as it can be made

at a particular point in time." (p. 44).

Given the move away from the scientific positivism of the first three generations of
effectiveness theory, Guba and Lincoln claim that there has been a paradigmatic
shift to what they term the constructivist paradigm as evidenced by their
conceptualisation of FGE. As regards the realisation in practice of constructivist
evaluation, Guba and Lincoln outline a 12 stage process. In summary, the major steps
in this dialectic process are the identification and involvement of stakeholders, the
surfacing of claims, concerns and issues and, finally, consensus-oriented
negoftiation. Guba and Lincolin make impressive claims for the superiority of FGE over
other forms of evaluation. They state "...the construction that we have labeled fourth
generation evaluation is more informed and sophisticated than previous

constructions have been." (p. 22).

The next section considers what is implied by each of the taxonomies discussed in

this section.
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1.5 Strateqies for the Development of Evaluation Theory

Following Jackson's (1987; 1991a) work on development strategies in management
science, theorists who have sought to develop classifications of effectiveness

theories can also be seen to implicitly adhere to one of four strategies:

the isolationist, implicitly or explicitly, promotes the separate development of
the different schools of effectiveness theory with no integration of the different
approaches;

- the imperialist adopts the view that one of the schools of thought is
fundamentailly superior 1o all others. Whilst holding one approach above all
others, the imperialist is willing to incorporate aspects of the other
approaches to add strength to his/her preferred approach;

- the pragmatist adopts the best elements of the different theoretical
approaches according to what appears to work in practice. Hence, there is
little or no theoretical grounding to this approach;

- the complementarist acknowledges the respective strengths and
weaknesses of the different approaches and seeks to ensure their

employment in the most appropriate context.

In the previous section five taxonomies of evaluation theories were discussed; each
embedded a strategy for the development of evaluation theory. Having discussed
the taxonomies and having defined the four possible development strategies, we
are now in a position to label the approaches according to the overall strategy which

they implicitly promote.

Weick and Daft's organisation of effectiveness theories in hierarchical fashion, may
be said to be an imperialist strategy. Weick and Daft express a preference for those
methodologies higher up the hierarchy since the assumptions these methodologies

make about the nature of the organisation, according to Weick and Daft, are less
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limited. Hence, whilst their contribution to effectiveness in terms of interpretation
systems may be applauded, Weick and Daft's assumption that the findings of the
models of effectiveness at the top of their hierarchy are always more pertinent is

open to question.

Seashore's position is a difficult one to categorise. The triangulation route is indeed
truly complementarist (it acknowledges that because organisations are complex
and multi-faceted, organisational evaluators have different information needs and to
meet those needs it is desirable that different forms of evaluation operate
concurrently), if a little limited in the theories which it embraces. On the other hand, it
may be argued that Seashore's multiple integrations view actually represents a
paradigm shift, from the positivism of the three modes of evaluation thought which he
seeks to integrate to a form of subjective-relativistic evaluation (referred to in this
thesis as multi-actor evaluation and termed fourth generation evaluation by Guba
and Lincoln). Thus, in proposing the subjectivist-relativistic multiple integrations form
of evaluation Seashore appears to be adopting the stance of the imperialist, even

though he fails to identify this as a separate school of thought as others have done.

Quinn and Rohrbaugh seek to promote equally the four schools of effectiveness
theory. Also, they endeavour to make explicit the inherent assumptions of the
different schools of thought on evaluation. Hence, it may be claimed that the position

of Quinn and Rohrbaugh is that of true complementarists.

Keeley openly embraces the stance of the imperialist. He states:

"Certainly, administrators ought not disregard profits, wages, services,
or other goods; but it is important to recognize these things for what
they are - outcomes that largely satisfy the preferences of some
participants. If we remain committed to maximizing such outcomes,

there may be no logical (unbiased) escape from a relativistic
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approach to evaluation, which allows us to say only whether an
organization is getting better or worse from the viewpoint of an

arbitrary constituency.” (p. 23).

Hence, whilst recognising the contribution, albeit partial. made by other approaches,

Keeley ultimately finds only a harm-based approach impartial and legitimate.

Guba and Lincoln's notion of generations in evaluation theory, clearly gives them the
position of imperialists. Their imperialist stance is reinforced by the fact that they view
fourth generation evaluation as having developed in response to the deficiencies in
all previous generations of evaluation theory. Indeed, given the pattern of
generations in evaluation theory established by Guba and Lincoln, they go on 1o
critique fourth generation evaluation, no doubt as a means of paving the way for their

next panacea and thus reinforcing their position as imperialists.

We have now considered the five evaluation taxonomies on the basis of the
development theory which they seek to, implicitly, promote. Given the construct
status of evaluation, it was earlier argued that only the stance of the complementarist
is legitimate, hence only Quinn and Rohrbaugh's approach may be regarded as
valid. However, that is not to say that the approach of Quinn and Rohrbaugh cannot
be criticised. In developing their taxonomy Quinn and Rohrbaugh merge models of
organisational analysis and evaluation: they state “...the literature on organizational
effectiveness is simply a grounded version of the literature on organizational
analysis." (p. 370). Furthermore, Quinn and Rohricaugh's failure o adequately discuss
the theories of evaluation beyond classification and labelling would seem to be a
serious omission on their part. Indeed, their superficial discussion of the different
approaches leads one to raise the question whether the forms of evaluation they
discuss do exist in practice or only in theory. Rather than addressing the practical
issues, Quinn and Rohrbaugh seek to demonstrate the point, theoretically, that all four

models of evaluation are pertinent to the organisation concurrently by relating the
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four different forms of evaluation to different organisationat functions. Whilst Quinn
and Rohrbaugh's argument, that several forms of evaluation may be pertinent to the
organisation concurrently, is compiementary to the argument being pursued in this
thesis, their relating of the different forms of evaluation to Parson's four different
organisational functions is actuaily antagonistic to the central theme of this thesis.
Quinn and Rohrbaugh's rather simple matching of method of evaluation to
organisation function risks reducing their model to a simple functionalist approach,
and fails to acknowledge the broad spectrum of issues which respecting the different
evaluation approaches and their varying paradigms allows us to consider as

pertinent to evaluation.

1.6 Conclusion

In this chapter a selection of the multiplicity of definitions of effectiveness and of the
different taxonomies of the concept have been examined. Following the argument
that the only valid approach to effectiveness is that of the complementarist, since
effectiveness can never be adequately defined due its nature as a construct, the
taxonomies were assessed on the basis of the theory which they inherently assume
as regards the development of effectiveness theory. Only the approach of Quinn
and Rohrbaugh was found to be valid due to its complementarist nature. However,
even they failed to appreciate the full utility of a complementarist approach as Quinn
and Rohrbaugh suggest that the different evaluation approaches be aligned to the
different organisational functions which, it may be claimed, is a limiting, posifivist
approach. In the next and subsequent chapters an attempt will be made at the

development of a true complementarist approach o effectiveness.



CHAPTER 2

MODELS IN EVALUATION: FOUR APPROACHES

2.1 Introduction

In this second chapter the models which might make up an enriched

complementarist approach to effectiveness and evaluation theory will be reviewed.

The first part of the Chapter will be dedicated to an examination of the three models
which have received the most attention from theorists and, thus, may be said to be
dominant in organisation and effectiveness theory (following Jackson and
Medjedoub, 1988). These models are the machine, system-resource and the multi-
actor models. The proposition that there are three dominant models may be
controversial. Cameron and Whetton (1983) suggest that there are five dominant
models (the goal model, the system resource model, the internal processes or
maintenance model, the strategic constituencies model, and the legitimacy
model). It is argued here that these five models may be reduced to three as the
intfernal process model is a special case of the system-resource model and the
legitimacy model is a corollary of the strategic constituencies model or, as it is
termed in this thesis, the multi-actor model. It is acknowledged, however, that in
certain cases the issues highlighted by the internal process model and the
legitimacy model may be dominant in, correspondingly, a system-resource and @

multi-actor evaluation.

The same format of examination will be maintained throughout; the principles
underlying each model will be established (what does it tfake the organisation to be
like in the ideal?), the prescriptions for management practice derived from the

model will be discussed (how should the organisation be operated to achieve ifs
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ideal state?) and the implications for evaluation practice drawn out (how might the

organisation in practice be compared with the ideai?).

The second part of this chapter will concentrate on advancing the argument that a
form of evaluation can be developed from any organisational model. An emerging
model of the organisation, the organisation as a culture generated by autopoietic
processes, will be examined and criteria for evaluation based on this model of the

organisation suggested.

22 Dominant Models in Organisation and Effectiveness Theory

221 Organisations as Machines

Q. The Machine Model

The machine model is the traditional model in organisation theory and, as such, it
underpins common thought about how an organisation is or should be. Organisations
that are designed to be machine-like are usually established to meet the desired
godai(s) of the owner(s) and, consequently, the organisation is seen to be a tool. From
the mechanical perspective the organisation is a closed system; the organisation is

under the control of its owners and is unaffected by its environment.

A comprehensive description of the principles underlying the machine model can
be found in the work of Thompson (1976). Following Thompson, and adopting his term
artificial system to describe the machine model, the following principles may be said

to underlie the machine based model of the organisation:

1. An artificial system is a system of rules or prescriptions; it is a normative
system;
2. The system has an owner whose tool it is. Hence:
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it is monocratic rather than pluralistic; an artificial system is unified by
virtue of the fact that the system is designed to achieve a goal (or set
of consistent goals); conflict is excluded from the analysis of the
system;

as a tool the system is concerned with implementing goals rather than
formulating them. It is concerned with administration, the recording of
goal oriented activities, rather than decision making;

control is a central concern;

the system is evaluated by reference to a criterion external to itself
(achievement of the owner's goals);

aithough there is always an economics of maintenance in connection
with a tool, survival is never the goal of the tool;

operations are guided by the need to optimise the owner's goal(s).
flexibility is needed in artificial systems but oo much would destroy the
tool;

artificial systems are activated by information and must control it in

order to maintain their identity and accomplish their purpose(s).

Having examined prescriptions for the design of the organisation according to

mechanistic principles. we shall now proceed to look at the principles of

management derived from this model which seek to ensure the continued operation

of the organisation in a mechanistic, that is a rational and routine, manner.

b.

Implications for Management Practice

According to Morgan (1980). "The metaphor of a machine underwrites the work of

the classical management theorists (Taylor, 1911; Fayol, 1949) and Weber's

specification of bureaucracy as an ideal type (Weber, 1946)." (p. 613). The work of

these theorists will be examined in this section.



Weber (1947) laid down the principles underlying what he saw to be the dominant
form of organisation in industrial society - the bureaucracy. Weber's ideal model of

bureaucracy contained the following elements:

1. Distribution of recurring organisational activities in a fixed way as official
duties;
2. Organisation of offices according to the principle of hierarchy, hence every

lower office is under the control and supervision of a higher one;
P
® ® ®

O O I

Figure 3. The Structure of the Machine Based Organisation

(The Rigid Bureaucracy, Morgan, 1989, p. 66)

3. Operations of the bureaucracy are governed by an abstract set of rules
which define the bounds of responsibility for each office. Obedience follows
from belief in the legitimacy of the impersonal order and is not owed to
individuals. Office incumbents are personally free and subject to authority
only with respect to their official obligations;

4, Impersonal order is maintained throughout the bureaucracy. Actions are
governed by rules not personal feelings;

5. Appointment of officials on the basis of technical expertise. Only the chief
occupies his/her position of authority by virtue of appropriation, election or
designation for succession;

6. Remuneration by means of fixed salaries in money. There is strict separation

of private and official income. Members of the administrative staff should be
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completely separated from the ownership of the means of production or
administration;

7. Treatment of the office as the sole, or at least primary, occupation of the
incumbent and, as such, it constitutes his/her a career with promotion

dependent on the judgement of superiors.

According to Weber, the bureaucracy is founded upon rational legal authority and is
the most efficient and effective organisational form since it has the capacity for
precision, speed, reliability and so on (in short, all the positive attributes of the well-
oiled machine). The structure of the machine based organisation, as per Weber's

principles of bureaucracy, is shown in figure 3.

Whereas Weber focused, sociologically, on the implications of bureaucracy for the
whole of society, Fayol (1949) sought to set down principles of good management
from his own experience which would facilitate the smooth running of organisations.

Fayol states fourteen principles of good management:

1. Division of work.
The division of work into distinct tasks promotes task mastery and
specialisation.

2. Authority and responsibility.
Authority is the right to give orders and the power to command obedience to
enable tasks to be undertaken. Hand in hand with authority goes the
responsibility to ensure that tasks are satisfactorily achieved.

3. Discipline.
Discipline is the obedience and outward marks of respect shown in
accordance with the standing agreements between the organisation and its
employees.

4, Unity of command.

An employee should receive orders from one superior only.

0



10.

11.

12.

Unity of direction.

Each work team should have one leader and one plan to ensure unity of
action, co-ordination of strengths and focusing of effort.

Subordination of individual interest to the general interest.

The interests of one employee or group of employees should not prevail over
the organisation as a whole.

Remuneration of personnel.

Remuneration for services rendered should be fair and afford satisfaction to
both the employee and the organisation.

Centralisation v. decentralisation.

Everything which goes to reduce the importance of the subordinate's role is
centralisation, everything which goes to increase it is decentralisation. It is the
problem of management to find the balance between centralisation and
decentralisation which gives the best overall yield.

Scalar chain.

The scalar chain is the chain of superiors which extends from the uffimate
authority to the lowest ranks. The line of authority is the route followed by all
communications which start from or go to the ultimate authority.

Order.

Material order, the efficient and well-planned handiing and use of resources,
and social order, the efficient and well-planned use of the work-force, are
necessary for the good management of the organisation.

Equity.

The need for equity should be considered in all of management's dealings
with employees in order to encourage personnel to carry out their duties with
devotion and loyalty to the organisation.

Stability of tenure of personnel.

Time is required for an employee to become accustomed to and master
new tasks and work methods. If an employee is removed from a job just as, or

even before, he/she has mastered it then the employee will not have had
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13.

14.

time to render a worthwhile service. Hence, a low rate of staff turnover should
be pursued.

Initiative.

Initiative is proposing, thinking out and implementing a plan. Initiative in
employees is to be encouraged and developed to its full capacity.

Esprit de corps.

Effort should be made to establish and further develop a sense of common

purpose in the organisation.

Like Fayol, Taylor (1947) sought to examine the implications of the bureaucratic

mode of organisation but, whilst Fayol limited his focus to management practice,

Taylor looked at the design and management of work methods in general. Taylor

defined a set of principles, known as the principles of scientific management, which

were said to ensure the achievement of any job by the most efficient and reliable

medans.

Taylor's principles of scientific management are:

Move responsibility for the organisation of work from the worker fo the
manager;

Use scientific methods (observation and measurement of routine tasks by
means of time and motion studies) to determine the best way of doing a fask;
Select the best person to perform the task designed;

Train the worker to do the task efficiently, that is according to the principles
established in 2.;

Monitor worker performance to ensure that appropriate work procedures are

followed and that appropriate results are achieved.

In the continuing discussion of the work of Weber, Fayol and Taylor, it can be seen

that, in general, theorists of the classical school of thought concentrated on the
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specification of organisational goals, the design of tight organisational structures
based on hierarchy, extreme specialisation, rules and the de-skilling of the work-
force (we say 'in general' because it should be remembered that Weber's concerns
were sociological and Fayol's work was more sophisticated than is implied here; in
this context we are concerned with how the work of Weber and Fayol was
interpreted). Basically, theorists of the classical school have sought to develop tools
and techniques for facilitating management control of the work-place. The rights and
influence of the worker were given very little or no consideration: workers were
tfreated as merely cogs in the organisational machine - replaceable and entirely
controllable. Managers' attitudes to workers were influenced by the common-sense
of the time. For example, it was the opinion of many that workers had an entirely
instrumental attitude toward their work. According to Perrow (1973), following Bendix
(1956), whilst in the 19th Century employee failure had been put down to workers being
biologically unfit, by the turn of the Century the dominant view was that employee
failure was due to them not trying. Thus, based on the assumed recalcitrant nature of

the work-force, managers were entirely justified in their instrumental approach.

Given the classical management school's attitude toward the status of the worker
and the techniques of management control espoused by this school of thought, it is
not surprising that a form of evaluation emerged which was based on the ideal of the
goal-seeking unitary, given the primacy of owners' goals, organisation. The full
implications of the principles of the classical school of thought for evaluation

practice will be examined in the next sub-section.

C. Implications for Evaluation Practice

Goal based evaluation is the traditional and dominant form of organisational
evaluation and is best reflected in comments a, €, h, and m. on the nature of
effectiveness in section 1.2. It is founded upon the machine model of the organisation

and, consequently, rests upon the belief that the organisation exists to serve some
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purpose and a belief in the rationality of management. Incorporation of these
principles results in a definition of effectiveness that relates to the rational

accomplishment of goals.

In its purest form, that most closely aligned to the machine model, a goal based
evaluation would take the stated objectives of the organisation's owners to be the
legitimate goals of the whole organisation. However, in reality such goals in complex
organisations tend to be at a high level of abstraction and gquite meaningless from an
operational, and hence an evaluative, point of view. The argument has been put
forth, therefore, that evaluations should be based upon operational goals (Perrow,
1969). In seeking to determine operational goals, one tries to identify, by analysis of
management work-plans, budgets and actual activities, what the organisation is
really seeking to accomplish regardiess of the objectives publicised in company
reports and so on. If organisations are truly goal-seeking, rational entities then such
analysis should reveal the clear operational goals of the organisation. As a result of
goal based evaluations focusing upon operational goals, rather than universal
abstract notions of purpose, a definition of effectiveness is produced by this
approach which is unique and pertinent to the individual organisation only at that

specific moment in time.

The practice of Management by Objectives (MBO), following Drury (1985), may be
seen to be an example of the use of the goal approach to evaluation. In an MBO
programme managers develop a set of individual, yet co-ordinated and
appropriate, objectives. Performance indicators are then selected and the agreed
objectives expressed in terms of such criteria. There then ensues a period of,
hopefully, goal directed activity during which data on performance is collected.
Upon elapse of a set programme period the actual state of the indicators achieved
is assessed, as per the monitoring data, and comparison made with the targets set at
the beginning of the period and thus the amount of goal accomplishment

determined. Given that managers and workers are regarded as rational, it is
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assumed that the overall task can be achieved by the implementation of a co-
ordinated set of planned and quantified objectives for a given time period. It may be
further assumed that if one sums individual achievement of objectives, an overall

indicator of organisational effectiveness is produced.

Expanding on the notion of the assessment of organisation wide effectiveness from a
goal perspective, Mohr (1973) defined two different types of organisational goal.
According to Mohr, transitive goals have a point of reference external to the system
itself and are thus concemed with the intended impact of the organisation upon its
environment (p. 476) whereas reflexive goals are internally oriented and address the
organisation's ability to evoke adequate contributions from all members of the
organisation. Following Mohr's distinction between the two types of goal, a pure goal
based evaluation, which considers only the owner's goals, can be said to deal
simply with a very limited set of transitive goails. The point of reference for the
evaluation, the owners' goals, are external to the organisation. Neglect of reflexive
goals in a goal based evaluation of the organisation can then be rationalised on the
grounds that, as has been previously discussed, workers' motivation to work is seen
as purely instrumental. Reflexive goals have found their expression in a form of
evaluation referred to in this thesis as culture based evaluation, which will be

discussed in Chapter 7.

d. Summary

In the preceding analysis it was established that a mechanistic approach implies a
way of seeing the organisation as an instrument which is used by its owner to achieve
his/her own goals. Gross (1969) epitomises this position in stating that “It is the
dominating presence of a goal which marks off an 'organization'.....from all other
kinds of systems." (p. 277). Accordingly, the organisation should be designed, as is
the way with artificial systems, according to the principles laid down for the

consfruction of a goal-achieving instrument or machine.
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The mechanistic approach has many implications for management practice. As
has been said, the main focus of management theory according to mechanistic
principles has been on the design of methods and techniques which serve to control
the work-force so that the goals of the worker are sacrificed to those of the owner and
the organisation can be said to be in a unitary state. Indeed, according to Kanter
(1983), in many of the writings of the classical management school of thought
“...individuals constituted not assets but sources of error. The ideal organization was
designed to free itself from human error or human intervention, running automatically

to turn out predictable products and predictable profits." (p. 18).

Given the above, it is not surprising to find that a form of evaluation based upon the
view of the organisation as a machine should promote a definition of effectiveness
which can be summarised as: effectiveness is the organisation’s ability fo achieve

goails.

222 Organisations as Organisms

a. The Organic Model

The organic metaphor implies a way of seeing the organisation as a living system.
Like all living systems the organisation has needs which must be satisfied if the
organisation is to survive. To a large extent the organisation depends upon its
environment for the fulfiment of those needs; the organisation is an open system
from the organic perspective, thus adaptation o environmental conditions is seen to

be a critical determinant of the organisation's viability.

A comprehensive description of an organic system can be found in the work of Katz
and Kahn (1978). They put forward ten characteristics which, they say, define all open

systems. However, these are basically organic in nature:
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The importation of energy.

All open systems import some form of energy from their external
environment. Organisations draw renewed supplies of energy from other
organisations, people, and the material environment. No social structure is
self-sufficient or self-contained.

The throughput.

Open systems transform the energy they receive as inputs. The organisation
creates a product, provides a service, and so on. All these activities entail
some reorganisation of input.

The output.

Open systems export some product into the environment. The continued
ability to produce an output depends on the receptivity of the environment.
Should the environment cease to be receptive to the organisation's output
then the output may not be absorbed.

Systems as cycles of events.

The energy exchange has a cyclic nature. The product exported into the
environment secures the system sources of energy as input and the repetition
of the cycle of activities. The commercial organisation utilises raw materials
and labour to turn out a product which is marketed and the monetary return is
used to obtain more raw materials and labour to perpetuate the cycle.
Negative entropy.

The entropic process is a universal law of nature in which all systems move
toward disorganisation or death. To survive, open systems must reverse the
entropic process. Social systems are not bound by the same physical
limitations as biological organisms and are capable of immortality.
Information input, negative feedback and the coding process.
Organisations constantly receive information. To avoid information overload
informational inputs to a system are selective. Only those inputs to which the

system is attuned are captured. This process is known as coding. The most

37



common form of data to which an organisation is attuned is negative
feedback. With negative feedback the working parts of the system send
data about the effects of their operations to a central mechanism which
corrects the organisation's overall deviation from plan.

The steady state and homeostasis.

As has been said, open systems are characterised by a continuous inflow of
energy and a continuous outflow of products. Open systems that survive
maintain a ratio of input to output such that the system is seen to maintain a
steady state.

In seeking to counteract entropy, most systems seek to acquire some margin
of safety beyond the immediate level of existence and this is reflected in the
acquisition of reserves and expansion.

Differentiation.

Open systems move in the direction of differentiation and elaboration of
function. For example, organisations move toward the multiplication and
elaboration of roles with ever greater specialisation of function.

Integration and co-ordination.

The negative effects of increasing differentiation are countered by
processes that bring the system together for unified functioning. In social
organisations these unifying processes are integration and co-ordination.
Integration is the achievement of unification through shared norms and
values. Co-ordination is the addition of devices for assuring the functional
articulation of tasks and roles.

Equifinality

Open systems are characterised by equifinality, the ability to achieve the

same final state from differing starting conditions and by a variety of means.



b. Implications for Management Practice

Much work has been done on drawing out the implications of the organic model of
the organisation for management practice. With the organic metaphor attention
shifts from engineering. that is designing and controlling, the system, as with the
machine model, to enabling the system to adapt and survive in a dynamic
environment. The main focus of the work derived from the open systems school has
been on ensuring that the form and structure of the organisation fit with the
environment and the nature of the task (Burns and Stalker, 1966; Pugh, 1973; Lawrence
and Lorsch, 1967), and on tracing the life-cycle of the organisation (Adizes, 1979;
Lippitt and Schmidt, 1967; Kimberly and Miles, 1981; Cameron and Whetton, 1981;

Quinn and Cameron, 1983).

General principles of management have been proposed by Peters and Waterman
(1982) which may be said to promote the organic principle of survival by adaptation
to the environment. Following an examination of the practices of successful US
companies, Peters and Waterman derive eight characteristics many of which seem

to rest on an organic approach to management:

1. A bias for action.

Organisations should be oriented toward getting things done. This may best
be achieved through the assignment of projects to teams of workers which
are small, ad hoc and problem-action oriented. This type of structure enables
the organisation to respond quickly to environmental change.

Additionally, the free flow of information is an essential element in promoting
organisational adaptation to its environment as it ensures that information
taken into the organisation reaches the spot where it is most needed and that
the organisation as a whole is receptive to and aware of environmentai

events.
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Close to the customer.

The organisation should be committed to the principles of service, reliability
and qudlity. These principles enhance the organisation's ability to listen to the
market and provide a product or service to a client's specifications. Listening
to one's customers is a major element in being adaptable to one's
environment.

Autonomy and entrepreneurship.

Adaptation implies constant and rapid change. Such is the nature of change
necessitated by adaptation that it cannot be accommodated by an
organisation with a centralised structure of authority as the official approval
system is oo cumbersome and slow. Hence, 1o achieve adaptation, there is
a need for decentralisation which ensures the delegation of power and
authority to authorise change to the level at which it is most needed.
Productivity through people.

It should be acknowledged that employees are people, a major asset (or
resource for the system), and as such should be trusted, respected, inspired,
and made winners. People are recognised to be an important sub-system in
the organism based organisation.

Hands-on, value-driven.

Given that the need for adaptation necessitates that the organisation be split
into project teams, the different teams should be guided and united by a
clear sense of shared values, mission and identity. This unification should be
achieved by means of inspirational leadership rather than bureaucratic
control.

Stick to the knitting.

The organisation should adhere to the principle of building on strengths and
knowledge of its own niche. An organisation which diversifies far from its core
skills may find itself denatured and/or located in an environment about which

it has little knowledge.



Simple form, lean staff.

On the grounds that some elements of the organisation are in a perpetual
state of change, some things should remain constant; a simple, stable
organisational structure that everyone understands should provide a basis
from which everyday complexities can be made sense of.

Simultaneous loose-tight properties.

The organisational need for overall control within a system which encourages

individual autonomy and entrepreneurship must be addressed.

Kanter (1983) has also put forth a theory of the principles of management which is

implicitly based upon the organic model of the organisation. The organic nature of

Kanter's theory is illustrated in her claim to "...describe how individuals can help

corporations stay ahead of a changing environment by moving their organizations

beyond what they already know, into the more uncertain realm of innovation.” (£.18).

Kanter defined five principles of management:

—

Encouragement of a culture of pride.

Highlight achievements by applying innovations from one area of the
organisation to another.

Enlarged access to power t0ols for innovative problem-solving.

Provide vehicles, for example multi-disciplinary advisory groups., for
supporting innovations.

Improvement of lateral communication.

Bring departments together to enable the cross-fertilisation of ideas and the
forging of cross-functional links.

Reduction of unnecessary layers of the organisational hierarchy.

Eliminate barriers 10 resources. Push decisional authority downwards. Provide

quick intelligence about internal and external affairs.
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5. increased and earlier information about organisational plans.
Reduce secretiveness and surprises to increase employee security. Give
people at lower levels of the organisation the opportunity fo contribute to

plans before decisions are made at the top (empower and involve).
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Fiaure 4. The Structure of the Organism Based Organisation

(The Project Organization, Morgan, 1989, p. 66)

It can be seen from the work of both Peters and Waterman, and Kanter that the
organic notion of the organisation seeking to survive in a dynamic environment has
been reflected in management theories promoting flexibility and environmental
awareness. Flexibility is seen to result from group work, simple structures, a culture
which anticipates change, etc., and environmental awareness is seen to result from
close customer relations and a free flow of information between the environment
and the organisation. The structure of the organic organisation, based on the idea of
project teams, is shown in figure 4. Much emphasis is placed on the contribution
made by staff to organisational flexibility; staff are regarded as an asset fo be
nurtured and valued rather than a liability to be controlled and limited. These inherent
values of the organic approach are very much reflected in the system-resource

form of evaluation.



C. Implications for Evaluation Practice

The system-resource form of evaluation is based on the organic model and is best
reflected in comments b, ¢, d, f, p. and w. on the nature of effectiveness in section
1.2. In summary, from the system-resource perspective, the sovereign criterion of
effectiveness is organisational survival. Given that an organisation may be said to be
efficient on the survival criterion, a secondary criterion of efficiency may be based
upon its ability fo achieve supra-system goals. The main aim of system-resource
theorists, though, has been the identification of the key functions of an organisation

which contribute to its survival.

Etzioni (1960) proposed two different conceptions of what he termed the system
model. The first model, the system survival model, adopted the optimum allocation
of organisational resources as being the sole criterion of effectiveness. The second
model proffered by Etzioni, the system effectiveness model, was based on a
definition of effectiveness as the enactment of those processes most likely to result in
the achievement of the organisation's operational goal(s). It can be said, therefore,
that whilst Etzioni's work provided the impetus for a system-resource approach to
evaluation, it contributed little to its theoretical distinction from a traditional goal

approach (Mohr, 1973).

Following Etzioni, and picking up on his notion of resource allocation as a criterion of
organisational effectiveness, Yuchtman and Seashore (1967) state that "...the
interdependence between the organization and its environment takes the form of
input-output transactions...of scarce and valued resources." (p. 897). Managing
these transactions to improve the organisation's bargaining position is the key to
survival. Thus, "...the better the bargaining position of an organization, the more
capable it is of cﬁoining its varied and often transient goals, and the more capable it
is of allowing the attainment of the personal goals of members." (p. 898). Yuchtman

and Seashore's approach embraces the dynamic nature of social relations in that it
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acknowledges that, in securing resources, the organisation must adapt and change

in line with the environment.

The approach of Yuchtman and Seashore, with its emphasis on the maximisation of
organisational ability, is somewhat different to that of fellow system-resource theorists
Katz and Kahn (1978). Katz and Kahn's definition of effectiveness as “...the
maximization of return to the organization by all means." (p. 255) fails to
accommodate any appraisal of the legitimacy of the means employed which,
Yuchtman and Seashore feel, may jeopardise the long-term survival of the
organisation. In commenting on Katz and Kahn's work, Yuchtman and Seashore

state:

"...maximization of return, even if possible, is destructive from the
viewpoint of the organization. To understand this statement it should
be remembered that the bargaining position of the organization is
equated here with the ability to exploit the organization's environment
- not with the maximum use of this ability. An organization that fully
actualizes its exploitive potential may risk its own survival, since the
exploited environment may become so depleted as to be unable to

produce further resources." (pp. 901-902).

With regard to evaluation practice, the organic approach seeks to examine the
quality of those processes which enable long-term organisational survival. Hence,
the system-resource approach does not judge the effectiveness of an organisation
directly by its achievements as with the goal approach, rather achievements and
effectiveness are seen to follow from the quality of organisational processes, such as
information processing. As we shall see in Chapter 5, several ideal-type models can
be identified (Parsons, 1960; Katz and Kahn, 1978; Beer, 1979; Checkland, 1981; Ackoff,
1983; Dyson and Foster, 1983;) from which criteria for the evaluation of an organisation

may be derived. One such model is that put forward by Mahoney and Weitzel (1969).
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Following a study of 283 organisational units, Mahoney and Weitzel identified 24
relatively independent criteria which cover not only internal relations but also external

ones. The criteria include flexibility, development, cohesion, bargaining and so on.

d. Summary

In the previous section it was argued that an organic approach implies a way of
seeing the organisation as a biological entity which is dependent upon the
environment which it inhabits for its continued survival. It is argued from the open-
systems perspective that the organisation will operate according to the same

principles which define all biological entities.

Seeing the organisation as a biological entity has certain implications for
management practice. The main concern of management theorist of this schooi
has been the organisation's reiationship with its environment. This concern is
justifiable since, according to Pfeffer and Salancik (1978), 'organizations are
inescapably bound up with the conditions of the environment and, consequently,
engage in activities which have as their logical conclusion adjustment to the

environment'.

Given the above, it is logical that a form of organisational evaluation based upon
organic principles should adopt a definition of effectiveness which can be
summarised as. effectiveness is the organisation's ability to survive and adapt in a

dynamic environment.



223 Organisations as Political-Systems

a. The Political-Systems Model

From the political-systems perspective, organisations and their environments are
viewed as arenas of conflict between individuals and groups whose activities are
oriented towards the advancement of only their own individual goals, values and
interests. Fox (1966), quoted in Morgan (1986), has drawn the distinction between the
notion of the organisation as a team striving 10 achieve a common goal and the
organisation as a coalition of groups/individuals with divergent interests. The

structure of the political-systems based organisation, following Morgan's portrayal of

the loosely-coupled network, is shown in figure 5.
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Figure 5. The Structure of the Political-Systems Based Organisation

(The Loosely-Coupled Network, Morgan, 1989, p. 66)

If one accepts the existence of sectional interests, conflict is seen to be an inevitable
and ineradicable feature of organisations. From a pluralist stance, the formal goals of

an organisation are little more than a facade under which a host of individual and
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group interests are pursued. Indeed, pluralists theorise that organisational actors
consistently engage in power-plays in order to control the situations in which they find
themselves and to advance their own objectives. Given the endemic nature of such
power-plays, the organisation is seen to be a loose-coalition of interested parties

engaging in ongoing processes of bargaining and, as a result of this process, the

adjustment of interests and objectives.

Blau's exchange theory (1964) provides a theory of social infegration, based on the
principles of pluralist theory, which focuses on the causes of divergent interests. Blau
looks at the emergent properties of human interaction and aftempts to account for
the nature and patterns which exist within society in terms of the process of
exchange. Social exchange geared to the satisfaction of different needs and
interests is seen as creating inequalities of power and as generating a host of cross-
cutting conflicts and oppositions which lie at the heart of change within society. Blau
analyses the relationships between sub-elements within society and the way in which
conflicts produce a pattern of dialectical change involving alternation between dis-

equilibrating and re-equilibrating forces.

Building on the coadlition theme, Hickson et al. (1971) formulate a strategic
contingencies theory of intra-organisational power. Hickson views organisations as
systems of interdependent sub-units which have a power distribution based on the
division of labour. Following Emerson (1962), Hickson regards power to be a property
of the social relationship not of the actor. Organisations are conceived of as
interdepartmental systems in which a major task element is coping with uncertainty.
The task is divided and allotted to the sub-systems, the division of labour creating an
interdependency among them. Hence, after Thompson (1967), Hickson et al. claim

that imbalance of the reciprocal interdependencies gives rise to power relations.

Cyert and March (1963) also adopt the pluralist view, seeing organisations as

coalitions of individuals, and state that "People (i.e.. individuals) have goadls;
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collectives of people do not..." (p. 26). Further, they argue that it is only when stated in
ambiguous and non-operational terms that goals elicit wide-spread agreement and
may be attributable to the various codlitions of individuals. Thus, organisations are
characterised by a continuous bargaining-learning process that has irregular and
inconsistent outcomes. The bargaining process, according to Cyert and March, is
the means by which interested parties' aims and objectives are expressed and
reconciled in a generally agreed statement of purpose. The goals emerging from

this conciliatory bargaining process have three characteristics:

1. they may be imperfectly rationalised and not necessarily consistent with

existing policies;

2. they are sometimes formulated not as absolute goals but as levels of
aspiration;
3. they may lack operational specification and, thus, are capable of appealing

to opposing codlitions.

The core proposition of Cyert and March's argument is that organisational policies
often reflect the incompatible goals of competing codalitions. This inconsistency is
facilitated by sequential attention to goals, hence goals constantly shift in direction to

hold the support of most of the organisation's constituencies.

Whilst conflict in organisations may be widely held to be inevitable and ineradicable,
its desirability is somewhat disputed. According to Dahrendorf (1959), Dubin (1957)
argues that conflict among groups is dysfunctional as it destroys social stability and
may be evidence of a more fundamental breakdown in social control and hence of
underlying instability in the social order. On the other hand, Coser (1956) argues that

conflict is functional as it:

1. removes dissociating elements in relationships and hence helps re-establish

unity;



2. resolves antagonisms and has a stabilising function;

3. prevents system oscillation by exerting pressure for innovation and creativity.

More succinctly Morgan (1989) stated that conflict can:

- energise;

- stimulate self-evaluation;

- promote adaptation;

- encourage innovation;

- enhance the quality of decision making;

act as a release valve and maintain the status quo.

Based on the perceived positive functions of confiict, several theorists have sought

to construct a pluralist theory of management.

b. Implications for Management Practice

In this section the implications of pluralist theory for management practice will be
discussed. The pluralist perspective recognises that as individuals have different
agenda, they are each likely to use their membership of the organisation for their own
ends. The role of management is, therefore, focused on the balancing and co-
ordinating of members' interests so that they can work together within the constraints
of the organisation's abstract and often divergent, and superficially unifying, formal

goals. According to Morgan (1986):

"The pluralist manager recognizes that conflict and power plays can
serve both positive and negative functions; hence the main concern
is to manage conflict in ways that will benefit the overall organization
or, more selfishly, in ways that will promote his or her own interests

within the organization. The pluralist manager is, after all, not politically
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neutral. He or she recognizes the politics of organization and accepts
his or her role as an organizational power broker and conflict

manager.” (p. 190).

One of the main tasks of the pluralist manager is to maintain the amount of tension
within the organisation which, whilst promoting an atmosphere of anticipation and
competition between individuals and between groups, does not result in destruction
of the whole. The pluralist manager must be able to analyse interests, understand
conflicts and explore power relations so that at all times he is able to keep one step
ahead of the state of play. By being ahead all the time, the keen manager should be
able to manipulate constituencies' actions so that a tacit state of balance is

preserved within and without the organisation.

Starbuck and Nystrom (1983) have recognised that the political-systems model has
significant implications for the exercise of control over the organisation. They state
"In order to preserve inharmonious goals, managers and analysts have to
decompose organizational control, because a unitary, integrated control system will
constantly encounter its internal inconsistencies and then try to reconcile them." (p.
142). Furthermore, Starbuck and Nystrom claim that the management of change in
the pluralist organisation should be significantly different from that of the unitary. They
claim that in the pluralist organisation change should be intfroduced incrementally, 1o
prevent the disharmonies exposed by abrupt change. This piece-meal infroduction
of change, whilst maintaining the facade of superficial unity, allows for learning.
reappraisal and "...can enable an organization to maintain a stable concept of its
destiny.” (p. 148). Similar advantages can be gleaned, according to Starbuck and

Nystrom, from policies of sub-optimisation rather than optimisation.

Morgan (1989) cites Brown (1983) as having put forth three ways to promote

constructive conflict as a management tool:



1. By changing perceptions:
- through the use of symbolism and the management of meaning;
- by redefining interests, by introducing a unifying meta-goal or by
encouraging new ways of co-operative action;
- by changing perceptions of interdependencies and relationships;
- by manipulating feelings, understandings, stereotypes and general
processes of enactment.
2. By changing behaviours:
- by modifying reward and punishment patterns;
- by training individuals on methods for dealing with and resolving
conflict, such as bargaining, negotiation and team-building skills;
- by altering interpersonal dynamics.
3. By changing structures:
by redesigning roles and interdependencies;
- by creating new contexts for conflict resolution;
- by bringing in third parties to act as arbitrators;
- by creating integrative roles and interface mechanisms;
- by establishing consultative groups and modes of participative
working to identify possible points of contention before conflicts

actuadlly arise.

Conflict is not confined to within the bounds of the organisation. The pluralist manager
must also be aware of the existence of and employ strategies 1o control inter-
organisational conflict. According to Morgan (1989), Trist (1983) has made a major
contribution in this area. Trist argues that inter-organisational conflict can be most

purposefully expressed by means of collaboration. Morgan states:

“The logic of Trist's argument is powerful yet extremely simple: The
complexity and turbulence of modern environments is in large part

the effect of individualized lines of action. Hence, if one can begin to
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reshape these patterns of behavior (a) by establishing "referent
organizations" (such as trade associations, labor-management
committees, or special purpose organizations that negotiate policies
and develop programs that can unite a wide range of different
actors,) and (b) by encouraging other kinds of interorganizational
collaborations (based on formal or informal networking, joint ventures,
strategic alliances, and so on), one can have a magjor effect on the
pattern of competition and cooperation in the environment at large."

(p. 82).

It can be seen from the foregoing that management theorists of the political-systems
school have focused, for the most part, on the accommodation of multiple
perspectives of organisational goals. Whilst it has been argued that the tension
which results from the existence of multiple perspectives can be dissipated by goals
being deconstructed structurally and temporally, the view has also been expressed
that this is not necessary since this tension is actually purposive in promoting

organisational regeneration.

Given the link that has been established between the machine and organic models
and forms of evaluation, it is not surprising to find an evaluative approach which

corresponds to the poilitical-systems school of organisational analysis.

C. Implications for Evaluation Practice

Multi-actor based evaluation is founded on the model of the organisation as a
political system and is best portrayed in comments n, Q, 1, and u. on the nature of
effectiveness in section 1.2. The multi-actor approach embodies the notion that
because everyone seeks to further his/her own interests the organisation will be
subject to many different and often conflicting goals. Hence, what is seen to be

effective action on behalf of the organisation will depend upon the values of the
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party asked. The underlying principle of multi-actor based evaluation is that the
different organisational stakeholders' conceptualisations of effectiveness must be
included in the evaluation process. An example of a model of multi-actor evaluation
is that put forward by Friedlander and Pickle (1967). Following a study of small business
firms, Friedlander and Pickle concluded that there is generally a weak correlation
between organisational stakeholders' judgements of effectiveness, hence it is
possible to satisfy stakeholders with competing objectives simultaneously. They

suggest three criteria for judging organisational effectiveness:

1. the profitability of the organisation;
2. the degree to which it satisfies its members;
3. the degree to which it is of value to the larger society (externally the

organisation is seen as dependent upon the community, government,

customers, suppliers and creditors) of which it is part.

It can be seen from the above that Friedlonder and Pickle concentrate equally on
internal and external factors of effectiveness. Furthermore, with the multi-actor
model, the traditional evaluative assumption of output maximisation is replaced by

one emphasising the organisation's ability to satisfy stakeholders.

Keeley (1978) adopted relativistic principles in his formulation of a participant
satisfaction model. Unlike Friedlander and Pickle, Keeley does not seek to identify
groups of stakeholiders but he merely asserts that anyone who can effect or is
effected by the activities of the organisation should be consulted in the

determination of a statement of organisational effectiveness.

Zammuto (1982) further developed the multi-actor theme by adopting an
evolutionary approach. According to Zammuto, effectiveness cannot be
determined at a single point in time but emerges from the organisation's ability to

satisfy inferested parties' wants over time. Indeed, Zammuto foresaw that the

3



satisfaction of interested parties was crucial to the survival of the organisation,
otherwise it would lose support and participants would create pressures for the
establishment of alternative organisations. Whilst Zammuto acknowledged the
importance of interested parties' preferences, he also realised that organisations
face real constraints with regard to their operations and in such situations the
organisation can hardly be held to be inefficient for failing to meet expectations.
Hence, Zammuto included within his formulation of the concept of the effective
organisation the ability to minimise the constraints which prevent the realisation of

stakeholders' objectives.

d. Summary

In this section it has been established that a poilitical-systems approach implies a
view of the organisation as a loose codlition of individuals and groups having
divergent and often conflicting goals. From this perspective, organisations are seen
to operate by a constant process of bargaining between groups of interested
parties, each of which is seeking to advance its own objectives by marshalling the
power at its disposal. The political-systems perspective has certain implications for
management practice. The main focus of management theory from a political-
systems perspective has been on the resolution or the expression of conflict which is
seen as inevitable given the incompatibility of interested parties' interests. It is
management's task to ensure that conflict is expressed in a positive way and, thus,

does not endanger the continued survival of the organisation as a whole.

Given the basic tenets of the political-systems school of thought, it is not surprising
that a form of evaluation from this perspective promotes a definition of effectiveness
which can be summarised as: effectiveness is the organisation’s ability to satisfy the

needs of all those parties influenced by and having an influence upon its activities.



23 New Models in Organisation and Effectiveness Theory

In the first part of this chapter it was shown that the three dominant methodologies in
organisational evaluation theory are each derived from a different model of the
organisation. Hence, to fully understand an evaluation methodology one must be
clear about the assumptions inherent in the model of the organisation upon which it is
based and the prescriptions for management practice, as the means by which the
ideal form of organisation can be realised in practice, made by that school of

thought.

Having shown that fraditionally evaluation methodologies, hybrids apart, have been
derived from specific organisational models, the argument will now be taken a step
further and it will be shown that a form of evaluation can be derived from any well
grounded model of the organisation. In support of this argument, the lafter part of this
chapter is dedicated to deriving a form of evaluation from a model of the
organisation which has not yet been subject to this form of analysis. The mode! which

has been selected to illustrate this part of the argument is the culture model.

2.3.1 Organisations as Cultures

a. The Cultural Metaphor and the Autopoietic Model

According to Morgan (1986), the culture metaphor derives from the practice of
agricultural cultivation, that is the practice of tilling and developing land. When we
talk about culture in the organisational context we are commonly referring to the
" ..system of knowledge, ideoclogy. values, laws, and day-to-day ritual (p. 112). As
smircich (1983) has it, it is important that the focus shifts from one of culture being a
variable to one of culture being what the organisation is. This line of argument may be
aligned with that put forth by Robb (1 989) who claims that cultures are autopoietically

generated and sustained. Others, for example Gomez and Probst (1989). claim that
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organisations are not truly autopoietic on the grounds that the components of the
system are not physically produced by the organisation, but are products of a
variant of autopoiesis which is known as organisational closure. To better appreciate

the alignment of the cultural and the autopoietic arguments it is necessary o address

the underlying principles of autopoiesis.

According to Maturana and Varela (1980) the defining characteristic of a living
system is the process of autopoiesis. Autopoiesis may be defined as the 'self-
production of component parts' (Maturana, 1975). Thus, whilst autopoiesis is said to
be exhibited by the system as a whole, it is realised through the properties and
interactions of the components. The self-produced nature of component parts
enables identification of the system as a whole as distinct from other systems.
Hence, the system may be said to produce its own boundaries across which it
physically takes inputs and disposes of outputs to maintain and support the

autopoietic processes.

In an overview of the theory of autopoiesis, Mingers (1989a) claims that Maturana
makes an important distinction between the use of the terms organisation and
structure. As Mingers has it, "...organization is the relations between components and
the necessary properties of the components which characterize or define the unity in
general as belonging to a particular type of class...Structure, on the other hand,
describes the actual components and actual relations of a particular real example
of any such entity..." (p. 163). By way of illustration, Mingers cites the example of the
organisation of a car as being "...the necessary relations between components such
as steering, brakes, seating, power, etc." (p. 163), whilst the structure of a car may be
"...the rusty blue Mini in my drive." (p. 163). Mingers goes on to say that “..the
structure can change or be changed without necessarily altering the organization,
for example, as the car ages, has new parts, and gets resprayed, it still maintains its

identity as a car. Some changes, however, will not be compatible with the



maintenance of the organization, e.g.. a crash which changes the car to a wreck.”

(pp. 163-164).

Mingers' emphasis of the particular usage of the terms organisation and structure is
important for an understanding of the concept of structural coupling which is key 1o
the process of autopoiesis. The autopoietic enfity fits neither into the open nor closed
system categories, rather it changes in response to environmental 'bumps’.
However, the autopoietic entity is structurally constrained to react to the environment
in a manner amenable to the maintenance of its own autopoietic state and failure to
present the environment with an acceptable state or to maintain a state which
supports the autopoietic processes results in the demise of the system. Therefore,
the autopoietic system is neither determined by its environment nor its internal
operations alone, more it is a product of the interaction of the two and, hence, it is

said that the organisation is structurally coupled to its environment.

Given the foregoing overview of organisational culture and the process of
autopoiesis it may now be appreciated how the two concepts are complementary.
For, if it is accepted that culture is something that an organisation is and that culiures
are autopoietic systems, it may be said that it is culture which distinguishes one
organisation from another and it is the norms, values, aspirations and rituals of
participants which are the ‘self-produced component parts’ of the autopoietic
system. Further, though many organisational reactions or, in the language of
management, strategies to deal with environmenta!l perturbations are possible, the
organisation's dominant norms and values, which form the structure of the

autopoietic system, define those which are regarded to be feasible.



b. implications for Management Practice

According to Mingers, Zeleny and Pierre (1975) articulate persuasive claims for

organisations being designed to be autopoietic. Mingers summarises their

arguments thus;

"...humans are autopoietic entities and, as such, autonomous and
independent. Traditional types of organizations, however, treat them
purely as components within the system, that is, they treat them as
allopoietic. Not only is this wrong in a moral sense, but it is also not
necessarily good systems design. Autopoiesis shows how systems
can function in a decentralized, nonhierarchical way purely through

the individual interactions of neighbouring components.” (p. 173).

If one accepts, as Zeleny and Pierre do, that the autopoietic organisation is a good
thing, how might management go about facilitating and nurturing the autopoietic

process?

It was argued in the above that the organisation is a cutture which is autopoieticaily
generated and sustained. Consequently, the organisation is held to be structuraily
coupled to its environment and, therefore, its survival is deemed to be dependent
upon its ability to consistently produce reactions to environmental perturbations
which are not only acceptabie to the environment but which also support the
autopoietic state. Hence it may be said that the autopoietic approach requires an
organisation to develop its variety without the loss of its integrity or descent into
chaos, and acceptance of this prerequisite bestows on management particular
responsibilities. For example, it may be argued that enhancement of an
organisation's variety depends upon the attraction of diverse but compatible groups
of individuals to and within the organisation (diverse in experience and attributes but

unified by commitment to a common set of core values). It is the role of
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management to facilitate this attraction of variety to the organisation and structure
the organisation in such a way that this diversity can be positively accommodated

without undue tension.
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A possible structure for a culture based organisation is shown in figure 6. This matrix
structure is suggested as appropriate in the case of the culture based organisation
because in such an organisation people "...have to work with two perspectives in
mind: functional and end product." (Morgan, 1989, p. 65) and this balancing act is, as

has been previously discussed, essential in the autopoietic entity.

Schneider (1983) has shown that the attraction of a diverse range of characters to an
organisation is not an easy task as, very often, similar people are attracted to one
another, especially in the organisational context. Schneider draws on Owens and
Schoenfeldt's (1979) work in stating "...people tend to cluster into types with similar
attitudes and similar behaviors..." (p. 31) and states that this homogeneity, whilst
giving the organisation a culture of strongly defined and generally agreed norms and
values, severely limits the organisation's ability to adapt to changing circumstances
and, hence, its effectiveness (if one accepts the autopoietic argument, the inhibition

of the organisations ability to adapt would not only hinder its effectiveness but also
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put in jeopardy its survival). However, management must not only seek to ensure that
the diversity attracted to the organisation is of a kind which is purposive in enabling
the organisation to cope with its environment but, aiso, management must seek to
harness that diversity. This harnessing process is more commonly referred to as
socialisation into the culture of the organisation. In the socialisation process the new
recruit is persuaded to abandon those individual goals and objectives which are not
of value to the organisation and to replace them with those that are. Hence, it is very
important that management have a clear view of what type of action is purposeful to
the organisation and what is not. The socialisation process is facilitated through the
use of incentives (indeed, the pursuance of organisational goals is reinforced in
existing members through the use of incentives). Thus, it is the task of management
to develop in members the belief that their individual goals align with those of the
organisation and that they are in fact one and the same. For example, employee
fraining can be seen to be both in the organisation's interests, in that it enhances the
organisation's variety, and in the individual's interests, in that it enhances his/her
career prospects (of course, management must seek to ensure that the training
serves to equip the individual with skills which are of either current or future use to the

organisation).

Having discussed the arguments for the development of the autopoietic
organisation and the means by which that development might take place, the
statements of theorists who have argued against the development of the
autopoietic organisafion might be infroduced. It should not be assumed that all
theorists who have argued for the existence of the autopoietic organisation are
implicitly claiming that the existence of such organisations is desirable. According to
Beer (1975), quoted by Mingers, "...any cohesive social institution is an aufopoietic
system - because it survives, because its methods of survival answer the autopoietic
criteria, and because it may well change its entire appearance and its apparent
purpose in the process." (Mingers, 1989a, p. 172). This overarching ability of

organisations fo survive despite, as Mingers puts it, "...deliberate and sustained
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attempts to destroy them..." (p. 172) surely introduces doubt about whether or not
such organisations can be 'managed' or 'directed' given that Mingers cites
Faucheux and Makridakis (1979) as arguing that they are characteristically

autonomous. Indeed, Robb (1989a) declares that:

‘To those who would see the achievement of autopoietic
organization as a desirable objective in organizing, | warn that such an
aim may result ultimately in the subordination of all human aspirations
and ambitions, values, and welfare to the service of preserving the
unity of such systems, and not to any human end. Once formed such
organizations appear to be beyond human control, indeed, to be

real-world living systems." (p. 348).

Whilst Robb's words of warning should not be ignored, for the sake of the present

argument they can be, metaphorically, put aside.

In the next section the implications of the autopoietic/cultural approach for

evaluation practice will be discussed.

C. Implications for Evaluation Practice

Currently an autopoietic approach to evaluation does not exist but, perhaps, the
grounds for such an approach are reflected in comments g, j, I, s, t, v. X, and y on the
nature of effectiveness in section 1.2. Such an approach to evaluation would serve to
support the views of theorists such as Zeleny and Pierre, as discussed above.
Despite, therefore, Robb's view that "The received wisdom (e.g. Peters and
Waterman, 1982) that we shall aiways be able to make interventions which will loosen
up organisations and induce cultural changes so as to direct the organisations

activities to serving human purposes is very much open to question." (1989b, p. 250),
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we shall here attempt to outline a form of evaluation based on the principles of

autopoiesis as it applies to the organisation as a culture.

As Mingers puts it, "...successful autopoiesis entails the continuous structural
coupling of an organism to its medium..." (p. 177). Building on Mingers' prescription for
'successful autopoiesis' it may be said that the key criterion of organisational
effectiveness from this perspective is the ability fo accommodate and further variety
within the organisation to facilitate coupling with the environment whilst maintaining a
consistent value system or culture to which all members subscribe. Hence, an
effective organisation from this perspective is one which enhances its own variety,
through the attraction of members with diverse skills and characteristics and through
the encouragement of diversity in its members by means of their further
development or training; and, additionally, ensures the maintenance of a strong
culture (the dual facets of effectiveness from this perspective critically depend on
each other since the opportunity to develop may be seen to be an incentive for
members to subscribe to the organisation's values). This view on organisational
effectiveness is supported by Schneider who states that the main criterion of
organisational effectiveness should be the "...attraction, selection, and retention of
people who continuously question, probe, sense, and otherwise concentrate on

their organisation of the future." (p. 47).

Further, according to Smircich (1983), viewing the organisation as a culture (rather
than seeing it as something that the organisation has) implies a research agenda
which focuses on "...the phenomena of organization as subjective experience..." (p.
348). Smircich takes this view following the work of Harris and Cronen (1979) who view
cultures as master contracts or self-images which serve to order and direct

members' beliefs and actions.

Thus, based on the work of Schneider, Harris and Cronen, and Smircich, a form of

evaluation from this perspective might seek to address how the twin needs of both
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the organisation and its members for development and change are aligned and
mutually facilitated, and on how the variety which this change and development

process necessarily implies is managed.

d. Summary

In the foregoing, it has been established that the cultural approach implies a view of
the organisation as an autopoietic system. From this perspective, organisations must
seek to maintain a state of structural coupling with their environments. Structural
coupling, with the added constraint that to survive the organisation must also seek to
maintain a state which supports the autopoietic processes, implies that the
organisation must seek to increase its variety. In the cultural sense, increased variety
means that management should seek to attract diversity to and within the
organisation. However, so that this diversity does not result in chaos, some form of
mechanism for attenuating variety is also needed. In Chapter 7 it will be argued that
the process of socidalisation, the nurturing and reinforcement of members
commitment to core organisational values, represents such a mechanism.
Correspondingly, the cultural perspective has certain implications for management
practice. For example, management are required to encourage diversity within the

organisation.

Hence, a form of evaluation based upon the cultural/autopoietic perspective
adopts a definition of effectiveness such as: effectiveness is the organisation's ability
to generate and perpetuate a culture which, by facilitating the development of its

members, enhances the organisation's own variety.

24 Conclusion

In this Chapter the models of evaluation which might form the basis of a

complementarist approach to evaluation were discussed. In the first part, the three
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dominant models in organisation and effectiveness theory were examined: the
underlying principles established, the prescriptions for management practice

derived and the implications for evaluation practice drawn out.

Having discussed the most popular models in organisation and effectiveness theory,
in the second part of this Chapter the argument that a form of evaluation may be
derived from any grounded model of the organisation was taken up. In support of this
argument, a relatively new model of the organisation, the model of the organisation
as a culture, was subjected to the same process of examination as the dominant
models. Consequently, a definition of effectiveness was suggested which might be
used in an evaluation of an organisation from the cultural perspective. Given that the
autopoietic model was, more or less, randomly selected, the only selection criteria
was that the model had not been previously subject to this form of analysis, it may be
concluded, in support of the argument for a complementarist approach, that

models of evaluation might be derived from other 'new' models of the organisation.

The first part of this thesis has served to establish the theoretical grounds for a
complementarist approach to organisational evaluation. The derivation of a form of
evaluation from the cultural model of the organisation was a major step in
establishing the legitimacy and feasibility of such an approach. Whilst other theorists
have conducted a similar type of analysis of the construct of effectiveness as that
which has been undertaken in this first part, most have stopped at this stage: few
theorists have taken their methodologies and tested them in practice. The second
part of this thesis will be devoted to an account of the project with NACVS which
sought to test the utility in practice of the four models of evaluation discussed in this

chapter.



PART I
PRACTICAL APPLICATIONS



CHAPTER 3

THE NACVS PROJECT

3.1 introduction

In this chapter a project will be described which sought to test the feasibility and
desirability of the implementation and practice of the four models of evaluation
discussed in the previous chapter. The project was a joint undertaking between the
Department of Management Systems and Sciences, University of Hull, and the
National Association of Councils for Voluntary Service (NACVS). Funding was

provided by the Leverhulme Trust.

32 Background to the Project

3.2.1 History

The Department of Management Systems and Sciences at the University of Hull has a
long association with voluntary organisations in Humberside. Hence, when the
Council for Voiuntary Service (CVS) for Beverley Borough was being established in
1986, the newly appointed General Secretary invited the University's involvement in a
project to design self-evaluation procedures for the CVS. Review of both the nature
of Beverley CVS and the literature on evaluation led to a form of what is known as
multi-actor evaluation being designed for use by the CVS (see Jackson and
Medjedoub, 1988). Over the years, this project has remained true to the principles of
multi-actor evaluation (see Gregory, 1989), and with the support of student projects
has been refined so that it has become well integrated into the Executive

Committee's decision making procedure and the day-to-day activities of CVS staff.



Based upon the apparent success of this local project, in 1989 the University
approached the Councils for Voluntary Service National Association (CVSNA), now
known as the National Association of Councils for Voluntary Service (NACVS), with a
proposal for a two year national evaluation project. At the time that the project was
put to CVSNA, the pressures being placed on voluntary sector organisations fo
evaluate were becoming increasingly evident (for example, see the Report of the
Nathan Committee, 1990, Effectiveness and the Voluntary Sector, NCVO). in the light
of these pressures, more and more CVS were being required by funders to have their
work and structures evaluated. In response to this frend and due to their commitment
to encourage good management practice by CVS, CVSNA agreed to the project
put to them by Hull University. Having secured CVSNA's approval of the project, the
University approached the Leverhulme Trust for funding. Fortunately, the Leverhulme
Trust accepted the project and agreed to fund the employment of a researcher for

the duration of the project.

At this initial stage, the proposed project's aim was stated to be the design of an
evaluation system suitable for all CVS, possibly a computer based system. Given the
University's success with the Beverley project it seemed reasonable to imagine that
most CVS faced the same issues and, consequently, were amenable to evaluation
by the same multi-actor based methods. Hence the original conception of the
project was that it should seek to refine and diffuse the evaluation method which had
been developed by Hull University with Beverley CVS. However, once the project had
the go-ahead, CVSNA started to become more specific about what they expected
from the project (see Appendix 1). CVSNA wanted to progress fo a situation where
CVS had available to them a spectrum of appropriate and methodologically sound
evaluation techniques. CVSNA's request for the development of multiple methods
was based on the numerous reports to them of CVS who had suffered from an
inappropriate use of evaluation; the most common culprit was seen to be the goal
based method. Due to the nature of CVS work, such techniques as the goal

approach are often inappropriate and the imposition of goal based evaluation can
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be disastrous for the CVS concerned. At that time though, external evaluators were
able to justify the imposition of goal based techniques upon CVS on the grounds that

they are the only methods of evaluation which are methodologically sound.

It was realised at this stage that the scope of the project needed to be much wider
than originally thought and that methods other than the mutti-actor would need to be
developed. Hence, it was decided that the methods of evaluation rejected as being
inappropriate for use by Beverley CVS, should be examined again in the context of
the national project. Thus, as a result of consultation with CVSNA and, resulting from
this, an enhanced appreciation of the variety of roles and functions which a CVS can
fulfil, the scope of the project was widened from its original specification. The final,
agreed statement of project aim, as per the project Terms of Reference' (see
Appendix 2), was that the project should "...help improve the effectiveness of CVS,
and thereby help improve the support given by CVS to voluntary organisations, by
developing an evaluation model, or models, applicable to CVS and to help CVS to

use them.".

We shall now proceed 1o look at the design of the national project. However before
this, in order to make sense of the actual format that the project took, a brief history
and description of NACVS, the commissioning agency, and CVS in general, the

subject of the study, will be given.

322 Onthe Nature of NACVS

The voluntary sector became an identifiable part of the modern economy at the
time of the industrial revolution. In the latter half of the 19th Century the social problems
of a shift from an agriculturally based economy to an industrial one became
increasingly evident. In response to these problems, the number of voluntary
organisations mushroomed. However, so rapid was the growth of the voluntary

sector that litfle thought was given to co-ordinating and rationalising effort beyond
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satisfying immediate and expressed needs. Given a plethora of voluntary

organisations and yet the existence of unmet need, the Standing Conference of

Councils of Social Service was formed in 1945 to oversee and co-ordinate the

voluntary sector. Progress from the Standing Conference to its form today as NACVS

was documented in the first annual report of NACVS:

1945

1974

1977

1981

1988

1990

1991

Formation of Standing Conference of Councils of Social Service.

Chair of the Standing Conference of Councils of Social Service elected
by membership for the first time.

Change of name to Councils for Voluntary Service.

Name changed to Councils for Voluntary Service National Association
(CVSNA) - new constitution adopted. Written agreement between the
National Council for Voluntary Organisations (NCVO) and CVSNA
conferring the status of an NCVO staff department on CVSNA.

CVSNA decided to become independent of NCVO.

Conference adopts Memorandum and Articles of Association for new
association, NACVS.

Independent association is incorporated and registered as a charity.

CVSNA wound down in March.

(Taken from the NACVS Annual Report, 1991, p. 21.)

The 1990 Annual General Meeting of CVS broadly outlined the form that NACVS

should take:

Name:
Location:

Staff:

Management:

National Association of Councils for Voluntary Service.

In Sheffield, at the hub of the network.

Maintenance of current staff levels with the option for existing
CVSNA staff to transfer to Sheffield from London where CVSNA
had been based.

NACVS is to be run by a committee elected by members.
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Finance: The annual running costs budget was initially set at £230,000 per
annum. Two thirds of this was to be provided by the Voluntary
Services Unit of the Home Office and the remainder was to
come from a combination of income from membership and
service fees, finance agreed by NCVO for a three year period
and an appeal to frusts and business. Targets for the appeal
programme were set at £26,000 (1991/92), £50,000 (1992/93) and
£65,000 (1993/94).

Image: To use independence as an opportunity to create a new and

distinct image for NACVS and CVS.

The appointment of the Director of NACVS in January 1991 was one of the first steps in
the creation of NACVS. Apart from tasks associated with establishing the new
organisation such as staff recruitment, two major strands of work occupied the
attention of NACVS in its first year of life: establishing office systems and aftracting

funds to complement the contribution made by government.

For the most part, the relationship between NACVS, the CVS and voluntary
organisations in general is designed according to the principle of recursion, for it is
stated by NACVS that their aim is to “...provide support to the CVS network in the
same way as the CVS provide it to their local membership." (NACVS Annual Report,

1991, p. 6). Major areas of NACVS work include the provision of:

- Information and publications.

Monthly NACVS circulation;

- General enquiry service;

- The CVS Information Services Group (a group facilitated by NACVS for the
exchange of ideas and the development of good practice amongst
those doing information work in CVS);

- Guidelines for CVS;
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- A reference manual to encourage good management practice on
behalf of CVS;

- NACVS produce and provide to CVS a comprehensive subject index of
publications.

Advice and guidance.

The support to CVS provided under this heading is more comprehensive than

that provided under the heading of information and may involve visits to CVS,

attending meetings and encouraging CVS to share support and ideas

through regional and other networks. NACVS also prides itself on its ability to

establish contacts with other organisations in the development of good

working practices.

Training and consultancy.

NACVS has limited resources to provide direct training, hence a collaborative

approach to meeting CVS training needs is adopted. NACVS plans to

establish a database of providers of training and consultancy as a means of

improving access to the skills and experience that exists within the voluntary

sector.

Membership work.

NACVS counsels individual CVS to ensure that they operate within agreed

understandings of CVS functions and in a way that is appropriate to the needs

of local groups.

Issues affecting CVS and local voluntary action.

NACVS perceives one of its roles to be the channelling of views and

information to policy makers about the effects of new initiatives and provide

to voluntary groups, through their local CVS, with information necessary for

them to take appropriate actions in the situations they find themselves in.

Working with the CVS network.

NACVS sees itself to be a medium through which initiatives developed at the

local level can be passed on to other CVS.

Working with others.
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NACVS works with many national and local organisations and networks to
ensure that the best use is made of the wealth of experience and knowledge
which is evident in the voluntary sector. Close links are maintained with the
National Council for Voluntary Organizations, the National Association of
Volunteer Bureaux and, amongst others, ACRE, the national network of Rural

Community Councils.
- Publicity and promotion.

NACVS promotes the role and function of CVS to a wide audience.

(Taken from the NACVS Annual Report, 1992.)

The audience for the work of NACVS is large. According to the NACVS Annual Report
1991, NACVS provides a national forum for its 200 plus members. Those members, it is
estimated, have over 10,000 voluntary bodies as members themselves. Hence,

NACVS has the potential to greatly influence the voluntary sector.

323 Onthe Nature of CVS

Councils for Voluntary Service (CVS) are umbrella organisations which exist to
" .improve the quality of life for disadvantaged people by developing and
supporting voluntary organizations." (Clemson and Jackson, p. 2). Registered as
charitable organisations, they are managed by an Executive Committee of elected
representatives of member voluntary organisations and various statutory agencies
having an interest in the work of the CVS. Whilst on average a CVS employs a team of
4-10 members of staff, there are anomalies such as a rural CVS being operated by a
sole employed worker or an inner city CVS which might be employing in excess of 20

members of staff.

As part of the rationalisation and co-ordination of effort, CVS tend to work to district
council boundaries and tend fo be concerned with urban areas (Rural Community

Councils deal with the specific issues and problems of non-metropolitan areas).
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Whilst recognising the tremendous variety of CVS functions, 'The most conspicuous
characteristic of CVSs is their diversity..." (Wolfenden, p. 103), in 1978 the Wolfenden

Committee defined the functions of a CVS under four headings:

Development: 'the process of reviewing existing service provision, identifying
needs and initiating action to meet them, seeing where duplication in
provision exists and trying to achieve a better match between needs and
resources'.

- Services to other organisations: 'providing access to such services as: typing
and duplicating, advice and information, help with the keeping of accounts,
running training courses and so on'.

- Liaison: ‘input into the process of information and opinion exchange between
organisations'.

- Representation: ‘articulating views, protecting interests, pressing for changes
through negotiations and publicity, on behalf of the organisations

represented by the CVS.

Whilst the provision of 'direct services to individuals' was not recognised by the
Wolfenden Committee as the function of an intermediary agency, it did

acknowledge that many intermediaries do engage in this activity.

The contents of the Wolfenden Report proved to be quite controversial. In a
circulation paper by Redbridge Voluntary Services Association (1989) the opinion
was articulated that the purpose of the Wolfenden Report was to make CVS
structurally more akin to local authorities so that working relations between the two
might be facilitated, "Wolfenden's intermediary bodies should be seen as an
attempt o give the disparate nature of the voluntary sector a corporate level, as an
aid to communication and ultimately, co-operation.” (p. 2). Whilst this facilitation of

working relationships angle to the Wolfenden Report may appear innocent enough,
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when one considers that Wolfenden's theoretical functions of a CVS are prescriptive
rather than descriptive then the picture of manipulating expressed needs to fit in with
corporate structures starts to emerge. The Redbridge circulation critically assesses
the accuracy and relevance of the Wolfenden functions in the light of practical

involvement with CVS:

- Representation/Co-ordination: Representation is a function which:

"...CVS have been uneasy with, preferring to facilitate
representation rather than being a channel for it. In practice
very few of the larger local organisations have been prepared
to allow a CVS to represent their interests. Very few of the
smaller ones have considered the issue. There are inherent
difficulties in establishing a single consistent voluntary sector

view to represent." (p. 2).

"CVS have never made explicit what is understood by co-
ordination. At best it has been a variant of pressure group
activity, bringing together a number of organisations with a
shared interest (not necessarily the whole voluntary sector's

interest) in an issue, for the purpose of collaborative action."

P. 2.

Liaison: Whilst defining liaison, stating the desirability of individuals skilled in its
conduct, and anticipating its increasing need, the Redbridge report fails to
comment on how well, if at all, CVS are engaging in licison activities.

Development: 'The development role of CVS is widely understood and much

coveted." (p. 3).
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- Services to organisations: "CVS will continue to provide a range of services in
the changed environment; what they are will be largely determined, as now,

by the small organisations with no other avenues of support.” (p. 3).

The contents of the Redbridge Circulation give an indication as to the controversy
caused by the Wolfenden Report; the definition of the four CVS functions by
Wolfenden divided the CVS community - you were either a Wolfenden
fundamentalist or you were not. However, the Wolfenden functions were included in
the Code of Practice set by CVSNA (included in Appendix 3) and, furthermore, the
newly appointed director of NACVS affirmed her commitment to the Wolfenden
functions of services and support, liaison, representation and development by
stating in her key note address to the 1991 National Conference for CVS that "These
functions, | would argue, are just as vital and relevant today as they were then and
continue to provide a meaningful way of describing the range of CVS work." (p. 3).
Thus, it appears that whilst arguments may continue to rage in the field on the
relevance and desirability of the Wolfenden functions, NACVS, as the voice of CVSin
general, will continue to promote the functions prescribed for CVS by the Wolfenden

Committee.

33 The Role of the Advisory Group and the Design of the Project

Given that to all intents and purposes CVSNA held ownership of the project, it was
decided at the very earliest stage (May 1990) that an Advisory Group should be
established by them to provide ongoing support and guidance to the project and to
help monitor and evaluate the project’s effectiveness (see Appendix 4). Given the
overseeing function of the advisory group, their function was to informally meta-
evaluate the project (a subject which will be returned to in Chapter 8). The Advisory
Group was made up of several members of the CVSNA Executive Committee and
representatives of local CVS having a particular interest in evaluation (Appendix 5).

During the life of the project, seven formal Advisory Group meetings were held and
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the group was extremely influential in determining the overall direction of the project.

Some of the main events will now be related.

An ongoing debate by members of the Executive Committee of CVSNA (as it then
was) over the composition of the Advisory Group delayed its formation and,
consequently, also put back the initial work-plan for the period August 1990 to
December 1990 (see Appendix 6). Upon formation, one of the most important
decisions made by the Group was the selection of CVS to be included in the pilot
project scheme in which the types of evaluation discussed in Chapter 2 were to be
tested. The pilot project scheme was designed to run for the duration of 1991 and

several CVS were to be involved.

In June 1990 a questionnaire was sent to all CVS in England by the project worker (see
Appendix 7). One of the purposes of the questionnaire was to enable formulation of
the national picture with regard to the extent and content of CVS involvement with
evaluation (see Appendix 8). A second purpose of the questionnaire was to invite
CVS to indicate their interest in being involved with the national project. The response
was highly encouraging; fifty-five out of the sixty-six responding CVS wanted to be

involved with the project.

Based upon the information given by the CVS in response 1o the questionnaire and a
number of significant criteria (size, location, life expectancy), the Advisory Group
suggested several CVS for inclusion in the pilot project scheme. A quotation from the
minutes of the 19th October 1990 meeting of the Advisory Group illustrates the careful

consideration which was paid to the nomination of CVS (Appendix 9):

"It was suggested that the pilot could start with a larger number of CVS,

but other suggestions were that a higher number could raise

expectations of the Project Workers and the resources available; it
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was important to ensure that CVS selected for the pilot are those most

likely to succeed".

The word ‘succeed' should be taken in context. The Advisory Group were not looking
for CVS that would produce glowing evaluation results but instead they were looking
for those CVS who would be committed to seeing the project through and taking the
findings of the evaluation, good or bad, seriously. The CVS nominated by the
Advisory Group were: Basingstoke, Cleveland, Doncaster, Hastings, Lewisham, North

Warwickshire, Northern Devon, and Sunderiand.

Following the Advisory Group's selection of CVS which it felt were suitable for inclusion
in the pilot scheme, the project worker visited each of the nominated CVS. At that
visit, the project worker discussed the criteria for establishing a CVS as a pilot and also
sought from the CVS their reason for wanting fo be involved in the evaluation project.
Finally, the options as regards the different models of evaluation on offer were
discussed and some tentative decisions were made about which types of
evaluation system might be most appropriate should the CVS be selected as a pilot
project. At this early stage of learning, discussion about the selection of an
appropriate evaluation methodology was based around the issues raised by two
very rudimentary questionnaires (see Appendix 10). Answers to the questionnaires
were linked to a classification of evaluation methodologies (see Appendix 10). In the
light of the project experience and developments in systems theory this
classification has now been abandoned and it is a different meta-theory for the
selection of evaluation methodologies which is suggested for use later in this thesis
(for further discussion of the classification used in the pilot project scheme and the

suggested meta-methodology, see Chapter 9).

After this series of visits, the project worker reported back to the Advisory Group. Out
of the eight CVS initially suggested for inclusion in the pilot scheme only one was

rejected on the grounds that it already had an effective and efficient evaluation
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system in operation and would not greatly benefit from inclusion within the project
(the CVS might benefit from the addifional resources the national project would

provide but would not provide a learning experience as such).

Having agreed which CVS should take part in the pilot scheme, the Advisory Group
turned its attention to the nature of the CVSs' commitment to the national project.
Whilst it was suggested that the CVS be asked by CVSNA to sign an agreement to
encourage commitment and ownership of the evaluations, this was never realised in
practice. In reality, commitment to the project was signalled by the acceptance of a
set of responsibilities by the pilot project's Executive Commifttee (Appendix 11).
Furthermore, it was suggested that the CVS be asked to establish a reference group
for the evaluation of representatives from the local CVS's Executive Committee,
funders, client groups and the staff team (henceforth this group will be referred 1o as
the evaluation group). Whilst the proposal that the evaluation be subject to the
scrutiny of an evaluation group was realised in almost all of the projects, very often
this was a group already involved with the CVS which acted as an audience for the
evaluation rather than a tailor-made group (this is common practice in CVS as they

tend to rely on a small group of highly involved individuals for support).

Also, at this meeting of the Advisory Group a document which set out the theoretical
grounds of the four types of evaluation was presented. Draft copies of the document
were given to all members of the Advisory Group and comments invited. In the light
of the Advisory Group's comments, the document was amended and circulated to
all CVS in Britain (see Gregory. 1991). The purpose of this document was, on the one
hand, to inform CVS in general of the basic hypotheses about evaluation which the
national project was designed to test (that there are at least four fundamental
evaluation methodologies, and which is appropriate in a particular instance
depends upon the context in which the evaluation is being conducted) and, on the
other hand, to encourage ownership of the project and of the methodologies. The

strategy of exposing the hypotheses upon which the project was based was very

/8



much a double-edged sword. Whilst this strategy meant that ownership of the
project was encouraged and that the project was informed by other parties'
experiences of evaluation, the project worker was quite often forced to publicly
confront the limitations of her knowledge. Indeed, whilst the experience of being
forced to recognise the limits of one's own thinking can be an enlightening one, it also
had to be recognised that it had the effect of exposing the project to a certain
amount of danger as the limitations exposed may be interpreted as being a lack of
knowledge on the part of the researcher rather than the limits of knowledge in
evaluation theory itself. Additionally, this consultation process may have been
misinterpreted as self-indulgence on the part of the researchers as they could have
been accused of overly seeking approval and justification of their methods and of

having an academic approach, simply using CVS as the subject of research.

Despite the negative aspects, there was a strong commitment to the continuous flow
of information throughout the project. This flow of information was not only to the CVS,
though. CVSNA had a history of networking with other organisations, hence the
Advisory Group was keen to encourage the project worker to establish links with other

evaluation projects ongoing at the time. As a result of this, links were made with:

Sara del Tuffo - Thamesdown Evaluation Trust
Libby Cooper - The Charities Evaluation Service

Vivienne Robb

Kenilworth Group/National Council for Voluntary

Organisations

These links provided a setting where the project worker could obtain advice on
problems associated with the project from fellow researchers and also played a part

in the diffusion of ideas coming out of the project.

Following discussion of the progress made with the pilot projects, a fixed agenda

item at each of the Advisory Group meetings, the March 1991 meeting of the
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Advisory Group was concerned with the problem of scheduling project work. The
involvement of seven, geographically dispersed, CVS meant that the scheduling of
the work and the number and timing of visits to the CVS by the project worker was
crucial, especially given certain resource constraints such as project worker hours,
finance, etc. In the light of these constraints and in conjunction with the individual CVS,
the project worker put together a year long schedule of the critical project tasks
which was presented to and agreed by the Advisory Group (Appendix 12). An interim

report to the Leverhulme Trust was also produced at this stage (Appendix 13).

Consequently, the Advisory Group started to plan ahead for the completion of the
project. It was decided that a meeting of the key people involved with the pilot
scheme should be held in December 1991 so that each of the pilots could report to
the others on their experience of the evaluation project. Furthermore, at this early
stage., the Advisory Group started to detail its requirements of the final report. Whilst
there had been few problems with language between the project worker and the
Advisory Group, it was believed this was because the Advisory Group had read and
digested all of the literature coming out of the project and, thus, were thoroughly
acquainted with the terminology of evaluation. It was agreed that any material
coming out of the project should be as user-friendly as possible thus it was decided
that the Advisory Group should edit the final report to ensure that it was in CVS, rather
than academic, language. It was planned that the final report be launched to CVS at
a workshop to be held in May/June 1992. Finally, concern was expressed at this
meeting that the project might be disrupted due to the changeover from CVSNA in
London to NACVS in Sheffield. As a result of these concerns, it was decided that the
Advisory Group be self-servicing in the short-term until a new contact person be

appointed from NACVS .

The usual agenda pattern of the Advisory Group (progress report, discussion,
planning for the dissemination of results) was disrupted at the July meeting of the

Advisory Group. At this meeting the new General Secretary of NACVS, Chris Carling,
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announced that the NACVS Executive Committee was very concerned about the
composition of the Advisory Group which, due to iliness of one member and the non-
attendance of another, had become dominated by CVS representatives (see
Appendix 9). Consequently, the NACVS Executive Committee appointed a new
member to the Advisory Group. Whilst the Group acknowledged that NACVS's wish
to maintain effective representation on the Advisory Group signalled their
commitment to the project, as the person suggested for appointment to the
Advisory Group by the NACVS Executive Committee was also a member of a pilot
project's Executive Committee, the Advisory Group argued that her appointment
challenged its discretion. The following points were put to and accepted by the

NACVS Committee:

‘Members of the group expressed concern that the membership of
the Advisory Group had been determined in this way. The Group had
been set up to undertake a particular task which was due for

completion by April, 1992.

It was further pointed out that it had been previously agreed that
members of the Advisory Group would not have a connection with the
pilot projects.” (minutes of the Advisory Group meeting held on 8th July
1997).

Whilst the Advisory Group successfully resisted the attempt to introduce a new
member whose membership of the Advisory Group was overruled on the basis of the
rules it had set out for itself, a second representative of the NACVS Executive
Committee was successfully intfroduced to the Advisory Group at the November

meeting.

Much of the November meeting was taken up with making plans for the December

Project Day. The purpose of this Day was not only to encourage the sharing of
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information but also to encourage the involvement of the pilots in the June launch of
the findings of the National Project to the CVS network. it was planned that the
December Project Day, whilst being hosted by the Advisory Group, should equally
involve the Advisory Group, the project worker and the representatives of the pilot

projects (see Appendix 14).

In fact, the day began with an introduction by a member of the Advisory Group which
gave the history of the project and an overview of the role of the Advisory Group
which, to the pilot projects, had been very much in the background. The project
worker gave a short overview of the national project as a whole. Following this, each
of the seven pilot CVS gave an account of the type of evaluation that they had
undertaken and the type of results they had experienced (the pilot projects'
accounts of the evaluation processes have proved a key resource and have been
drawn upon at the launch, in the CVS evaluation manual and this thesis). The day
culminated in a discussion session at which basic plans for the launch conference to

the CVS network were set out in the light of the pilots’ presentations.

Following the December Project Day, the February meeting of the Advisory Group
was devoted to the specification of the final report. It was decided that this report
should be in two parts: first, a theoretical report containing accounts of the evaluation
models and case-studies of the pilot projects (this report has not been included in this
thesis as it is too long a document and duplicates much of the thesis content) and,
second, a 'manual' style report, containing evaluation techniques and advice about
how to go about conducting an evaluation (Appendix 15). The latter report was

meant to be more useful fo the CVS network.

The funding of the production of the manual was the main topic of the final, May 1992,
meeting of the Advisory Group (see Appendix 9). Although NACVS approached

several firms for sponsorship, to cover the cost of editing and producing the manual,



ultimately the decision was made that the manual should be edited and produced

'in-house' by NACVS.

Whilst NACVS were provided with a comprehensive ‘theoretical' report and, written in
conjunction with the Advisory Group, a manual type workbook, the final manual was
very much a product of NACVS editing. Indeed, the chair of the Advisory Group
complained at length about the intervention of NACVS at this stage, especially about

the editing of the pack without the approval of the Advisory Group.

Despite the minor dispute over the editing of the manual, it was launched to the CVS
network at the NACVS Evaluation Day on 17th July 1992 in Sheffield. The event was
facilitated by the Advisory Group and several members of NACVS staff who had
been involved with the project. The event, charged at £€10.00 per head, was
attended by 38 CVS representatives, one of the experts from the system-resource
project, 2 members of Hull University who had acted as the project worker and

supervisor, and four members of NACVS.

The event revolved around the pilot projects accounts of their experiences of the
evaluation projects, as told at the December meeting, and workshops which served
to give the participants a taste of what each of the different types of evaluation
involves (see Appendix 16). Given their expertise in the facilitation of group work,
NACVS was highly involved with the workshops and, to ensure authenticity, they had
taken a key role in developing the case-study around which the exercises were built

(Appendix 17).

By this stage it was very clear that NACVS felt they owned the findings of the project.
Indeed. the main focus of the Evaluation Day was on NACVS presenting the results of
one of its projects to its members and whilst it was very tempting for the project worker
to intervene at certain points when she felt a certain theoretical point was not being

conveyed quite correctly, it had to be realised that ownership of the project had
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passed over and, as far as the researchers and the Advisory Group were
concerned, had ended (see Appendix 18). Accountability to the funders of the
project, the Leverhulme Trust, concluded with the production of a final report

(Appendix 19).

34 General Diffusion of Project Findings

At the start of the project it was redlised that there were two separate audiences 1o
which ideas and project findings should be reported, the CVS network and the

academic community.

Whilst the reporting of the project findings to the CVS network was briefly discussed in
the previous section it is interesting to examine the strategy for achieving this diffusion

of results. A several pronged attack was planned and implemented:

production of project reports:
Gregory, A. J.. 1991, Evaluation: A User's Guide. A First Project Report.
Gregory, A. J.. and Jackson, M. C., 1992, NACVS Evaluation Project. A Final
Report.
a session at a national voluntary sector conference;
Kenilworth Group/NCVO Conference, "Local Development Agencies: How
Do We Evaluate Ourselves?”, 3 December 1991, London.
- fringe workshops atf NACVS Annual Conferences;
CVSNA Annual Conference, 7-9 September 1990, Coventry.
NACVS Annual Conference, 6-8 September 1991, Liverpool.
- talks by the project worker at several regional meetings;
- occasional project reports in the NACVS circulation;
- informal spreading the word of the project and ifs work by members of the

Advisory Group, NACVS staff and members of the pilot project CVS.



It was also recognised that should the CVS consultancy service be re-established (a
selected and trained group of CVS General Secretaries who provide assistance to
CVS requesting advice), then this would provide an excellent vehicle for further

diffusion and use of the work done in the project.

The academic audience for the project work was very different to the CVS one in
terms of language and the way in which ideas might be conveyed. However, the
strategy for the diffusion of findings was quite similar (the results of the project were

reported at conferences beyond the official end of the project):

presentation of papers at academic conferences;

*Evaiuation of a CVS", OR32, Annual Conference of the Operational Research
Society, 11-14 September 1990, Bangor.

*Evaluation in the voluntary sector®, Community Operational Research
Network, 13 March 1991, London.

*Evaluation of progressive organisations: A critical approach®, International
Society for the Systems Sciences Conference, 14-20 June 1991,
Sweden.

*"Which evaluation methodology when? A contingency approach to
evaluation®, Systems Thinking in Europe, Conference of the United
Kingdom Systems Society, 10-13 September 1991, Huddersfield.

“Evaluation of a CVS: An update®, OR33, Annual Conference of the
Operational Research Society, 17-20 September 1991, Exeter.

*Evaluation and total systems intervention®, OR34, Annual Conference of the
Operational Research Society, 8-10 September 1992, Birmingham.

"Ecology and evaluation: The macro-quality perspective®, Conference of
the United Kingdom Systems Society, 27-30 July 1993, Paisley.

*Managerial problem solving and evaluation: A complementarist

approach®, Second European Congress on Systems Science, 5-8

October 1993, Prague.
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publication of papers in academic journals and proceedings;

Gregory, A. J., 1990, Evaluation procedures for CVSs, Acorn No. 4 .

Gregory, A. J., 1990, Project to design evaluation procedures for CVS,
Systemist No. 12.

Gregory, A. J., 1991, Which evaluation methodology when? A contingency
approach to evaluation, in: Systems Thinking in Europe (M. C. Jackson
et al., eds.), Plenum Press, London, pp. 435-441.

Gregory, A. J., and Jackson, M. C., 1992, Evaluation methodologies: A system
for use, Journal of the Operational Society 43. 19-28.

Gregory, A. J., and Jackson, M. C., 1992, Evaluating organisations: A systems
and contingency approach, Sysfems Practice 5. 37-60.

Gregory, A. J., 1992, Evaluation of progressive organisations: A critical
approach, Proceedings of the 35th annual meeting of the International
Society for the Systems Sciences, Vol. I, , pp. 83-91.

Gregory, A. J., 1993, Ecology and evaluation: The macro-qudality perspective,
in: Systems Science. Addressing Global Issues (F. A. Stowell et al.,
eds.), Plenum Press, London, pp. 137-142.

Gregory, A. J., 1993, Managerial problem solving and evaluation: A
complementarist approach, Proceedings of the Second European
Congress on Systems Science, Vol. lll, pp. 992-999.

Article forthcoming:

Gregory, A. J., Jackson, M. C., and Clemson, M., 1994, Evaluation of Beverley
CVS, in: The forthcoming community operational research book (C.

Ritchie et al., eds.).

Conclusion

in this Chapter the process of sefting up a project to test the four types of evaluation

discussed in Chapter 2 was described. Due to the unique nature of the

commissioning organisation, NACVS, and the unique nature of the organisations with
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which the project was concerned, CVS, a review of the history, structure and

activities of both types of organisation was undertaken.

Following this review, an account of the setting-up of the national project, the role of
the Advisory Group, the culmination of the project in the NACVS Evaluation Day and
the launch of the manual, and the strategy for the general dissemination of project
findings was given. Whilst this chapter very much focused on the overall direction of
the project, in the following chapters detailed accounts will be given of the four types
of evaluation discussed in Chapter 2 and the seven pilot projects in which they were

realised in practice.
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CHAPTER 4

GOAL BASED EVALUATION

4.1 Introduction

In this chapter the implications of the notion that organisational effectiveness relates
to the accomplishment of goals will be examined. In conducting this examination, a
structure will be set out which will provide the basis for the interrogation of the other
forms of evaluation discussed in this thesis. Firstly, the theoretical foundations of the
goal approach will be summarised and a method for implementing in practice the
goal form of evaluation will be constructed. Following this, accounts will be given of
the three projects which sought to test the goal based method and the reflections of
the CVSs on the positive and negative aspects of the evaluation process recounted.
A critique will then be compiled of the goal based approach and, finally, discussion
will be made of whether evidence from the pilot projects stood to support or negate

the critique.

42 Theoretical Foundations: A Summary

This chapter will draw on the arguments put forth in Chapter 2 in which it was
established that the alignment of goal achievement with effectiveness follows from
the closed system analogy of the organisation as a machine. With the machine

metaphor:

"A machine is recognised as a technical apparatus that has several
(often standardised) parts each with a definite function. Much
emphasis is placed on the efficiency of the parts. The machine
operates in a routine and repetitive fashion and performs

predetermined sets of activities, seeking the rational and efficient
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means of reaching preset goals and objectives. More generally,
much emphasis is placed on control while little emphasis is placed on

environment." (Flood and Jackson, 1991q, p. 8).

Furthermore, this chapter will draw on the implications for management practice
discussed in Chapter 2 where it was argued that the machine metaphor is reflected in
the management thinking of Taylor (1947), Fayol (1949) and their followers. These
theorists concentrated on the structure of social organisations and how these should
be designed to promote goal achievement. Following Weber, Taylor and Fayol,
organisations were regarded as being controlled by a group of rational minded
decision makers who set clear and gquantifiable goals for the organisation as a whole.
In the theory, the goals are subsequently reduced to highly defined tasks which are
distributed to the work-force for implementation. Thus, once the goals have been
set, the organisation may be regarded to be a machine of the input-transformation-

output type.

In wondering how these ideas can be turmed into a method of evaluation, it is also
worth considering the contribution of systems thinkers who have often gone further
than other management thinkers in trying to turn theory into practice. Complementary
to the work of the traditional management theorists is the work, in the systems
literature, of the hard systems thinkers. An example of the hard system apprcach is
that of systems engineering as popularised by Jenkins (1981). Systems engineering is
a problem solving methodology which involves the ranking of objectives, the
quantification of alternative strategies by which the objecfives may be achieved
and the selection of the preferred strategy based upon some overall criterion. The
positivist underpinnings of systems engineering are quite explicit as the definition of
the organisation's overall goal is regarded as being unproblematic and the
modelling of an 'objective' social world, so that optimum solutions to problems can

be extracted, is seen to be straightforward.



Having summarised the foundations for a form of organisational evaluation based on
a definition of effectiveness as the accomplishment of goals, discussion can take

place of how such an approach might be redlised in practice.

43 Method

In its traditional form, a goal based evaluation accepts the stated objectives of
management to be the legitimate goals of the whole organisation. Thus, there is
explicit acceptance of the validity of management's statements of intention and a
belief that these are the goals actually being pursued by the organisation in reality.
However, there are many variations on goal based evaluation using different ways of
defining the goals of the organisation. Once the goals to be pursued have been
determined, though, the process of evaluating progress towards them must be the

same.

Goal based evaluation can be defined as a nine stage process:

1. Formulate the goal statement

2. Translate the goal statement into a co-ordinated set of objectives

3. Identify indicators relevant to the objectives

4, Express the goal state in terms of the indicaters (set targets)

S. Implement objectives and monitor activities

6. At period end, calculate the actual state of the indicators

7. Compare the actual state of the indicators achieved with the targets
8. Assess achievement

9. Review the process

Whilst the process of goal based evaluation has been set out in sequential fashion in

the above, in readlity the evaluation is more likely to progress in an iterative manner.



A conceptual model of goal based evaluation is shown in figure 7.

statement
d
2.  Translate the goal
statement info a
co-ordinated set of
objectives
d
3. Identify indicators relevant
to the objectives
J
4, Express the goal state in
terms of the indicators (set
targets)
J

5. Implement objectives and
monitor activities
d
6. At period end, calculate
the actual state of the
indicators
4
7. Compare the actual state of the
indicators achieved
with the targets
d
[8.  Assess achievement |
{
19, Review the process ]

| 1. Formulate the goal

Figure 7. n tual M | of |B Evalyation

Having identified the major stages in conducting a goal based evaluation, we shall
now look at each of the stages of the process as they may be practised by CVS in
more detail. Whilst ideas about how best to conduct a goal based evaluation did not
change to any great extent as a result of actually having implemented such an
evaluation in the pilot project, the following account was written very much in the light
of the learning from the pilot project. Hence this account emphasises what is
practical and feasible for a CVS rather than a pure goal based methodology

founded on the principles of the machine model.

91



Formulate the goal statement

Whilst, in theory, goal based evaluation assumes the organisation to be in a
unitary state, in practice, it is rare to find ftotal agreement amongst
organisational members about the organisation's purpose. This is especially
the case with CVS which are managed by an executive committee and
whose constitution demands that all ‘'major' decisions be made by a
participatory process. In one of the pilot projects an attempt was made at
restricting input to the definition of goals; the General Secretary alone
attempted to formulate a goal statement for the CVS. However, as the
General Secretary focused mainly on day-to-day issues, he found that his
goals for the CVS were constantly changing. This example of a general
secretary adopting an autocratic view and attempting to formulate goals in
isolation reinforces the call for participatory decision-making methods for
example by an executive committee who are distanced from day-to-day
issues and are, therefore, better able to adopt a long term view. It is here
suggested that the process of consultation be formalised by the use of
nominal group technique (one of the consensus generating methodologies
in Warfield's (1990) Interactive Management Spectrum). In the case of a CVS
nominal group technique aims to provide a tool for use by executive

committees for surfacing opinions about CVS goadls.

i Independently each member of the executive committee should
write down the five goals which he/she would like to see the CVS
achieve during the period under review.

i, Each person should then read out his/her goal statement to the rest of
the committee. Each of the goals should be recorded on a large
sheet of paper. Where goals are stated by more than one person

they need not be recorded twice.



.

vi.

Vii.

The sheets of paper detailing the goals should be pinned to the waill for
everyone to read. Members of the committee should be asked if
there are any other goals which they would like to suggest at this
stage.

Committee members should be allowed to read the statements and
place a tick next to those five statements of goal with which they most
strongly agree.

The number of ticks next to each of the goals should be calculated.

A discussion amongst the committee members should then take
place about how desirable and feasible it is that the most popular
godils, those goais receiving the most number of ticks, become the
subject of the CVS efforts for the coming period.

Based on the discussion, a goal plan for the organisation should be put
together. Attention should be paid to how well covered each of the
CVS activity sections or departments are by the goal plan. It is
recommended that each of the sections be given some form of goal
o work toward as this common involvement in the evaluation process
may serve to unite members of staff. How feasible the goals are in
terms of resources and intervening factors, such as the actions of

funders, should also be considered.

Translate the goal statement into a co-ordinated set of objectives

Having formulated a set of goals for the organisation, attention should be

turned to the sefting of objectives. Objectives may be thought of as the

means by which the goals can be achieved. Numerous ways in which a goal

can be achieved can often be evident and it may be difficult to decide which

means are the most appropriate. Whilst it is not theoretically necessary, it was

found in the pilot projects that it may be useful to consult a wider audience

about their preferences on how the CVS should go about achieving its goals.
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In the pilot projects it was found that often many objectives are needed to
accomplish a single goal and It is easy to lose sight of the original goals and
become too focused on detailed work-plans for the organisation. Checking
the links between goals and objectives and the level of consistency of detail

within the goal plan should help reduce confusion.

The distinction between effectiveness and efficiency objectives should also
be made explicit at this stage as often both are needed to evaluate how well
a goal has been achieved. For example, to undertake a survey about the
feasibility of setting up a fransport scheme would be seen as an effectiveness
objective but to undertake that survey within 40 hours would be an efficiency

objective.

If the achievement of an objective is to act as a criterion of the
effectiveness/efficiency of an organisation, it must be set to a time scale. It is
important that objectives are given readlistic time periods for achievement
since if the period is too short then staff are likely to feel overburdened and
stressed but, on the other hand, if the time period is 100 long then the

objective is unlikely to motivate the staff.

Identify indicators relevant to the objectives

It is very difficult to measure the achievement of an objective directly, hence
it is more common to substitute a number of output variables, which roughly
correlate with the objective, which may be assessed relatively easily. These

rough correlates are known as indicators.

In the pilot projects equal emphasis was placed on qualitative and

quantifative indicators; hence, efforts should be made to include both types
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of indicators. Qualitative indicators are commonly regarded as being the
most difficult to capture and often result in, for example, partficipants being

asked to rate their level of satisfaction on a quantitative scale.

Whilst in theory, the generation of indicators should be quite simple, in
practice it was found to be difficult to define indicators which truly reflected
the chosen objectives; this was especially the case where ligison and
representation were concermned. Indeed, it may be said that this stage of the
evaluation process may require more thought and discussion than
anticipated and, consequently, may absorb more of the resources available

for conducting the evaluation.

The selection of indicators implies what monitoring will need to be undertaken
by the organisation. Whilst the more indicators one has, the better able one is
to accurately assess the level of goal achievement, the organisation should
not become overburdened by the task of collecting data. Based on the
experience of the pilot projects, it might be suggested that forms be
developed to make the collection of data quicker and easier. Also, if data is
collected in specially designed data monitoring pads then it is less likely to
get lost and more likely to be recorded consistently than if data is put down

haphazardly on scraps of paper.



Express the goal state in terms of the indicators (set targets)

Having decided which variables are going to be taken as indicators, the
objectives should be expressed in terms of the indicators. This is known as the
process of setting targets. Efforts should be made to ensure that the targets
set are realistic, thus consideration should be given to resource availability,
the organisation’s past levels of achievement and so on. Indeed, in the case
of the pilot projects it was necessary to undertake a period of research into

past organisational operating to ensure that the targets set were redlistic.

Implement objectives and monitor activities

Following the setting of targets, instructions based on the objectives should be

issued to the work-force so that there then ensues a period of, hopefully, goal

oriented activity during which monitoring is undertaken.

At period end, calculate the actual state of the indicators achieved

Following the period of goal oriented activity, the actual state of the indicators

should be assessed as per the monitoring data collected.

Compare the actual state of the indicators achieved with the targets

The actual state of the indicators achieved should be compared with the

targets set at the beginning of the period and whether or not the targets have

been reached should be determined.



Assess achievement

The comparison of the state of the indicators achieved to targets should
enable the determination of the amount of goal achievement in the period. A
statement of goal achievement in the period should be input into the learning
sub-system (see Chapter 8) so that changes may be implemented which

improve the organisation's functioning in future periods.

Review the process

Reviewing the process is part of the meta-evaluation sub-system (see
Chapter 8). There are a number of points which are of particular relevance in
the meta-evaluation of a goal based system (some of these questions might
well also be posed in the future tense at the start of a goal based evaluation

as well as in the past tense at the end of the evaluation as is reported here).

If the goals have been achieved very easily then it should be considered
whether the goals set were a little unambitious and whether the targets were

set too low.

If the amount of goal achievement is poor, the following should be

considered:

Were the goals those which were actually being pursued by staff?

Were the goals those which were really important to the organisation?
- Given the context, were the goals realistic?

Did the goals lose their relevance during the evaluation and,

consequently, was organisational effort diverted elsewhere?

- Were the goals communicated well to staff?
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As has already been said, when following the goal evaluation process it is unlikely to
progress in the strict linear stages set out in this report. Often you will jump back and
forth between the stages, clarifying and revising as you work through the exercise.
You will notice that no ideal time-scale has been set for the exercise - this is because
it was found in the pilot projects that the appropriate time scale will depend upon the
organisation, its decision making cycle, the goals selected, etc. It might be found
best to work through one iteration of the cycle quickly, to familiarise oneself and
others with the process, and then follow-up the exercise by moving through the cycle

more slowly and in more detail.

44 Case-Studies

441 Case Study: Worthley CVS

Worthley CVS served a large metropolitan district with a population of approximately
300,000. When the project started, the General Secretary, whilst having a wealth of
experience of CVS, was new to Worthley CVS and felt the need for a study into where
the organisation was going. With the support of the Executive Committee, a Strategy
Sub-Committee (SSC) was established which developed a mission statement and a
work programme for the CVS. Thus, having undertaken the ground work of examining
the role of the CVS in terms of goals and objectives, the CVS was already well on the
way to conducting a goal evaluation of its own accord. Hence, Worthley CVS was
already committed to doing an evaluation when the invitation to express interest in

the national project was issued.

During meetings with the project worker, it became evident that whilst Worthley CVS
wanted to pursue a goal-based evaluation, and whilst they had already delineated
the broad goals of the CVS, they felt the need to involve a wider audience in defining
the ways in which the CVS should go about achieving its goals (as has been

previously discussed in section 4.3, whilst the notion of participation in the definition of
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the organisation's goals goes against the theoretical principles of the goal based
model, in practice participation was regarded as being critical to the ongoing

viability of the CVS and the evaluation process itself).

Approximately 200 questionnaires were circulated to CVS member organisations
and selected significant others, including senior officers of the local health authority
(see Appendix 20). The guestionnaires asked respondents to go through the work
programme and to say how they rated work done in the past by the CVS on a scale
from 0-7 and to look through plans for the future and prioritise them on a scale from 0-
7. The response rate to the survey was good, for a postal survey, at around 30%.
Analysis of the replies gave an indication of how people thought the CVS hod
performed in the past and what activities interested parties would like the CVS to
concentrate on in the future. Following analysis of the survey replies, a report was

made 1o the Executive Committee through the SSC about CVS priorities.

The results of the survey were also used as the basis for the CVS Annual General
Meeting (AGM) held in July. At that meeting, delegates were split into groups to
discuss CVS performance and activities. Despite gloomy predictions of AGM failure,
due to breaking with the traditional AGM habit of providing a speaker, the evening
was a success - no fall in attendance over previous years and greater feedback

fromm members.

Following this process of consultation with members, the SSC met to discuss how
measures might be developed to indicate CVS achievement in the areas identified
as being of priority. The definition of indicators was a long iterative process involving
the General Secretary, the SSC and the project worker. A number of measures were
identified which might have been taken as indicative of achievement of the
objectives but great emphasis was placed on only selecting those indicators which
could, in the eyes of those involved in the process, be said to truly correlate with the

objectives. Whilst, theoretically, the definition of indicators is seen to be
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unproblematic, in practice particular difficulty was found in developing indicators of
success for those objectives which related to licison and representation work. The
indicator for licison and representation work, which came up repeatedly, was the
number of meetings attended but this did not seem to capture the quality of the work
undertaken at those meetings. Ultimately, it was decided to just leave alone those
objectives for which it seemed difficult to develop indicators and hope that suitable

measures might suggest themselves during the monitoring period.

Having decided upon a set of indicators, attention then turned to the setting of
targets (Appendix 20). Great emphasis was placed on ensuring that the targets were
appropriate; set at a level which would motivate staff to put in a greater effort than
previously but not so high as o be unachievable. Having set what was believed to be
a feasible set of targets, those involved with the evaluation began to think about what
data needed to be collected during the monitoring period. The data that needed to
be collected readily suggested itself from the indicators and it was decided that a
set of forms should be designed to make the recording of data easier and quicker
(see Appendix 20). It was realised at this stage that those forms which related to the
giving of advice and consultancy could be used as client records. These client
records would mean that any member of staff could go to the files and find out what

type of information any organisation had been given by the CVS in the past.

The monitoring period ran from the middle of August until the end of December. At
the end of the period, the results of the monitoring process and assessment of the
amount of goal achievement overall were fed into the decision making process of
the Executive Committee via the SSC, and the results of the exercise affected the

content of the work-plan for the coming year.

Worthley CVS committed themselves to the continued use of this evaluation process

after the pilot project finished and the support which it offered was withdrawn.
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However, it was stated that the survey of members views and use of the AGM to

discuss the evaluation process would probably only be done bi-annually.

a. Reflections by the CVS

In this section the positive and negative aspects of the evaluation process discussed
in the above case-study will be set out. These points were largely the outcome of the
meeting of representatives of all the pilot projects. At this meeting, which took place
once dall of the pilots had finished, each representative gave an account of the
evaluation process in which they had engaged and then, with the help of other
participants, reflected aloud on the perceived positive and negative aspects of the
evaluation. By way of conclusion, each representative was asked to suggest what
they perceived to be a 'key issue' with the form of evaluation which they had

engaged.

Positive Aspects of the Evaluation:

. Setting down what the organisation was about as a whole in the mission
statement led to a lot clearer understanding within and between the
Executive, staff, funders and members organisations.

. Positive feedback was received from interested parties about involving them

in making decisions about priorities.

. The evaluation process raised the public image of the CVS.
. The exercise provided staff with some measures of the success of their work.
. Funders recognised the validity of the evaluation process and the efforts of

the CVS to evaluate themselves.

Negative Aspects of the Evaluation:

. Determination of meaningful and relevant indicators was found to be difficult.
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. Collection of data was time consuming and monotonous. A certain amount
of staff resistance was experienced as there had been previous attempts at
monitoring but the data had never been analysed.

. It was realised that in the longer term, the goal plan would have to be updated
on a regular basis to reflect changes in resources, for instance the hiring of

new staff which might serve to increase the goal capacity of the CVS.

Important Issue:

. How to deal with the increased demand for CVS services and raised
expectations of the CVS due to the involvement of member organisations in
the evaluation process and, as a part of that process, their specification of

what the CVS should actually do?

442 Case Study: Voluntary Action Chatleton

Chatleton was a town of 70-80,000 population and, in one form or another, Voluntary
Action Chatleton (VAC) had been around for a hundred years. When the evaluation
project started, though, VAC had recently taken on a new form with a new General
Secretary, new Executive Committee, new staff and new funders. The invitation to
become involved with the national project came along just as the organisation was
being set-up and it was realised that having evaluative measures built intfo the
organisational processes from the very start would stand the organisation in good

stead.

Initial talks about the form and content of the evaluation were between the General
Secretary and the project worker. In talks with the General Secretary, the researcher
found that the General Secretary was reluctant to allow the researcher to meet with
other members of staff (perhaps this was due to him being new to VAC and him not

wanting to relinquish control over the evaluation) and deciding which parts of VAC
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work to focus on was a difficult process. Priorities jumped in and out of the frame of
reference for the evaluation over a period of several months and what seemed
important at one meeting, had lost its sense of urgency or had been dropped
altogether, by the next. Finally, it was agreed that four parts of VAC work should come
under the focus of the evaluation; the newsletter, the Volunteer Bureau, provision of
training and the Executive Committee. Having decided the areas of work on which
the evaluation should focus, the next stage of the process was to surface the goals
held by the General Secretary for each of the four parts of VAC work. This was quite
simple, since the goals accepted were very general in nature, for example to

improve the quality of the newsletter (see Appendix 21).

The next stage in the process was the definition of objectives, what activities should
VAC undertake in attempting to achieve its goals? The definition of objectives was
one of the most difficult stages of the whole evaluation for VAC. As most of the staff
were new to VAC and the General Secretary himself was fairly new to the town, it was
very difficult for them to set down what changes should be made to VAC practice so
that the goals determined might be achieved. Whilst, theoretically, the definition of
objectives is seen to be unproblematic, in the case of VAC it became evident that
quite substantial research was needed into determining how VAC should go about
conducting its work and various surveys were undertaken to unearth this information.
It should be said that the impetus for the surveys came from VAC itself and the staff
were involved to a great extent with the design of the questionnaires. Indeed, the
results of the surveys have had quite an impact, in paricular there has been great
influence in the area of training and VAC is now adopting a totally new approach in

that area of work.

Having undertaken research to define how VAC should best operate in several
areas, indicators were subsequently identified to enable measurement of VAC's
success in achieving its goals by means of the revealed objectives. Particular

emphasis was placed on qualitative indicators of achievement. Often this involved
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asking people to indicate how satisfied they were with a service on a scale ranging

from O (minimum satisfaction) to 7 (maximum satisfaction).

Having identified the indicators, attention was turned to the setting of targets. It was at
this stage of the evaluation process that contact for the project worker broadened
out and, whilst the General Secretary oversaw the process, the setting of targets for
each of the sections of VAC work was the responsibility of the worker in charge of that
area. However, the staff of VAC found the setting of targets for the indicators
problematic. As has been said, the form of VAC, at the time of the project, was very
new, hence staff did not have sufficient knowledge of CVS functioning in the past on
which to base their estimates of how well VAC could be expected to operate in the
future. Research and a period of monitoring had to be undertaken in which a basis for
the indicators could be assessed so that targets could be set and improvements
judged. Eventually, having completed a research and monitoring period, staff felt
able to set realistic targets for the evaluation. Hence, for the most part, the targets set
were determined by the staff themselves in discussion with the General Secretary

and the researcher. Overall, emphasis was placed on setting targets that were

'realistic'.

Having defined the data that needed collecting to ensure that the actual state of the
indicators at the end of the period could be assessed, a period of monitoring was
undertaken by VAC. It was recognised that it was at this stage that there was the most
potential for staff, disgruntled by their lack of involvement in the early stages of the
process, to sabotage the evaluation. However, the aftitude that the evaluation
represented a 'learning opportunity' seemed to predominate and the data offered

by staff was accepted by the researcher on trust.

At this stage it should be pointed out that the process of identifying goals, setting
objectives, identifying indicators and establishing targets had been treated as a

separate independent process for each of the four areas of work under scrutiny and
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each part of the process had progressed at a different rate. Indeed, due to the
different nature of each of the separate aspects of VAC work examined by the
evaluation, it was realised early on in the project that the process had to be very fluid

with some aspects of the work having long monitoring periods and others short.

Overall, the level of goal achievement by VAC was good. The only area in which
there had been little progress was with improving the extent and nature of the
Executive Committee's involvement with VAC; it was recognised, however, that this is
a problem for most CVS. Hence, to achieve the goal in that areq, it was agreed that
what seemed to be needed was an attitude change on behalf of members of the
Executive and such a change takes more time than, for example, altering the size of

print of the newsletter.

a. Reflections by the CVS

Positive Aspects of the Evaluation:

. The research put into question accepted/traditional methods and opened
the CVS up to new ways of working, e.g. fraining has now been put out o a
commercial organisation.

. The setting of appropriate and achievable targets acted as a source of
motivation for staff.

. The involvement of staff in the design of the research and the evaluation
exercise as a whole meant that they became committed to acting upon the

evaluation findings.
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Negative Aspects of the Evaluation:

i Changes within the organisation and its environment meant that the goal plan
needed continuously updating as goals moved in and out of the frame of
reference.

. The initial inertia of staff toward the project had to be overcome.

Important Issue:

. As a lot of research was necessary, the process absorbed a considerable
amount of resources. Would the CVS have been able to take this evaluation

on without the support of the national project?

443 Case Study: East Baldershot CVS

East Baldershot is a rural area and, at the time of the pilot project, the CVS was quite
small with 1 full time worker, 1 part time clerical assistant, 1 part time project worker
and a couple of volunteers. The CVS was crippled by lack of resources; funding was

very insecure and the office accommodation was unsuitable to the needs of a CVS.

East Baldershot Social Services, who funded the CVS in part, had been proposing a
review of CVS work for some time. The CVS was quite intimidated by the threat of an
evaluation in which the criteria for success were defined for them, hence the General
Secretary was keen to become involved with the national project (if only to take the

wind out of the sails of the Social Services review).

During conversations with the General Secretary, it became evident that the
Executive Committee were rather non-committal and the General Secretary felt
rather lacking in support for her work. It was decided, therefore, that it would be

beneficial to establish a sub-committee of the Executive Committee to act as an
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evaluation group to support the project. Although, the Executive Committee were not
really interested in the project, the General Secretary managed to establish a small
group of Executive Committee members and interested parties to be involved with
the design, implementation and dissemination of evaluation findings. Whilst the
group was being set up, it was suggested by the General Secretary, in conjunction
with the project worker, that the most appropriate form of evaluation for East
Baldershot CVS would be the goal based model and this suggestion was verified by

the evaluation group at its first meeting.

The evaluation group met for the first time in May to discuss the goals of the CVS but
members found that they were not really clear about what the CVS was about. In
preparation for the first meeting and given that the General Secretary had said that
the group would need to be motivated, to provide fuel for debate a goal plan had
been prepared by the project worker based upon the comments of the General
Secretary and the stated work-plan of the CVS. The group rejected the proposed
goal statement on the basis that it concentrated too much on the outcomes of CVS
work rather than the processes engaged in. For instance, in the case of
development, it was seen as not being appropriate 1o look at the success of any of
the projects set up by the CVS because the contribution of the CVS to that success
was too intangible 1o discern. As a result of that first meeting it was decided that the

group required a wider brief and needed to look at the goals of the CVS itself.

Based upon the review of statements from other CVS, the group struggled on to
formulate a mission statement for the CVS and to look at goals and objectives. The
difficulty which the group experienced in formulating a mission statement did not
seem to be due to their inability to achieve a consensus but, unfortunately, more due
to the Executive Committee members of the group being more comfortable working
with statements of day-to-day work rather than looking at the direction of the
organisation as a whole. The Executive members of the group seemed unwilling to

accept the argument that equal attention should be paid to the ends as well as the
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means of CVS work. It appeared that lack of resources had forced the organisation
and its management to act as if in a perpetual state of emergency and to them it
seemed to be tempting fate to make long-term plans for the CVS. Papers
concerning aims and objectives, a mission statement and work plans were put to the
Executive by the group and the General Secretary for discussion in October but the
Executive Committee returned the papers back to the sub-committee without
comment. It appeared that members of the Executive Committee in general were
uncomfortable with looking at the long term future of the CVS. A stale-mate had been
reached which, in terms of the pilot project, proved fatal to East Baldershot's

attempts to evaluate itself.

Whilst there was little progress toward establishing an evaluation system for East
Baldershot CVS or even clarifying the aims or objectives of the organisation, the
General Secretary realised that the development of a goal plan was essential to the
future of East Baldershot CVS. Since the exercise, talks about evaluation have taken
place between the General Secretary and Social Services. According to the
General Secretary, involvement with the national project has significantly increased
her awareness of different evaluation methods and has provided a sound basis for
negotiation between the CVS and Social Services. Unfortunately for the CVS, given
the good work she carried out in attempting to establish management systems, the
General Secretary has, since the end of the pilot project, given notice of her
resignation. The Executive Committee are unconvinced of the need for an
evaluation system and appear to have satisfied themselves that the goals of a CVS
are far too dynamic and intangible to define. Given the General Secretary's
resignation and the general attitude of most members of the Executive Committee,
how the organisation copes with the impending Social Services review has yet to be

seen.
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a.

Reflections by the CVS

Positive Aspects of the Evaluation:

Undertaking the evaluation project impressed upon some members of staff
and Executive the need to make long term plans for the CVS and the need to
be proactive rather than reactive.

Participation in the project forced the CVS to begin to organise in a way which

would, eventually, allow it to carry out a proper evaluation.

Negative Aspects of the Evaluation:

The inability of the CVS to set a goal plan seemed to imply poor management

practice by the CVS.

Important Issues:

45

Does an organisation have to be at a certain stage of development, which is
not necessarily related to the age of the organisation, before an evaluation
can be conducted?

Given the lack of wilingness on behalf of the Executive Committee to set
goals for the CVS, why did the evaluation group, which is mostly made up of
Executive Committee members, select this form of evaluation?

Was the lack of long-term planning on behalf of the Executive Commitiee a

symptom of the lack of funding or a cause?

Reflections on the Research Process

in section 4.3 a nine stage method was defined for conducting a goal based

evaluation. As has been said previously, whilst the recommendations for
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implementing in practice such an evaluation did not change to any great extent as @

result of conducting the pilot projects, we are now, having discussed the pilot

projects, in a position to reflect on the minor changes that were made to the method.

In summary, the following recommendations may be said to have resulted from the

experience of carrying out the pilot projects:

the goals which form the basis of the evaluation should be the product of a
participatory process, for example using nominal group technique, and not just
the result of consulting the ‘owners' of the organisation;

it is desirable that the organisation should be open to new methods of working
and, in order to introduce a fresh perspective and some creativity, it may be
necessary to consult a wide audience about how the organisation should go
about the pursuit of the goals;

a substantial amount of resources should be allocated for the definition of
indicators of achievement. In the pilot projects this stage of the methodology was
found to be problematic and it was necessary to engage in a thorough debate
about whether each of the indicators was correct (it correlated with the goal) and
adequate alone or whether it needed to be supplemented with data about
another indicator;

equal emphasis should be placed upon both qualitative and quantitative
indicators of achievement;

in the absence of adequate record keeping about the organisation's
performance in periods previous to the evaluation, there may be a need to
research this before realistic targets can be set;

forms may need to be developed in order to make data collection as easy as

possible and, consequently, for data to be collected consistently and correctly.

it should be mentioned that none of the above amendments to the basic model of

goal based evaluation were made lightly; before each amendment was made the

recommendation was thoroughly discussed by the researcher and the evaluation
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group and only implemented in practice if it was generally agreed that should the
change not be introduced then the viability of the evaluation process would be

placed in jeopardy.
The method discussed in section 4.3 and set-out in figure 7 reflects the above points
of learning about goal based evaluation which resutted from conducting the pilot

projects.

4.6 Critique of the Goal Approach

In previous sections, accounts were given of the pilot projects which sought to
employ the goal based methodology. Each of the case-studies concluded with a
short discussion of the positive and negative aspects of the goal based
methodology as perceived by the CVS themselves. In this section, a more formal
critique will be undertaken. To start, the goal approach and its advantages will be

summarised and then, in more detail, criticisms of this approach will be discussed.

Campbell (1977) summarised the goal approach to the organisation thus:

"The goal-centred view makes a reasonably explicit assumption that
the organization is in the hands of a rational set of decision makers
who have in mind a set of goals that they wish to pursue. Further, these
goals are few enough in number to be manageable and can be
defined well enough 1o be understood. Given that goals can be thus
identified, it should be possible to plan the best management
strategies for attaining them. Within this orientation, the way 1o assess
organizational effectiveness would be to develop criterion measures

to assess how well the goals are being achieved." (p. 19).
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Etzioni (1960), further, has provided a short summary of the positive aspects of this

goal approach. According to Etzioni:

"Organizational goals serve many functions. They give organizational
activity its orientation by depicting the state of affairs which the
organization attempfs to realize. They serve as sources of legitimation
which justify the organization's activities and its very existence, at least
in the eyes of some participants and in those of the general public or
subpublics. They serve as a source for standards by which actors
assess the success of their organization. Finally, they serve as an
important starting point for students of organizations who, like some of
the actors they observe, use the organizational goals as a yardstick

with which to measure the organization's performance." (p. 257).

Having focused upon the positive aspects of having organisational goals, Etzioni
then went on to discuss the less positive aspects which resulted in him calling for the
abandonment of the concept of the organisational goal. In the following, we turn to
the criticisms which have been aimed at the goal approach to the organisation and

evaluation by Etzioni and others.

Firstly, the goal approach has been accused of promoting a false image of
objectivity. According to Etzioni, the goal model “...is considered an objective and
reliable analytical tool because it omits the values of the explorer and applies the
values of the subject under study as the criteria of judgement.” (p. 258). Guba and
Lincoln (1989) opine that value-freedom is little more than a fallacy resulting in over-

commitment to the scientific paradigm. Furthermore, Scott (1977) claims that:

"...assessments of organizational effectiveness are never purely
descriptive or objective in character. The selections of properties,

weights, and standards are decisions that always rest on more or less
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explicitly formulated normative statements or assumptions. To seek
purely empirical methods for making these decisions is to pursue an

illusion." (p. 69).

Indeed, it has been argued by Guba and Lincoln that the prevalence of the scientific
paradigm results in overuse of quantitative assessment which serves to promote the
scientistic view that "...what cannot be measured cannot be real." (p. 37). Mohr
(1982) argues that "The only hope for objectivity, then, would seem to lie not in the
findings of scholars but in the orientations of organizational members themselves..."
(p. 183), which would seem to reflect Ackoff's (1977) view that “...objectivity is the
social product of an open interaction of a wide variety of individual subjective

judgements." (p. 6).

Conversely, Yuchtman and Seashore (1967) have argued that the illusion of
objectivity is often the rationale for the employment of the goal approach, ‘The goal
approach is often adopted by researchers because it seems to safeguard them
against their own subjective biases." (p. 893). Similarly, Guba and Lincoln claim that
forms of evaluation, such as the goal approach, which purport 1o be value-free
"..relieves the evaluator of any moral responsibility for his or her actions. One cannot
be faulted for just telling the truth, for giving the facts, for “callin ‘em as we sees 'em,"
or for "letting the chips fall where they may."'(p. 38). In the light of the debate on
whether or not goals can be determined objectively, Mohr concluded that the goal

concept is "...essentially arbitrary..." (p. 184).

Secondly, it has been claimed that the goal approach is guilty of reification, that is
the practice of objectifying the organisation. On the issue of reification, Scott quotes
Mohr (1973) as arguing that "...the notion of goal involves intent, and since only
individuals, not organizations, can intend anything, we must employ aggregate
rather than global measures of goal statements. Thus, the matter of agreement or

consensus becomes crucial." (p. 70). For Gross (1969), however, focusing on the
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small organisation, the attribution of goals to the organisation itself is unproblematic.

He states that:

“In a small organization...the top man's personal goals for the
organization are the organization's goals. It is this simplification which
made it possible for classical economics to develop the theory of the
firm without being concerned much about developing a precise
definition of organization goal which was any different than the goatl of

the entrepreneur.” (p. 278).

Thus, based on Gross's argument, it would seem that in small organisations, where a
unitary state might be reasonably assumed, the organisation may be said to have
goals. The situation is somewhat more problematic in larger organisations where a
plurality of individual goals and goals for the organisation may exist. Indeed, Simon
(1964) comments that "If we use the phrase organizational goals narrowly 1o denote
the generators, we will conclude that there is little communadality of goals among the
several parts of large organizations and that subgoal formation and goat conflict are
prominent and significant features of organizational life." (p. 9). In larger
organisations, members must be encouraged to surrender their individual goals to
those of the organisation, and motivation theory is devoted to the study of how this
might best be brought about. Indeed, much of organisation theory is traditionally
premised on the notion that, even in large organisations, consensus amongst
members about organisational purpose can be achieved. Thus, in situations where
there is agreement about organisational goals, the accusation that to discern such

goails is to reify the organisation would appear to be nullified.
Thirdly, it has been argued that the goal approach is inherently flawed since officially

espoused goals are rarely reflected in the activities of organisational members.

Georgiou (1973) has claimed that, "...commitment to a goal paradigm has retarded
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analysis by requiring the disassociation of conceptual schema from incompatible

empirical findings on organizations." (p. 291). He goes on to state that:

‘The "human relations" group (Roethlisberger and Dickson, 1939;
Mayo, 1945) and many others found that people...often resisted
behavior formally prescribed for them. The resulting
accommodations sometfimes so changed the organization as to
make the stated goals completely irrelevant to organizational
behavior and always limited very considerably the degree to which

organizations could be understood through their goals." (p. 293).

Perrow (1969) also follows this line of argument:

"Official goals are purposively vague and general and do not indicate
two major factors which influence organizational behavior: the host of
decisions that must be made among alternative ways of achieving
official goals and the priority of multiple godals, and the many unofficial

goals pursued by groups within the organization." (p. 66).

As a result of this apparent incompatibility between what is officially promoted and
what is actually guiding activities within the organisation, Gross, on the issue of goal

analysis, states that:

"Two kinds of evidence are necessary before one can confidently
assert that a goal is present: intentions and activities. By 'infentions' we
understand what, in the participants' view, the organization is trying to
do. That is, what they believe the goal of the organization to be, what
they feel are its aims or the direction in which it is moving as an
organization. Intentions will involve verbal statements or inferences

that may be made from symbolic acts, gestures and other types of
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meaningful acts. By 'activities' we understand what persons in the
organization are in fact observed fo be doing. how they are spending

their time, how resources are being allotted." (p. 284).

Gross goes on to opine that "Before one can confidently speak of a goal one needs

to have some degree of correspondence between intentions and activities' (p. 285).

Given the existence of both official and operative goals the issue is raised of which
should be adopted in an evaluation. On the basis that ‘organisations with identical
official goals may be distinguished on the basis of the operative goals they employ'
(Perrow, 1969, p. 67), Perrow holds that operative goals should be regarded as being
most important. Likewise, Hannan and Freeman (1977) claim that; "Performances that
may appear quite unsatisfactory relative to public goals may be quite satisfactory
from the perspective of what have become operative goals." (p. 112). Thus, the
popular view would appear to be that operative goals should be preferred over
official goals. This popular view, however, would seem to be inconsistent with the
model of the organisation as an owner-serving machine which underlies the goal
approach. indeed, the argument that the evidence of differing official and operative
goals indicates that the organisation is not in a unitary state and, hence, that the goal
model is not an appropriate model of evaluation has received summary attention
from the theorists of this school who would rather, it appears, labour on with seeking to
refine the goal approach so that it may be seen to be appropriate for all evaluation

situations.

Fourth, it has been argued that it is incorrect to label an organisation ineffective for
failing to achieve its goals because they are rarely, if ever, meant to be achieved.
Etzioni says that goails are cultural entities and are not meant to be realised merely
they are meant to act as motivators. He states, "Measured against the Olympic
heights of the goal, most organizations score the same - very low effectiveness.” (p.

259).
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Gross also comments on the tenuous nature of official goals and quotes Merton's
(1957) argument that official goals are often subverted by the means to goal

achievement becoming the goals themselves.

In the light of these claims that goals are unachievable and, further, often subverted,
it is not surprising that Weick (1977) has turned the concept on its head. In reviewing

the work of Weick, Scott (1977) states:

“...it is probably Weick (1969) who has managed to stake out the most
extreme agnostic position concerning the extent to which
organizafions set goals that direct behavior. He argues that goal
statements, because of their diversity and vagueness and because
of the uncertainty of the future, exert little control over participants'
actions. If the concept is to be used at all, goals are better understood
not as prescriptions for the future but as explanations of the past - as
attempts to impose order in retrospect upon past choices and

actions." (pp. 65-66).

Fifth, the assumption that organisational effectiveness is directly proportional to
organisational effort has been brought into question. Etzioni argues, "The goal
approach sees assignment of means to goal activities as functional. The more
means assigned to the goal activities, the more effective the organization is
expected to be. In terms of the goal model, the fact that an organization can
become more effective by allocating less means to goal activities is a paradox." (p.
269). Likewise, Mohr cites Seashore (1972) as stating, "Good, for example, is not
always a linear function of attainment; that is, after a certain point, additional

achievement may have zero or even negative vaiue." (p. 184).
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Hannan and Freeman argue that i is not always clear how an organisation should
expand its effort in the pursuit of its goals, "Due to the non-specificity of so many
goals, it will often be unclear exactly what organizational action or what dimensions
of outputs are relevant to goal attainment." (p. 114). Following a similar line of
argument, Gross claims that *...an organization must do more than give attention to
goal attainment in order to attain its goals.” (p. 282). Thus, it would seem that planning
for goal achievement is a very complex activity which must include consideration of

a whole host of organisational variables.

Sixth, the evaluation of an organisation in goal based terms is problematic due to
issues concerning the determination of outputs and outcomes. Hannan and
Freeman ask, "Should we consider the properties of outputs as they leave the
organization? Should we consider the organization's impact on the larger system?
Does it suffice to employ information on average levels of output quality, or must we

utilize information on distributions?" (p. 118-119). According to Scott:

v ..outcomes are never pure indicators of performance quality since
they reflect not only the care and accuracy with which activities were
carried out but also the current state of the technology and the

characteristics of the organization's input and output environments."

. 76).

He goes on to state:

"Although we can safely assume that organizations have access to
the same knowledge, we cannot assume that they have access to
the same client pool or supply sources. Indeed, one of the principal
ways in which organizations vary is in the amount and quality of inputs

that they are able to garner." (p. 76).
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Scott proceeds to claim that 'indicators of outcome do not simply reflect
organisational performance but also market questions' (p. 79). Scott's comments on
the nature of indicators, also bring into question the assumption, fundamental to the
goal approach, that an organisation can be evaluated purely on the basis of its own

effort, that is in isolation from its environment.

Scott goes on to discuss other problems which may be associated with outcomes

based evaluation:

"...many other types of issues must be addressed when outcomes
are to be evaluated. One important problem relates to the availability
of information on outcomes (and on those other factors to be taken
into account in their assessment) and to the relative validity and

reliability of these data sources." (p. 80).

Further:

"Researchers have been encouraged to utilize data compiled by the
organization itself, but many types of organizations have virtually no
data on outcomes achieved. In addition o the difficulties entailed in
measuring changes in underlying states, many organizations lose
contact with their ‘products" - whether human graduates or
manufactured commodities - immediately after the transformation
process has been completed. The collection of relevant outcome
measures can become very costly indeed if it entails tracking down
such products after they are distributed throughout the environment.”

(p. 80).

According to Scott, the timing of outcome assessment is also crucial, “...selection of

the time at which outcomes are to be assessed is an important decision that will have
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consequences for the results observed and conclusions drawn." (p. 81). Hence, it
may be said that there are many problems associated with outcomes based
approaches and to simply seek to ignore those intervening environmental variables
which make such approaches difficutt is not satisfactory. Guba and Lincoln term the
practice of “...assessing the evaluand as though it did not exist in a context but only
under the carefully controlled conditions that are in force after a design is
implemented. Such conditions are instituted in the hope that irrelevant local factors
can be swept aside, and more generalizable results obtained..." (p. 36) as ‘context
stripping’. Whilst context stripping lends an appedaling simplicity to the analysis of the
organisation, in effect this practice commonly results in evaluations being found to
be irrelevant at the local level and thus results in the non-use of evaluation findings.
Further, Zammuto (1982) has argued that "Within a goal-based evaluative
framework, context is irrelevant because the attainment of godis is the only standard
against which performance is judged. The appropriateness or value of the goails is

ignored." (p. 18).

Based on the above, it may be said that the analysis of organisational outputs and/or
outcomes is a complex issue involving many factors such as the impact of
intervening variables, timing, etc., and that alternatives to the goal methodology. for
example the system-resource approach with its emphasis on environmental
awareness, give more attention to the analysis of context of the organisation and to
the appropriateness of the goals themselves. Hence, it may be argued that a goal
based evaluation, due to its inability to account for environmental affects, may be

complemented with information from a system-resource based evaluation.

Finally, it has been claimed that the concept of the organisational goal does not
facilitate the comparison of one organisation with another. Mohr states; "Even if the
content of the organizational goal were not too difficult to specify, it is so intricately
complicated and so dependent on persons and situations that there is probability

zero that two organizations have the same goat'. (p. 185). It may be suggested that

120



the failure of goal based evaluation to facilitate inter-organisational evaluation is a
positive attribute since to do so would necessitate isolating the organisation from its
environment to enable comparison, the advantages of which, it has already been

argued, are dubious.

In summary, eight criticisms have been levelled at the goal approach. It has been

claimed that the goal approach:

1. promotes a false image of objectivity;

2. reifies the organisation;

3. privileges official goals over operative godis;

4, encourages pursuit of the unattainable;

5. incorrectly assumes a positive function between organisational goal-seeking

effort and effectiveness;

6. adopts an over simplistic approach 1o the analysis of outcomes and outputs;
7. ‘context strips' the organisation;
8. does not enable inter-organisational comparison.

4.7 Reflections on the Critique

In this section consideration will be paid to whether or not the eight criticisms of the
goal approach discussed in the previous section were borne out in the piiot projects.
Each of the criticisms will be addressed in turn and, where appropriate, the evidence
provided by the projects, which either serves to support or negate the criticism,

cited.

Firstly, the goal approach was accused of promoting a false image of objectivity
through the apparent omission of the researcher's values. It has to be said that
where, as in the case of the pilot projects, there is a conviction to the principles of

process consultation then this criticism is rendered invalid as the researcher's role is
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reduced to advising merely on matters of process and, thus, his/her ability to
influence the evaluation through the introduction of his/her own personal values is
minimised. Further, in the case of the pilof projects, account was given of how the
statements of goals were generated which served o reveal any influence that the
researcher might have had. It is concluded that the goal approach only promotes a
false image of objectivity when contextual information, such as how the goals were

generated, is omitted from the evaluation report,

Secondly, the goal approach was criticised for reifying the organisation. In the cases
of both Worthley CVS and Voluntary Action Chatleton, the ability fo have goals was
attributed to the organisations as there appeared to be a consensus between those
involved with the organisation about what its goals should be. Had there not been a
consensus about goals then it would not have been as easy to attribute goals to the
organisation and, moreover, the goal approach might not have been deemed
appropriate. In contrast, a statement of organisational goals was not achieved by
East Baldershot. However this was due less 1o there being a plurality of opinions about
what the organisation should be doing than the inability of those involved with the
organisation to focus on the long, rather than the short, term. It is concluded that the
goal based methodology is guilty of attributing the characteristic of having goals to
the organisation but this is scarcely a heinous crime where a consensus of opinion

exists about those goals.

Thirdly, it was claimed that the goal approach privileges official goals over operative
ones. The distinction between official and operative goals is only problematic if one
considers the two types of goal to be contradictory. In the case of CVS, because
staff and members tend to have a moral commitment to the organisation and
because statements of official purpose tend to be generated through a process of
consultation rather than imposed from on high, operative and official goals tend to

converge. Hence, no evidence was gathered from the pilot projects to either
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support or negate this criticism as differentiation between the two types of goals was

not reaqily possible.

Fourth, the goal approach has been accused of encouraging pursuit of the
unattainable. This criticismn was not borne out in the pilot projects. Both Worthley CVS
and VA Chatleton placed great emphasis on ensuring that the targets set were
appropriate to the resources available, to the context and to the time period in which
they were to be pursued. Additionally, in the project with VA Chatleton substantial
research was conducted info what level of achievement had been occurring
previous to the evaluation so that targets could be set which might serve to motivate

staff on to higher levels of achievement.

Fifth, the goal approach was accused of assuming a positive function between effort
and effectiveness. This turned out to be the case and was, indeed, sometimes
problematic. When, for example, in the case of Worthley CVS, attention was paid to
goals relating to representation and liaison, where the relationship between effort
and effectiveness is somewhat tenuous, the goal approach broke down. Despite an
ongoing debate, indicators of effort were never identified for the activities of
representation and liaison. Consequently, it is concluded that the goal approach is
only able to cope with activities for which there is a positive relation between the
amount of effort aftributed to them and their achievement. Further, the goal
approach pays scant attention to the law of diminishing returns by which, after a
certain point, the rewards of more effort increase at a declining, or even negative,

rate.

Sixth, it has been argued that the goal approach oversimplifies the analysis of
outputs and outcomes. This oversimplification was very much an issue in the project
with East Baldershot CVS, especially with regard to the development activities of the
CVS. For example, the point was made that it was not appropriate to look at the

success of any of the projects set up by the CVS since the CVS's contribution to that
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success was too difficult to discern. Thus, it is concluded that the goal approach is
guilty of simplifying the analysis of outputs and outcomes. However,
oversimplification might be avoided by conducting a period of organisational
analysis, involving all of the parties to the evaluation, prior to the evaluation taking

place.

Linked to the idea that the goal approach oversimplifies the analysis of outputs and
outcomes, is the criticism that it also context strips the organisation. Due to a period
of organisational analysis prior to the evaluations, this criticism was not upheld by the
projects. Indeed, if the accusation were true that the goal approach context strips
the organisation then the pilot projects in this section would appear significantly
lacking in content when compared with the project reports contained in other

sections and this does not seem to be the case.

Finally, the goal approach has been criticised for failing to enable inter-
organisational comparison. In each of the pilot projects a set of goals which was
unigue to that organisation was developed; no attempt was made at developing a
common set of goals for the CVS concerned. Hence the accusation that the goal
approach fails to facilitate inter-organisational comparison is supported. However,
this may be a good thing rather than a bad. It can be argued that inter-organisational
comparison fails to respect the unique nature and context of each and every
organisation. The issue of inter-organisational comparison will be revisited in Chapter

11.

48 Conclusion

in this chapter the idea that organisational effectiveness relates to goal achievement
was examined. Firstly, an account of the theoretical foundations for such an
approach was given and then an activity model for putting goal-based evaluation

into practice was constructed. Accounts of the three pilot projects which attempted
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to implement this type of evaluation followed. In order to present a balanced picture,
equal attention was paid in the case-studies o both the positive and negative
aspects of this type of evaluation as expressed by the CVS themselves. Following
this, the learning which resulted from the pilot projects and the way in which that
learning affected the definition of the methodology was reflected upon. This chapter
concluded with a critique of the goal approach and an assessment of whether or not

that critique was supported by evidence from the pilot projects.

Given that the system-resource form of evaluation has already been introduced in
this Chapter as a form of evaluation which might compensate for the goal
approach's failure to appreciate the complex organisation-environment
relationship, in the next chapter this form of evaluation, which has its own set of

positive and negative aspects, will be discussed.
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CHAPTER 5

SYSTEM-RESOURCE BASED EVALUATION

5.1 Introduction

The implications of effectiveness being defined as the organisation's ability to
survive and adapt in a dynamic environment will be addressed in this chapter.
Following the pattern which was established in the previous chapter, the theoretical
basis of the system-resource approach will be summarised and a method
formulated. Following this, an account will be given of the pilot project which tested
the system-resource based method and the reflections of the CVS on the process
recounted. Critique will then be made of this approach and assessed in the light of

evidence from the pilot project.

52 Theoretical Foundations: A Summary

It was argued in Chapter 2 that the notion that the organisation is like an open system
seeking to survive by adapting in a dynamic environment follows from the organic
metaphor. Further to this, according to Fliood and Jackson (1991q), there is an
extension of the organic metaphor in the idea that organisations are iike brains. The
brain "...metaphor emphasises active learning and control rather than the passive
adaptability that characterises the "open system" view. In management and
organisation theory it has led to attention being focused on information processing
and viability." (p. 10). This view reaffirms the importance of control and environmental
awareness and adds a further dimension in that ‘The neurocybernetic metaphor or
wiable system" view adds to this the importance of “learning to learn” (i.e.
accepting dynamic rather than static aims and objectives, and self-questioning

rather than merely self-regulating)." (p. 11).
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The principles underlying the organic and neurocybernetic metaphors are
exemplified by the structural functionalist school of thought. Structural functionalism
focuses upon the identification and analysis of social system processes necessary
for the survival and evolution of social systems such as organisations. Proponents of
structural functionalism (e.g.. Selznick, 1948; Parsons, 1960) set out lists of various
'needs' that have to be met for organisations by their sub-systems if they are to
survive. The organisation is seen as being geared to ensuring its own survival and,
therefore, as acting independently of individual members. it is the task of
management to ensure that the organisation's needs are met whilst environmental

conditions are constantly adapted to.

A strict structural-functionalist definition of an effective organisation is one that
survives. However, Etzioni (1960) relaxed the traditional structural-functionalist
emphasis on survival in order to allow organisations to be compared more readily for
effectiveness. Hence, according to Etzioni, the proper functioning of organisational
sub-systems or processes should be included as criteria of effectiveness. Further,
Katz and Kahn (1978) argue that attention must be given to the functioning of
production, supportive, maintenance, adaptive and managerial sub-systems in

order to maximise the performance of the organisation.

System-resource theorists Yuchtman and Seashore (1967) adopt the stance that
managing the various input-output transactions between the organisation and its
environment is the key to organisational effectiveness and viability. Yuchtman and
Seashore's approach embraces the dynamic nature of social relations in that it
acknowledges that in securing resources the organisation must adapt and change in
line with the environment, in other words the organisation must seek to learn about

itself, its environment and its relationship with the environment.

Structural functionalism is represented in the field of systems thinking by the theory

and practice of management cybernetics. Whilst traditional cybernetics has
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concentrated on the study of mechanical and biological phenomena,
management cybernetics focuses on the social structure of purposeful systems.
Beer (1979) formulated a model of the organisation based upon those relationships
and functions necessary for an organisation to have 'independent existence', this
model was named the Viable System Model (VSM). The VSM represents an
important tool of diagnostic enquiry in the field of organisation studies. The VSM
incorporates the principal cybernetic tools of feedback, variety engineering and
black-box theory (the principles of the VSM will be examined in greater detail in the

next section).

Having established the foundations of a form of evaluation based on a definition of
effectiveness as the organisation's ability to survive, learn and adapt in a dynamic
environment, discussion will now be made of how such an approach might be

reqglised in practice.

53 Method

With the system-resource form of evaluation, it is assumed that a system is effective
if it is able to survive in a dynamic environment; survival is based on the organisation's
ability to meet environmental demands and so it is appropriate to have an element
of the supra-system evaluate the organisation. Hence, in a system-resource based
evaluation, an expert or experts must rate the organisation with reference to some
form of ideal model. The evaluation is based on the assumption that if organisational
processes are of a high quality, then the organisation can be assumed to be
capable of survival over time and of effective and efficient action. it is also possible
to ask what desirable characteristics an organisation should have:; this allows it to be
evaluated not only on whether it has characteristics which make it viable, but also on
other characteristics felt to be desirable. Hence, the focus of this form of evaluation is

on helping the organisation learn about how it must change its processes and

behaviour in order to be effective over time.
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Theoretically, system-resource based evaluation can be defined as a six stage

process:

1. Appoint a trusted expert or experts

2. Select ideal model(s) of the organisation

3. Review the organisation

4, Based on the review, compare the organisation with the ideal
5. Report back

6. Review the process

Whilst the process of a system-resource based evaluation has been set out in a
linear format above, in practice the evaluation is more likely to progress in an iterative

manner. The system-resource based evaluation cycle is shown in figure 8.

1. Appoint a trusted
—1 expert or experts
{
2. Select an ideal model of
the organisation

1
{3.  Review the organisation |
J

4, Based on the review,
compare the organisation

with the ideal
4
[5. Report back !
|}
L{6. Review the process |

Figure 8. Conceptual Model of System-Resource Based Evaluation

We shall now look at each of the stages of the process in detail. A great deal of
learning about how to conduct a system-resource based evaluation occurred as a
result of the pilot project and the process detailed below is very much the product of

that learning.
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Appoint a trusted expert or experts

As has been said, the system-resource method of evaluation is based on the
organisation being assessed by a supra-system component. Hence, the first
stage of the process is the identification and appointment of an expert to
undertake the evaluation. Consideration might be given to the employment
of more than one expert with each of the experts having a different field of
expertise. In the pilot project, two experts were used, one of the experts
having specialist knowledge of the use of operational research in community
organisations and the other expert having significant experience of CVS

matters at both the local and national ievels.

Select an ideal model of the organisation

Having secured the involvement in the exercise of the expert(s), a meeting
between the expert(s) and evaluation group to discuss the model to be used

in the evaluation should be held.

Cybernetics is a field of study which, among other things, looks at those
characteristics which any organisation must have to enable it to survive in the
long term. The characteristics which are put forth in the model detailed in this
report have been taken from several cybernetic models of the organisation,
including Katz and Kahn's Organisational Subsystem’s Model (1978), Beer's
Viable System Model (1979). Checkland's Formal System Model (1981), and
Ackoff's Responsive Decision System (1983). The main principles of each of
the models were represented in the viability characteristics used to evaluate
the pilot project CVS. The main principles of each of these models will now be

reviewed.
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Katz and Kahn (1978) define five categories of sub-systems which *...perform
functions vital for the organization in that the failure of any would in time

incapacitate the organization itself." (p. 59). The sub-systems are:

1. the production or technical sub-systems, concerned with the work
conducted on the throughput;

2. the supportive sub-systems, responsible for the organisation's
transactions with its environment, such as the procurement of input
and the disposal of output. These sub-systems are also concerned
with ensuring the legitimation of and support for the organisation in the
eyes of the environment;

3. the maintenance sub-systems, concerned with the well-being of the
resources, generally human beings, for getting the work of the
organisation done. Hence, "...the maintenance system is concerned
with inputs for preserving the system either through appropriate
selection of personnel or adequate rewarding of the personnel
selected.” (p. 53);

4, the adaptive sub-systems, which alert the organisation to changes in
the environment and interpret the significance of the changes for the
organisation (the sub-systems detailed in 1. to 3. are all internally
oriented). According to Katz and Kahn an externally oriented system
is needed as to ignore environmental changes is to "...risk the
possibility that the transactions of procurement and disposal will be
reduced or refused, or that the processes of maintenance will
become increasingly difficult.” (pp. 54-55);

5. the managerial sub-systems control, co-ordinate and direct the other
sub-systems to ensure that they act in harmony and that the system as

a whole adapts to its environment.
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Having defined the various sub-systems, Katz and Kahn go on to state: “The
significance of the different subsystems nevertheless varies at different times
in the life cycle of the organization and in different environmental

circumstances." (pp. 59-60).

The viable system model (VSM) is based, according to Jackson (1989), on the
notion that; "'The main problem for an organization in achieving viability is the
extreme complexity and uncertainty exhibited by its environment." (p. 413).
To deal with this complexity, following Ashby (1956). the VSM incorporates
several forms of variety attenuator and amplifier in order that it can
"...respond appropriately to the various threats and opportunities presented
by its environment.” (Jackson, 1989, p. 413). Beer identifies five sub-systems
which must be present in any viable system, together with relevant
information flows and control systems. System 1 is concerned with
implementation and consists of the independent activity centres of the
organisation. These centres interact with the organisation's environment and,
in so doing, absorb some of the variety with which the organisation must
contend. As per the principle of recursion upon which the VSM is based, each
of these activity centres must be a viable system in its own right. Systems 2to 5
oversee the operations of System 1 and the overall adaptation of the
organisation as a whole. System 2 is concerned with co-ordination and serves
to ensure that the activity centres of System 1 act in harmony. System 3 is the
control function which is responsible for ensuring internal stabiiity and that the
sub-systems implement policy effectively and efficiently. System 4,
intelligence, captures all relevant information about the environment, unites it
with internal information and switches information up and down the
organisation. System 5 is the policy making function which balances the
opposing demands made by System 3 for stability to ensure optimisation of

internal processes and by System 4 for change according to external
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conditions. As per the principle of recursion, System 5 aiso represents the

essential qualities of the whole to any wider system of which it is part.

The formal system model was an element in Checkland's (1981) soft systems
methodology (SSM). According to Checkland the formal system model
represents "...a general model of any human activity system..." (p. 173) and
was used in SSM for checking the adequacy of conceptual models.

Checkland states that a system (S) is a formal system fif it:

a. has an ongoing purpose or mission;

b. has a measure of performance which signals progress fowards the
purpose or mission identified in Q.;

C contains a decision making process which may, in the light of

feedback information provided by a. and b., regulate the systems

activities;

d. is recursive, its components exhibit all of the characteristics of formal
systems;

e. has interacting components so that each element of the system is

linked with all others;

f. interacts with wider systems and/or environments;

g. has a boundary separating it from f. This boundary is defined to be the
area in which the policy making process described in ¢ has the
authority to command action;

h. has resources which are at the disposal of the policy-making process;

i. has some guarantee of continuity and stability.

The responsive decision system model was formulated in the light of Ackoff's

(1983) perception of;
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"...a greater need for decision-making systems that can
respond, learn, and adapt quickly and effectively than there is
for one that, using the 'predict and prepare' paradigm,
produces so-called 'optimal' solutions that either deteriorate

rapidly with changing conditions or are still-born." (p. 64).

There are five essential functions in the responsive decision system:

1. Identification and formulation of problems or threats and opportunities;

2. Decision making about what to do about the problems identified by 1.;
3. Implementation or taking action based on the decisions made by 2.;
4, Control, that is determining whether the plans laid by 2. are carried out

as intended by 3. and where a deviation occurs instigating remedial
action;
5. Acquisition and distribution of information to enable the proper

functioning of 1. to 4.

When constructing the model for use in the CVS pilot project, having gleaned
from the four models discussed in the above those characteristics necessary
for any organisation to be viable in the long term, attention was then turned to
the specification of those characteristics which it was deemed most
desirable, by CVS in general, that a CVS should exhibit. The inclusion of the
desirable characteristics in the evaluation was legitimised on the grounds that
as NACVS, which defines the characteristics which determine whether an
organisation may claim CVS status, is made up of its members, one CVS is
very much dependent upon others for its definition as such. Hence, it is crucial
that all CVS are aware of what its fellow CVS believe to be desirable
characteristics. The desirable characteristics were those selected by at least
40% of respondents to a national survey of CVS undertaken in December 1990.

The questionnaire and characteristics are included in Appendix 22. The
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inclusion of desirable characteristics was particularly pertinent in the case of
the pilot project as the CVS concerned was generally regarded within the CVS
network to engage in non-CVS activities and to have methods of operating
which were not appropriate for a CVS. The CVS involved in the pilot project
recognised that if it was to remain as a CVS it must at least be aware of when it

was acting in a non-CVS manner.

Thus, from the review of the structural models, a set of viability characteristics
was determined and, from the survey, a set of desirable CVS characteristics

was defined. Both sets of characteristics were used in the pilot project.

Review the organisation

Having familiarised himself/herself/themselves with the ideal model, the
expert(s) should undertake a thorough investigation of the organisation and
its practices. In the case of the CVS pilot project, related to each of the
characteristics identified at Stage 2 was a set of questions which served to
enable the experi(s) to extract that information from the CVS which enabled
him/her/them to formulate an opinion about how well the CVS was operating
in relation to each characteristic. This set of questions was, in part, suggested

by representatives of London region CVS at one of their local meefings.

Whilst the questions were derived from the individual characteristics, for the
purposes of carrying out the evaluation the questions were related to one
another so that the conversations between the expert(s) and the CVS flow in a
more or less logical order (see Appendix 23). Following the discussion, the
answers to the questions can then be related back to the individual

characteristics for the purposes of analysis.
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in conducting the pilot project, it was generally agreed that before the actual
interviews took place, the expert(s) should be provided with any background
information the CVS felt appropriate or any information requested by the
expert(s) in preparation for the exercise. As well as information about the
CVS, it is also helpful to provide the expert(s) with contextual information
about the area which the CVS serves. The actual interviews may be as formal
or as informal as the expert(s) see fit. He/she/they should be allowed the
discretion to stick as closely to, or deviate as far from, the formal
questionnaire structure as seems necessary. The purpose of the interviews is
not to see how closely the expert(s) can stick to the questions, but to furnish
the expert(s) with that information that he/she/they need to formulate an

opinion about the organisation's operations.

When conducting the pilot project it was found that holding separate
interview sessions for staff and the Executive Committee made the planning
of the exercises easier. Consequently, separate sets of questions were
drawn-up for the Executive Committee and the staff. Whilst in the ideal all
members of staff and all members of the executive should be involved with
the interviews, in the pilot project it was found that splitting the interviewees into
small groups made the interviews easier to handle. A group of about four
interviewees was found to be ideal since it gives all members of the group an
opportunity to express their opinions. Tape-recording the interviews enabled
the experts to listen repeatedly to the comments of the interviewees and, it
was said, made writing the report on the CVS easier. At the end of the
interviews, before writing the report, in the pilot project it was suggested that
the expert(s) should be allowed to request any further information from the

organisation which he/she/they feel necessary.
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Based on the review, compare the organisation with the ideal

Having gone to some lengths to gather information from the organisation
about its operations, the expert(s) by this stage will usually have formulated
an opinion about how well the organisation is actually operating. At this stage
in the pilot project it was suggested that the expert(s) give the organisation a
rating. say out of ten, for each of the stated characteristics in the ideal model.
The expert(s) should justify the rating with evidence from the interviews and
information gathered. The statement of assessment should be
supplemented with details of how, in the eyes of the expert(s), the

organisation might improve its functioning.

Report back

A report from the expert(s) should then be made to the evaluation group.

Review the process

Reviewing the process is part of the meta-evaluation sub-system (see

Chapter 8). There are a number of points which are of particular relevance in

the meta-evaluation of a system-resource based system (several of these

questions may also be posed, in the future tense, at the beginning of the

exercise):

. How adequate was the ideal model(s)?

. Did the questions posed by the experi(s) capture the nature of the
CVS§?

J What aspects of the organisation, if any, did the exercise ignore?

. Were the expert(s) able to bring specialist knowledge from their field

of expertise to bear on the exercise?
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. In the light of the evaluation, what type of expert knowledge is the

organisation most in need of?

54 Case-Study

54.1 Case Study: Newley Council for Community Service

At the time of the pilot project, Newley Council for Community Service (NCCS) had
been in operation for 17 years and covered a borough with a population of
approximately 300,000. NCCS had two branches in the areas of Deptley and Hunfleet.
There were a number of problems facing the area but, particularly, the social and

economic problems stemming from high unemployment were paramount.

In CVS terms, NCCS was quite radical. The single factor that separated NCCS from
most other CVS, though, was the fact that it was rich! In recent years, NCCS had
received large allocations of Government funds and had invested very wisely. NCCS
was at the leading edge of new technology and management practice and was
quite willing to offer its services to anyone, within reason, who was willing to pay for
them. Hence, the General Secretary of NCCS was keen to become involved with the
national project as it was believed that if the staff of NCCS could develop their
evaluation skills then this service could be sold to others. Given the General
Secretary's liking for anything that was new and/or novel, he was quite enthusiastic
about trying out a form of evaluation which had not been undertaken in the context of
a CVS before; it was decided that a system-resource based evaluation would be
used by NCCS. The General Secretary was, however, quite cynical at this stage
about whether the project would be allowed to go ahead. Indeed, he made a
comment to the effect that 'NACVS would not allow NCCS to be part of the evaluation
project because they were not one of NACVS's 'star' members! As the inclusion of

NCCS was never raised as an issue by neither NACVS nor the Advisory Group one is
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led to conclude that the General Secretary of NCCS had a tendency to over

exaggerate any negative feelings held by NACVS towards NCCS.

Quite a lot of work had to be undertaken to ensure that the system-resource form of
evaluation was appropriate to the specific nature of CVS. As was stated in the
previous section, several structural models of the organisation were examined in the
determination of a set of viability characteristics and a questionnaire was sent to all
CVS in England asking them to define the characteristics which it is desirable that a

CVS exhibit (see Appendix 22).

At this stage, it was decided that two independent experts should be used to
evaluate NCCS in terms of the viability and desirable characteristics. It was hoped
that coming anew to NCCS, the independent experts' insight into the operations of
NCCS would be clearer than that of the staff or Executive as they would not be
involved in the day-to-day issues affecting NCCS. However, the decision to use
outsiders to undertake the evaluation introduced a new problem; how to introduce
the experts o NCCS so that they could extract sufficient information to provide a fair
basis for the assessment of the organisation in a single day? The single day constraint
was infroduced due to lack of project resources but it was widely held that, in the light
of the funding constraints facing CVS, this was a realistic proviso to add. In response
to this time problem, a set of questions was put together (see Appendix 24), by the
project worker in conjunction with a number of CVS attending a regional meeting,
which served to extract that information which it was deemed necessary for the
experts to have in order for them to formulate an opinion about the organisation's

functioning in relation to the agreed characteristics.

Having defined the basis for the evaluation, attention was turned to the matter of who
would be suitable and willing (given the meagre consultancy fee the project was
able to offord) to act as the experts. Whilst, theoretically it was not necessary o

involve the staff and Executive Committee in the selection of the experts, in practice
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it was vital to involve NCCS in the selection of the experts as it was readlised that they
would only act upon the advice and comments of someone whose opinion fhey
trusted. Charles Ritchie, Community Operational Research Unit, and Gaynor
Humphreys, former CVS General Secretary and CVSNA worker, stepped into the

breach to undertake the awesome task of acting as the experts.

The evaluation day took place in October. In the morning, the experts split the staff
into two groups and each group handled a separate set of questions. A lot of lively
discussion took place and the general climate of the discussion was positive. In the
afternoon, the experts met with the Executive Committee. Unfortunately, only four
members of the Executive Committee were present at the session (however, it was
said that a larger group might have been unmanageable as, by late afternoon,
everyone was getting a little tired). It became evident, in discussion with the
Executive Committee members, that they were not happy about the way in which the
NCCS was being managed and they felt that the General Secretary was not
responsive to decision made by the Executive. Indeed, the members of the
Executive that attended the session were quite outspoken and it was stated that
‘whilst they General Secretary may ignore the comments of the Executive, he cannot
ignore the comments of two independent experts working on behalf of NACVS'.
There was, however, a more positive and supportive aftitude held by the Executive
towards other members of staff. At the end of the day, there was a slight controversy
about who should actually receive the final report first (this controversy was quite
worrying as it seemed to be indicative of a complete lack of trust between the staff
and the Executive). In the end, a compromise was reached whereby the evaluation

report would be revealed at a joint meeting of both staff and Executive Committee.

The experts went away to gather their thoughts on the day and to construct a report
on NCCS. Due to the time lapse in conducting the exercise, receiving the experts'
reports, producing a unified evaluation document and getting it to the CVS, it was

reported back to the project worker that staff and Executive had started to act on
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their own initiative in addressing what they saw as being the main issues for NCCS as

revealed by the discussion which took place with the experts.

Despite the negative feelings of the Executive Committee towards the General
Secretary, in the finai analysis, NCCS scored fifty-five out of a hundred and ten (50%)
on the viability characteristics and sixty-four out of a hundred and ten (68%) on the
desirable characteristics (see Appendix 24). Based on the experts' comments and
ratings, a detailed report was presented to a meeting of both staff and Executive
Committee. Surprisingly. many more members of the Executive attended this
meeting than had attended the interviews with the experts. Much heated debate
took place at this meeting but it was agreed that, whilst the evaluation had not really
surfaced anything that was not already known, it had produced quite an accurate
portrait of NCCS, provided an impetus for change and had made an opportunity for
staff and Executive Committee members to get together to clarify several issues

which had been blighting working relations.

Several months later, when refiecting upon the evaluation process, the General
Secretary commented that 'all the evaluation had done was made staff and
Executive Committee far more vocal about their demands'. The later reflections of

the staff and Executive have not been recorded.

a. Reflections by the CVS

As in the previous chapter, attention will now be turned to the CVS's thoughts about

the evaluation process in which they engaged. It has already been said that these

points were the outcome of a meeting of representatives of all the pilot projects.
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Positive Aspects of the Evaluation:

. Designing the evaluation system was a difficult process but once done the
model should be applicable to any CVS.

. There was a long gap between the evaluation day and NCCS receiving the
reports back from the experts. This might have been a disadvantage but, in
fact, NCCS began to implement changes for itself, in the light of what it
anficipated as being the resuits of the evaluation.

. The evaluation provided an opportunity for staff and Executive Committee
members to work together at clarifying several issues which had been

blighting relations.

Negative Aspects of the Evaluation:

. The long gap between the evaluation day and NCCS receiving the report
meant that the momentum for change in response to the evaluation findings
might have been lost (fortunately, this did not happen).

. The appointment of trusted experts was crucial 1o the success of the exercise
and may prove difficult for CVS wishing to use this model of evaluation. Also,
the involvement of experts made the exercise quite expensive which might

prevent the use of this type of evaluation by other CVS.

Important Issue:

. In this case, it was generally felt that the experts got o know the organisation
quite well in a short period of time. However, the quality of the portrait of the
organisation taken away by the experts in an evaluation of this kind depends
on a number of factors, such as how well and honestly the questions posed

by the experts are answered, the nature of background information supplied,

and so on.
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55 Reflections on the Research Pr $S

Unlike with the goal approach, there is very little on conducting a system-resource
based evaluation in the literature, hence the methodology was very much derived
by working out what, logically, the theory of system-resource based evaluation tell us
about how this methodology should be implemented in practice. The best example
of this is the idea that the evaluation should be carried out by an expert, as a member
of the supra-system to which the organisation is seeking to adapt, rather than, for
example, members of the organisation itself. In the previous section an account was
given of the system-resource based evaluation methodology being employed in
practice. As a result of this account, we are now in a position to reflect on the

generation of the model of system-resource based evaluation set out in figure 8.

It may be said that as a result of conducting the pilot project, the following was learnt

about the process:

* members of the organisation are far more likely to take heed of the results of the
evaluation if they are involved in the selection of the expert(s). If the expert(s) are
not selected by means of a participatory process then the danger is
encountered that the results of the evaluation may simply be disregarded by
members;

+ due to resource constraints, the amount of access that the expert(s) are able to
have to the organisation may be limited. Consequently, for the expert(s) fo be
able to formulate a fair impression of the organisation's functioning, it is desirable
that they should be given as much written information about the organisation and
the context in which it works and that they be allowed to request any information
that they feel is necessary from the organisation;

« in order for the information output by the expert(s) to be easily assimilated, it is
recommended that the organisation be given a numerical rating for its

performance for each of the characteristics in the ideal model and overall. The
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evaluation report might be further enhanced by the inclusion of the expert(s)

recommendations for change by the organisation.

The method discussed in section 5.3 and figure 8 reflects the above points of learning
about system-resource based evaluation which resulted from conducting the pilot

projects.

It can be seen from the above that few changes are recommended to the basic

methodology as a result of conducting the pilot project.

56 Critique of the Organic Approach

In a previous section a short account of the positive and negative aspects of system-
resource based evaluation was given from the point of view of the CVS involved in
the pilot project. In this section a more in-depth approach will be adopted: the
organic/system-resource approach and its advantages will be summarised and

then, at greater length, criticisms of this approach will be discussed.

Yuchtman and Seashore (1967) provide a comprehensive overview of the organic
model and its corresponding form of organisational evaluation. Yuchtman and

Seashore state that the organic view:

“...emphasizes both the distinctiveness of the organization as an
identifiable social structure and the interdependence of the
organization with its environment. The interdependence takes the
form of transactions in which scarce and valued resources are
exchanged under competitive conditions. The organization's
success over a period of time in this competition for resources - i.e., its
bargaining position in a given environment - is regarded as an

expression of its overall effectiveness. Since the resources are of

144



various kinds, and the competitive relationships are multiple, and
since there is interchangeability among classes of resources, the
assessment of organizational effectiveness must be in terms not of
any single criterion but of an open-ended multidimensional set of

criteria." (p. 891).

Further advantages can be gathered from Jackson's (1989) review of the VSM.

Firstly, it is claimed that the model is generally applicable as "...recommendations
endorsed in the model do not tightly prescribe a particular sfructure: they relate more
to a systems essential organization, to use a distinction drawn by Varela (1984). They
are concerned with what defines a system and enables it to maintain its identity." (p.

M5).

Secondly, the principle of recursion, upon which the VSM is based, enables the
model to cope easily with, for example, the interdependence between a parent
company and its various subsidiaries. As regards horizontal interdependence,
Jackson argues that this is facilitated through the integration and guidance functions

of the VSM.

Thirdly, Jackson argues that “...the model demands that attention be paid to the
sources of command and control in the system..." (p. 417). Systems 2, 3, and 5 and
that there is also System 4 to collect environmental information and detdails of internal
operations, and to bring the fwo together in the formulation of policy which bailances
both external and internal demands. These functions are never so clearly delimited

in other models.

Fourth, Jackson claims that the model recognises the importance of information,

especially in holding the organisation together and in the management of the

organisation-environment relationship.
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Based on the above, Jackson concludes that the VSM, taken here to be
representative of organic models in general, "...can be used to make specific
recommendations for improving the performance of organizations as systems." (p.

418).

Having summarised the advantages of the organic model we shall now ook in
greater detail at criticisms which have been levelled at the model and its

corresponding form of organisational evaluation.

Firstly, as with the goal approach, questions have been raised about whether it is
appropriate to attribute biological and/or human characteristics to the organisation.
According to Rivett (1977), it is wrong to believe that the human body can tell us
anything about organisations. In illustrating this argument, Rivett asks “...why should
the nervous system of (say) a monkey tell us much that is relevant about how ICl

paints division should be organised?" (p. 35).

Katz and Kahn are well aware of the limitations in applying the organic analogy to
organisations. They state; "Our discussion of the common characteristics of all open
systems should not blind us to the differences that do exist between biological and

social systems." (p. 36). However this criticism keeps appearing in different guises.

Secondly, Silverman (1970) quotes Krupp (1961) as claiming that the systems model is
partial in that it only focuses on problems posed by the environment and in so doing
ignores purposive human action. Krupp's viewpoint supports Jackson and Flood's
(1991a) claim that the cybernetic model gives an impoverished picture of the
organisation as it “...neglects qualities brought by the human actors who make up
organisations. Thus it has little to say about the social processes that go on in
organisations, about organisational culture and about politics and power struggles in

enterprises." (p. 110). Indeed, in the organic model:
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"The consequences of action are 1o be considered, but only in terms
of the supposed 'needs' of the system; the explanation of causes is
left to others or, at best, discussed in a circular way so that the ‘cause’
of any act is that the needs of the system made it necessary.”

(Silverman, p. 64).

Related to this criticism is the point, originally made by Ulrich (1981) and reiterated by
Flood and Jackson, that “...the VSM neglects the purposeful role of individuals in
organisations.” (Flood and Jackson, 1991a, p. 110). For as Morris has claimed, cited in

Jackson (1991q). in the organisational context ‘the big toe also thinks'.

According to Jackson (1989) it is useful in evaluating the VSM, for example, to draw on

Ulrich's (1981) distinction between purposive and purposeful systems:

"The VSM is purposive, being concerned with the effectiveness and
efficiency of means or tools employed to achieve some end. Social
system models should be purposeful; respecting the self-reflective
individuals who participate in and are affected by social systems, and

facilitating their awareness of the purposes being served.” (p. 426).

Jackson goes on to criticise the VSM for failing to adequately consider the role of

management in promoting self-reflection and shared purpose:

"For Beer, apparently, good management can be no more than
management that establishes requisite variety between itself and the
operations managed, and between the organization as a whole and
its environment. This goes against the reasonable assumption that
good management must also concern itself with the nature of the

purposes being served and the meaning and significance of these for
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participants in the enterprise. The VSM, therefore, fails to facilitate any

discussion about the goals to be pursued.” (p. 433).

Incorporation of such mechanisms to facilitate debate about goals would seem to
be necessary to counter the accusation that the cybernetic model has autocratic
implications as a result of it serving the purposes of narrow elitist groups. As it is,
Jackson states that the VSM's perspective on the practice of goal-setting is a
consequence of the organic paradigm on which it is based and is not appropriate for
social systems, "...because it implies that - as with organisms - goal-setting should be
a privileged function of higher-order levels of the system." (p. 433). In the light of the
above, it might be concluded that the system-resource model neglects the social

aspects of organisation. Jackson (1989) has said:

"When it comes to bringing about change in social systems we need
what De Zeeuw (1985) calls 'multiple actor design involving values'.
Other methodological approaches, such as Checkland's 'soft
systems methodology' and Ulrich's ‘critical systems heuristics', fulfil

this need more adequately than the VSM." (p. 434).

In the field of evaluation a similar argument might be made for the system-resource
approach to be supplemented with information forthcoming from the multi-actor

based approach.

Thirdly, the organic or system-resource approach has been accused of promoting
stability over change. Jackson argues "...the enterprise is essentially robbed of an
exceptionally important source of constructive change - internal change stemming
from individual deviancy, group conflict, etc." (p. 427). Jackson goes on to quote
Ulrich's statement that the VSM neglects the “...capability of social systems to

change their goal-state and structure in a stable environment..." (p. 427).
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Fourth, it has been argued that the notion of survival through resource acquisition by
any means, a principle fundamental to many of the modeis of the organic school, is
a dangerous one. It has been said by Jackson, following Morgan, that the organic
model encourages maximisation of return which is dangerous for the organisation
since "...the exploited environment may become so depleted as to be unable to
produce further resources." (Yuchtman and Seashore, 1967, p. 902). This criticism was
cast at the model proffered by Katz and Kahn by fellow system-resource theorists

Yuchtman and Seashore.

As regards forms of evaluation based on the organic model, questions have been
raised about whether or not it is useful to view the system-resource and goal
approaches as two separate methodologies. For, according to Hall (1991), whether
or not organisational growth is considered to be a form of resource acquisition or a
goal is "...a question of semantics..." (p. 250). Indeed, the system-resource form of
evaluation is widely regarded to be a derivation of the goal model with the individual
goais of the organisation being substituted by the universal organisational goatls of
system survival and growth. Hall goes on to argue that "...resource acquisition does
not just happen but is based on what the organization is aftempting to achieve,

namely, its goals." (p. 250). Further, Zammuto (1982) has stated:

"...goal based researchers would approach an organizational
assessment by asking or discovering what the operative goals of the
organization are, while the systems researcher would begin by
assessing the overall strength or viability of the organization. If either
group of researchers carried their assessments o their logical ends,

their efforts would converge." (p. 30).

The system-resource model has also come under attack from Steers (1975) who
undertook a review of multi-variate models of organisational effectiveness and

concluded that 'little overlap' existed between the evaluation criteria suggested by
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the different models. According to Steers, difficulty in the assessment of

organisational effectiveness may be attributed to eight core problems.

The first problem is that of construct validity. Steers argues that “...it appears that
either the effectiveness construct is invalid or that there may indeed be such a valid
construct for which the relevant observable criteria have not yet been discovered."

(p. 552).

The second problem is that of criterion stability. Steers opines that "...evaluation
criteria are relatively unstable over time; that is, the criteria used to evaluate
effectiveness at one point in time may be inappropriate or misleading at a later

time." (p. 552).

Thirdly, Steers points to the problem of the temporal dimension. He argues, following
Gibson, lvancevich, and Donnelly (1973), that what is meant by effectiveness in the
short, intermediate and long term is different and, hence, must be evaluated using

different criteria.

The fourth problem pointed out by Steers is that, in subsuming several variables under
one unifying framework, very often the criteria are conflicting. As an example, Steers

cites the conflicting criteria of productivity and employee satisfaction.

Fifth, Steers talks of the difficulty in assessing effectiveness criteria. According to
Steers this assessment usually takes on a quantitative form which he finds

unsatisfactory:

"...such quantification is often difficult because of the magnitude and
complexity of the concept. For example, how does one accurately
measure performance or satisfaction? Moreover, how consistent are

such measures over time? Existing models of effectiveness tend to
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operationalize such factors rather loosely, often defining
performance in terms of units of output or satisfaction as reduced
turnover and absenteeism. Unfortunately, these operational

definitions often allow for a considerable amount of error in

measurement." (p. 553).

Sixth, Steers questions the generalizability of multi-variate models of effectiveness:
"The assumption that one model is equally applicable to all organizations may, in the
absence of empirical support, lose sight of the functional specialization or

environmental variations across a diverse set of organizational entities." (p. 554).

Seventh, Steers questions the theoretical relevance of many of the models of multi-
variate criteria which have been proffered by evaluation theorists. Steers goes on 1o
discuss Katz and Kahn's model as an exemplar of a good model! of effectiveness
criteria, stating "...their model looks at relationships between important variables and
does so within a systems framework capable of increasing our understanding of
organizational dynamics. Such models are considerably more useful to the
researcher and theoretician than the more static, prescriptive enumerations of what

constitutes effectiveness." (p. 554).

Finally, Steers argues that little attention has been paid to the critical relationship
between micro and macro criteria of effectiveness. Steers claims that this oversight

is critical since:

"f we are to increase our understanding of organizational processes

and, indeed, if we are to make meaningful recommendations to
managers about effectiveness - models of organizational
effectiveness must be developed which attempt to specify or at least
account for the relationships between individual processes and

organizational behavior..." (p. 554).
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Goodman, Atkin and Schoorman (1983) also formulate a comprehensive critique of

the system-resource approach. They state:

"The outcome approach, atthough prevalent in the OE literature, fails
to increase substantially our understanding of OE because (a) the
construct space of OE is never carefully delineated; (b) the
relationship between indicators and OE is not examined; (c¢) most
outcome approaches do not distinguish between determinants and
indicators; (d) no well-specified model is presented for explaining
variation in these indicators; and (e) the time frame for the indicators is
not specified. These problems are inherent to the outcome approach
and in the value-laden concept of effectiveness. No easy solutions

seem available." (p. 171).

In a similar vein to Steers and Goodman et al., Campbell (1977) criticises the multi-
variate approach which is the usual practical form of expression of the system-

resource approach. Hall (1991) states that:

"While factor analysis is a fine methodological tool, it does not
arrange the factors in the form of a hierarchy. Campbell is suggesting
that some of the penultimate criteria may be more important than
others, and thus that choices may have to be made among the

criteria." (p. 250).
Thus, whilst on the one hand the goal approach is criticised for adopting a too

simplistic view of the organisation and its analysis, the system-resource approach is

criticised for failing to simplify enough.
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In this section five criticisms of the organic model and its corollary, the system-

resource form of evaluation were discussed. This school of thought was accused of:

1. reification of the organisation;

2 discounting purposive human action;

3. promoting organisational stability over change;

4, endangering the 'environmental nest’;

5. failing to put forth a consistent model of organisational effectiveness.

5.7 Reflections on the Critique

in this section consideration will be paid to whether or not the five criticisms aimed at
system-resource based evaluation were borne out in the pilot project. Taking each
of the criticisms in turn, the pilot project experience will be reflected upon and
evidence sought from that project which either serves to support or contradict the

criticism.

Firstly, the system-resource approach has been accused of reifying the
organisation. As regards the pilot project and the justice of this accusation, one must
ask whether or not those involved attributed objective characteristics to the
organisation. In conducting the interviews with staff and members of the Executive
Committee reference was made, several times, to the subjugation of the needs of
the individual to the needs of the CVS, for example with regard to time-off and wage
levels. Despite the resentment which appeared to be expressed by members of the
organisation when discussing occasions when their needs where saciificed to the
needs of the organisation, usually that sacrifice had been undertaken voluntary and
there appeared to be a common commitment by staff and Executive Committee
members to the ongoing survival of the organisation. It seems, therefore, that the

evaluation was concerned with the needs of the system and if this implies reification
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then this process was practised in the pilot project. However, it is not clear that this

practice was dangerous in this instance.

Secondly, the criticism of discounting purposive human action has been directed at
the system-resource approach. it can be seen from the account of the project given
in section 5.4.1 and from the variables reported in Appendix 22, that attention was not
only paid to external matters but also to internal matters such as staff development.
Indeed, it has to be said that the discussions held between the experts, the staff and
the Executive Committee members focused upon change as a product of politics
and power struggles as opposed to change as a response to environmental
conditions. Hence, the pilot project experience cannot be said to support the view

that the system-resource approach discounts purposive human action.

Thirdly, it has been argued that this approach to evaluation promotes stability over
change. At the interview sessions with Newley CCS there seemed to be an unspoken
agreement that, whilst it was acceptable to voice ideas for radical change, often
suggested ironically and involving more freedom and higher wage levels for staff,
ultimately there seemed to be a consensus of agreement that any change should
not endanger the life of the organisation. Further, there appeared fo be a general
agreement that, whilst most of those individuals involved with the organisation had
suggestions for ways in which the organisation might change, things would not be so
bad if they were to stay the same and that the, quite substantial, reserves of the
organisation should be protected. Thus, it appeared that, in the short term, the
system-resource form of evaluation did support, if not stability, minor change rather

than radical change.

Fourthly, it has been claimed that the system-resource approach endangers the
environmental nest by over-emphasising the importance of resource acquisition. As
has been said previously, Newly CCS put great store by ensuring its ongoing survival

through the maintenance of its reserves, financial and otherwise, and by maintaining
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a state of balance with its members, organisations with which it was in competition,
and so on. Indeed, whilst Newley CVS was one of the most commercial CVS,
especially in the range of services it offered to its members, it was recognised that it
had to be careful not to price itself out of the market. It is concluded, therefore, that
there was not evidence from the pilot project to support the accusation that the
system-resource approach of the endangers the environmental nest as careful

consideration was taking place in order to avoid this.

Finally, the system-resource school of evaluation theory has been subjected to the
criticism of failing to put forth a consistent model of effectiveness. The model of the
organisation which was used in the pilot project was a composite of the
characteristics contained in several popular system-resource type models and of
the characteristics selected by CVS nation-wide as being. firstly, necessary and,
secondly, desirable for a CVS. To determine whether or not this model fails to be
consistently relevant to the evaluation of CVS, research on necessary and preferred
CVS characteristics would need to be undertaken again. In the absence of such a
longitudinal study we are unable to comment on the accusation that the system-

resource model fails to put forth a consistent model of effectiveness criteria.

5.8 Conclusion

In this chapter the implications of evaluating an organisation occording to its ability to
survive and adapt in a dynamic environment have been assessed. A review was
undertaken of the theoretical grounds for such an approach and, based on this, a
conceptual model was constructed. An account of the pilof project which tested the
system-resource form of evaluation was then given. As with the goal approach, the
existence of both negative and positive aspects of the system-resource type of
evaluation from the perspective of the CVS were discussed. Following this, discussion

was made of how the learning which resulted from the pilot projects affected the
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definition of the methodology. Finally, a critique of the organic approach was

constructed and assessed in the light of evidence from the pilot project.

In a similar way as it was argued that deficiencies in the goal approach make way for
the system-resource approach, it is here claimed that inadeqguacies in the system-
resource approach lead us on to consider other methods of evaluation. For
exampie, it has already been established that the system-resource approach pays
scant consideration to the social aspects of organisation and this paves the way for

the multi-actor based approach which will be examined in Chapter 6.
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CHAPTER 6

MULTI-ACTOR BASED EVALUATION

6.1 Introduction

The consequences of a definition of effectiveness as the organisation's ability to
satisfy the needs of all those parties influenced by and having an influence upon its
activities will be taken up in this chapter. As with previous chapters, the theoretical
foundations of the multi-actor approach will be summarised and a method for putting
into practice this form of evaluation recounted. Next, account will be given of the two
pilot projects and this will be followed by the CVSs' reflections on the positive and
negative aspects of the evaluation process. A critique will then be made of the multi-
actor based approach and, finally, discussion held of whether the critique was borne

out in practice.

62 Theoretical Foundations: A Summary

The foundations for this chapter were established in Chapter 2, where it was claimed
a definition of effectiveness based on interested parties' satisfaction follows from the
political metaphor. With this metaphor the survival and success of the organisation
depends upon the extent to which it can meet the demands of the various
stakeholders with which it intferacts; it has to adapt to meet the changing demands
placed upon it by those stakeholders. Unlike the goal approach, this approach
accepts that organisations are capable of pursuing multiple and often conflicting
goals concurrently and that organisations exist within uncertain environments of

which the organisation must be constantly aware.

Additionally, this chapter will draw on the interactionist/pluralist argument that, at the

organisational level, social order is produced by the interaction of multiple groups of
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individuals. As the beliefs and values of these different groups, and consequently the
goals they hold for the organisation, may be conflicting it is the task of management
to oversee these interactions to maintain a state of equilibrium within the
organisation. It is as a result of the process of interaction between individuals and

groups that organisational behaviour emerges.

The multi-actor approach to evaluation seeks 10 accommodate to differences in
interested party opinion about what constitutes effectiveness by assessment of the
general level of satisfaction with organisational processes. At a more abstract level

this may be taken to represent public confidence in the organisation.

Multi-actor evaluation is founded on the principle that organisational stakeholders
must take part in the evaluation process. This notion can be seen in the model of
multi-actor evaluation put forward by Friedlander and Pickle (1967). They suggest

three criteria for organisational effectiveness:

a. The profitability of the organisation;
b. The degree to which it satisfies its members;
C. The degree to which it is of value to the larger society of which it is a part.

It can be seen from the above that Friedlander and Pickle concentrate equally on
internal and external matters in judging effectiveness. Externally the organisation is
seen to be dependent upon the community, government, customers, suppliers and
creditors for its survival and growth. Having defined those parties upon whom the
organisation may be said to be dependant, Friedlander and Pickle propose that an
organisation's effectiveness may only be determined by seeking those parties’
opinions about whether the organisation is fulfiling their needs. Hence, the traditional
evaluative assumption of output maximisation is replaced by one emphasising the

organisation's ability to satisfy stakeholders.
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Zammuto (1982) developed the multi-actor approach by adding an evolutionary
aspect. He stated that effectiveness emerges from the organisation's ability to
satisfy interested parties over time and, thus, effectiveness cannot be determined at
a single point in time. Furthermore, Zammuto's view was that if an organisation did not
respect interested party wants, it would lose their support and they would create

pressures for the establishment of afternative organisations.

Complementary to the interactionist and multi-actor schools of thought is the work of
the soft systems thinkers. Checkland's soft systems methodology (1981) is based
upon an approach to organisations as being social constructs which may be
defined in many legitimate ways depending upon one's world-view. Hence,
organisation problem solving rests on the bringing together of interested parties in

order to define the problem and agree measures for its solution.

Having summarised the basis for a form of evaluation founded on a definition of
effectiveness as the organisation's ability to satisfy the needs of all those parties
influenced by and having an influence upon its activities, we shall now proceed to

look at how such an approach might be realised in practice.

6.3 Method

With the multi-actor type of evaluation, it is theoretically imperative that efforts should
be made to ensure that the evaluation involves representatives from all groups of
interested parties or stakeholders. In practice it was found to be common for people
to state that they do not know enough to express an opinion on the organisation's
priorities and functioning. However, such individuals should be assured that it is their
personal mental constructions of the organisation that the evaluation hopes to
capture. From this perspective, the evaluation and, in the long run, the survival of the
organisation depends on peoples' subjective judgements not on it meeting

objective criteria. Hence, in the case of a CVS, the multi-actor type of evaluation
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seeks to discover how satisfied interested parties are with CVS activities. it also seeks
to enable an organisation to move closer to its interested parties' needs by serving fo
ensure that the way in which the CVS uses its time is apportioned according to stated

interested parties' priorities.

Whilst in theory the evaluation is based solely on interested parties' perceptions, in
designing the evaluation for use in practice it was found to be necessary to add an
additional dimension to the evaluation in the form of time-activity monitoring. To
enable the organisation to move closer to the ideal a single indicator of effort, time, is
taken as a means of guiding changes to CVS activities. A separate indicator for each
activity undertaken by the organisation could be constructed, but this would be a
tedious and exhaustive process, hence it is best to take a single indicator which is
common to all activities. The acceptance of time as the sole indicator may be open
to criticism since a lot may be achieved in a little time and a little achieved in a lot of

time, but this is an anomaly which must be tolerated.

Multi-actor based evaluation might, therefore, be defined as a ten stage process:

1. Identify interested parties

2. Design an activity monitoring system

3. Monitor activities

4, Design the means of surfacing opinions

5. At period end, surface interested parties' opinions about past organisational

activities and priorities and reveal interested parties' aspirations for future

organisational activities and priorities

6. Analyse the data

7. Combine the two sets of data on activities and interested parties' opinions
8. Assess the level of interested party satisfaction

9. Revise planned activities

10. Review the process
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Whilst the process of multi-actor based evaluation has been set out in a linear format
here, in reality the evaluation is more likely to progress in an iterative manner. The

multi-actor based evaluation cycle is shown in figure 9.

1. |dentify interested parties |
!
2. Design an activity

monitoring system

J
[3.  Monitor activities |
!

4, Design the means of
surfacing opinions
J
5. At period end, surface
interested parties' opinions
and aspirations

d
{6.  Analyse the data |
l
7. Combine the two sets of
data
d

8. Assess the level of
interested party
satisfaction

i
[9.  Revise planned activities |
)

__|10. Review the process ]

Figure 9. Conceptual Model of Multi-Actor Based Evaluation

Conceptualisation of the multi-actor methodology was very much influenced by a
previous, and still ongoing. project between Hull University and the CVS for Beverley
Borough (Jackson and Medjedoub, 1988; Gregory, 1989). Thus, whilst it may be said
that the multi-actor based methodology was the only one which the researcher
approached with experience of implementing in practice, any preconceived ideas
were soon abandoned as it was redlised that each evaluation had to be quite unique
and that there are many variations on this single evaluation theme. The following
account was written very much in the light of the amassed experience of both the

Beverley CVS project and the pilot projects. Hence this account emphasises what is
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practical and feasible for a CVS rather than a pure mutti-actor based methodology

founded on the principles of the political-systems model.

Having identified the major stages in conducting a multi-actor based evaluation, we

shall now look at each of the stages of the process as they may be practised by CVS

in more detail.

1.

Identify interested parties

The first stage of a multi-actor based evaluation is the identification of all
those parties who are affected by or are able to affect the operations of the
organisation. The evaluation should seek to include representatives from as
many categories of interested party as is possible. Interested parties in the
case of a CVS might include staff, volunteers, executive committee,

representatives of member organisations, funders, etc.

Design an activity monitoring system

Given that time is to be used as the indicator of effort, a time-activity coding
system should be designed for the organisation. As has been said, whilst this is
not necessary in theory, it was found to be desirable in practice. Whilst
examples of the time-activity coding systems used by the pilot projects are
contained within this thesis (see Appendix 25 and Appendix 26), they shouid
only be regarded as examples - these systems are not fransferable between
CVS. In the pilot projects it was found to be important that effort is made to
make the time-activity system as appropriate as possible to the CVS in
question. A system which is not appropriate would be cumbersome to

operate for any period of time and, in any case, the data output by such a

system would be meaningless.
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The pilot project experience suggests that in developing a time-activity
coding system it may be useful to break activities into broad categories.
However, careful consideration should be given to the definition of
categories of tasks. The Woifenden (1978) functions of development,
support, liaison, representation and the additional function of management of
the CVS itself might provide a useful framework. The definition of broad
categories of activity also helps with presentation of the final analysis when

pie-charts, for example, based upon the classification may be constructed.

Having defined the framework for the classification, one should then start to
break the categories down into specific activities which, it is widely agreed,
fall within them. Efforts should be made to ensure that categories of activity
within the coding system are not so broad nor so detailed as to be
meaningless. Also, the practicality of the system should be looked at - will
staff need to be recording their activities every couple of minutes? Far better

1o go for a system where a time-sheet can be filled in at the end of the day.

The time-activity coding system should be run for a trial period of, say, two

weeks and then a review of the whole process conducted.

Monitor activities

As a result of the learning from conducting the pilot projects, it may be said
that the period that the time-activity system is actually implemented for
depends upon the individual CVS and usually involves some bargaining
process between staff and the evaluation group. In the pilot projects it was
found that whilst some staff may welcome the exercise as an opportunity 1o
show the diversity and difficulty of the activities they engage in during the

course of a normal day's work, other staff may see the exercise as an
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infrusion which brings into question their integrity. Whilst the way in which the
evaluation process is introduced should be sensitive to the feelings of
members of staff, one should attempt to implement the monitoring exercise
for a period which is significant enough to give a general picture of the way in
which time is used. From a practical point of view, two months may be thought

of as a minimum monitoring period, six months as a usual maximum period.

Design the means of surfacing opinions

During the time-activity monitoring period, a means of gathering interested
parties' opinions about how well the organisation is operating should be
designed. The number of interested parties included within the evaluation
significantly affects the method of gathering opinions. Similarly, the resources
available to the project and the nature of those individuals one is
approaching have a great bearing on the choice of opinion gathering
method. Thus, whilst in theory it is imperative that all interested parties be
involved in the evaluation, this was not found to be feasible in practice. Those
projects in the pilot scheme which tested the multi-actor form of evaluation
elected to use postal surveys as the means of gathering opinions but other
methods should not automatically be ruled out. Beverley CVS, which has
used the postal survey technique with this form of evaluation for many years,
has recently decided, due fto the availability of extra resources for the
exercise in the form of student time, to adopt a structured interview method of

collecting opinions.

Some of the advantages and disadvantages of two of the most common

types of opinion gathering method, the postal survey and the structured

inferview are:
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Postal Survey:

i Good for approaching a large audience, which ensures that not only
those individuals known to support the CVS can be approached.

. Answers to a well designed questionnaire can be analysed quite
easily by the use of a computer.

. Careful consideration needs to be paid to the design of the
questionnaire to ensure clarity. A pilot study is essential to the design of
a good questionnaire.

. Low answer rates to postal questionnaires are common.

Structured Interviews:
. Whilst the interviewer should stick quite closely to the structure

determined in advance, answers can be qualified by the respondent

on the spot.
. Absorbs a lot of researcher time.
. Usually a smaller audience has to be approached.
. High answer rate.

Whatever form of interview or survey is used, the pilot project experience
suggests that the structure should be closely linked to the time-activity coding
system. The time-activity system serves to reveal exactly what activities the
organisation has engaged in and what priority, according to the amount of
time spent on them, has been given to these activities, whilst the interviews or
surveys serve to surface interested parties' levels of satisfaction with the way
in which the CVS has carried out the activities and with the level of priority
which the CVS has attached to the different activities. Thus, given the nature
of the analysis to be conducted at a later stage of the exercise, it is helpful if
respondents are asked to express their level of satisfaction with the
performance of each of the organisation's activities on a scale ranging from

0. representing minimum satisfaction, to 7, maximum satisfaction. The close
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link between the structure and content of the time-coding and opinion
gathering systems should enable easy comparison between the two sources

of data.

At period end, surface interested parties’' opinions and aspirations

Whatever type of opinion gathering method has been selected, the exercise
should be conducted at the end of the time-activity monitoring period as,
logically, the effects of recent organisational activities should be uppermost

in interested parties' minds at this fime.

The survey should also be used to ask interested parties to consider what
activities they think the CVS should be undertaking. This part of the exercise
may be quite detailed with interested parties being asked to specify exact
activities they would like to see the CVS engage in and to specify the exact
proportion of CVS time they would like to see allocated to those activities. This
unearthing of interested parties' aspirations for the organisation is very
important as it may serve to guide the CVS's decision making about how the

organisation should change in the light of the evaluation.

Analyse the data

The time activity data and the results of the opinion surfacing exercise should

be analysed so that the information can be easily assimilated.

Combine the two sets of data

At this stage, having analysed the time-activity data and the interested

parties' statements of opinion, one should be able to make a statement such
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10.

as the following for each of the CVS classes of activity: activity x absorbed y

hours of time and generated level z of satisfaction in interested parties.

Assess the level of interested party satisfaction

Based on the combination of the two sets of datq, the general level of
interested parties satisfaction should be evident. The results of the evaluation

exercise should then be fed into the leaming sub-system.

Revise planned activities

Based upon the interested parties' levels of satisfaction, priorities, and
aspirations, and the hours input to each activity, attention should be paid to
the amendment of the work plan for the coming period. The amended work
plan should enable the organisation to move closer 1o fulfilling the demands

of its interested parties.

Review the process

Reviewing the process is part of the meta-evaluation sub-system (see
Chapter 8). There are a number of points which are of particular relevance in
the meta-evaluation of a multi-actor based system (some of these questions
might well also be posed in the future tense at the start of a multi-actor based
evaluation as well as in the past tense at the end of the evaluation as is

reported here):

. How easy did staff find the maintenance of time-sheets?

. How flexible was the time-activity coding system?
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. Did staff feel that the time-activity analysis accurately portrayed the
way in which time had actually been used in the period? Did the
opinion gathering tool operate as expected?

. What was the answer rate to the opinion gathering exercise like?

64 Case-Studies

6.4.1 Case Study: Netherhall Voluntary Action

Netherhall Voluntary Action (NVA) serves the population of the London borough of
Netherhall, the population of which was about 230,000. At the time of the pilot study
there had been severe annual cuts 1o local voluntary sector grants but NVA was
struggling on to service a large and diverse voluntary sector (750
organisations/groups on the mailing list, about 150 requests per month for advice,
information and consultancy). There were three parts to NVA: the Central Resources
Team (CRT), the Volunteer Bureau and the Driving Scheme. Despite the great
demands placed on NVA and the diversity of work in which NVA engaged, there
were only three core staff and three project workers. Given the limited resources
available to NVA, they wanted to ensure that they were maximising their utility, hence
NVA wanted to develop evaluative methods to ensure that their activities were

satisfying as many of their clients as possible.

NVA had a very involved Executive Committee, thus the decision about the form of
evaluation which should be employed by NVA was taken jointly by staff and the
Executive Committee. As NVA placed great emphasis on listening and responding
to the needs of the local community, the form of evaluation they selected as being
most appropriate was the multi-actor form of evaluation. It was also decided at this
stage that, as NVA had a well developed sub-commiftee structure, with each of the
three sections of NVA having its own support sub-committee, that the sub-

committees should be involved with and support the evaluation process.
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Given that the nature of the work undertaken by the different sections within NVA was
very different and directed toward different audiences, it was decided at the very
beginning of the project that, whilst the process each of the sections would go
through would be the same, the different sections would require separate time-
activity coding systems and separate surveys (see the time recording sheet for the

CRT in Appendix 25).

Three separate time-activity coding systems relevant to the three different sections
of NVA were designed, tested and amended. Whilst NVA took quite well to the
design of the time-activity coding systems, they were quite apprehensive about the
feasibility of maintaining such systems for a period of time long enough to capture
the full variety of NVA activities or to see any tfrends emerging. The most vocal
opponent to the keeping of fime-sheets was the secretary. Other members of staff
rationalised the secretary's opposition to the time-sheets on the grounds that as she
was not in the 'front-line' of NVA work and, consequently, not in daily contact with
interested parties, she was not able to fully identify with the chosen method of
evaluation. Indeed, the secretary became less assertive about her negative feelings
towards the evaluation process as other members of staff became more vocal
about their perceptions of the positive aspects. With a little persuasion from the
General Secretary, the staff of NVA undertook to maintain time-sheets for a period of

eight weeks in total.

Once the design of the time-activity coding system was complefed and the
collection of data under-way, attention was turned to the design of the surveys.
Questionnaires which would serve 1o surface interested parties' opinions about NVA
past work activities and priorities, and potential areas of work were drawn-up in
conjunction with the relevant sub-committees for each of the sections of NVA (for
example, see the CRT questionnaire in Appendix 25). At the meetings of the relevant

sub-committees there was a lot of discussion about to whom the questionnaires
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should be sent. It was decided that questionnaires about the CRT should go to 20
member organisations and 80 non-member organisations; questionnaires about the
volunteer driving scheme should go to referral agencies, passengers and drivers (140
questionnaires were sent out for the driving scheme in total); and questionnaires
about the volunteer bureau should go to 60 volunteers. Unfortunately, due to time
pressures on the pilot project, the surveys were conducted right in the middle of the
holiday season. The survey answer rate was, therefore, expected to be low,
however NVA were pleasantly surprised with the overall answer rate for the surveys

which was approximately 41%.

By this stage, NVA had collected two sets of data; the time-activity system data and
the survey data. Reports were produced for the various sub-commiftees which
presented the data in such a way that one could make judgements about the extent
to which NVA was meeting its clients' needs by matching the levels of satisfaction
expressed by interested parties with how NVA staff devoted their time (see the

analysis produced for the CRT in Appendix 25).

The reports were the subject of much discussion at the sub-committee meetings
and, based on the evaluation reports, the sub-committees were able to make
specific recommendations about the amount of time NVA staff should spend on
specific activities; for example, it was suggested, given that the survey had revealed
several 'new' areas of work for NVA, that less fime might be spent on management
activities. Based on the reports and the ensuing discussion between staff and sub-
committee members, the work plans scheduled for approval by the Executive

Committee were amended to reflect the evaluation findings.

a. Reflections by the CVS

In this section the positive and negative aspects of the evaluation process will be

discussed. As with the other methodologies discussed in this thesis, this summary of
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positive and negative attributes was the outcome of a discussion about the
methodology by a representative of the pilot project CVS with representatives from

all of the other projects.

Positive Aspects of the Evaluation

. The evaluation findings served to reassure the staff and the Executive
Committee that they were broadly doing the ‘right' things.

. The high questionnaire answer rate received appeared to confirm that clients
closely identified with the work of NVA, for example the volunteer driving
scheme had a 63% answer rate from drivers.

J Taking part in a joint exercise united separate sections of NVA and the
Executive and provided a learning experience for both.

. The evaluation may provide information to funders. For instance the driving
scheme received glowing reports from everyone concerned and this
information, it was stated, might be presented to funders in the hope of

securing further grant aid for the project.

Negative Aspects of the Evaluation

. The design and monitoring stages of the process involved a lot of work and
the organisation stated that they would not be able to do time recording
annudlly as it would be too demanding.

. Asking people what they saw as NVA priorities created more demands and

raised expectations of the organisation.

Important Issue

. Whilst NVA was very sensitive to its clients' needs, the General Secretary felt

that it had to be realised that the organisation was not and, due to resource

171



constraints, could not be entirely demand led as perhaps the multi-actor

approach impilies.

642 Case Study: North Ethedon CVS

North Etherton CVS had, af the time of the pilot project, had paid staff for only five
years. During that period, however, the CVS had changed dramatically. The CVS was
split into two sections - three members of staff who were concerned with core CVS
work and two members of staff who worked for Age Concern but were seen to fall
under the CVS umbrella. The General Secretary felt that, due to the pressures of
setting up the CVS as a viable on-going concern and having recently undergone the
upheaval of moving offices, little thought had been given to the direction of CVS
activities. She hoped that evaluation might help guide CVS activities and so she was
willing to be involved with the national project. Whilst the Executive Committee as a
whole was quite unenthusiastic about the subject of evaluation, several Executive
Committee members were willing to become involved with an evaluation group to

support the project.

At the beginning of the project, the General Secretary stated that she was constantly
coming up against the problem of, what she called, the ‘rural mentality'. The ‘rural
mentality' deemed that ‘all change is bad', hence, people were generally quite
unwilling to express opinions or to become actively involved in anything. The General
Secretary felt that to overcome the problem of the 'rural mentality' in relation to the
CVS, what was needed was some means of opening the CVS up to comment and
some process for actively seeking to gather and encourage comment on CVS
activities and priorities (the General Secretary was also keen to establish a channel of
communication in order to inform interested parties of the meeting room service
which had been established upon the CVS's move to its new prestige office space).
Based upon the General Secretary's wishes, a form of muilti-actor evaluation was

deemed most appropriate in the case of North Etherton CVS (given the CVS's initial
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enthusiasm for the evaluation little attention was paid at this point to the danger that

the 'rural mentality' might aiso ensure the failure of the evaluation).

The first stage of the process was the development of the time-activity recording
system. To start with the CVS decided to adopt, despite the researcher's
reservations, an amended form of the time-activity recording system which had
been developed for use by Beverley CVS. Aithough the amended Beverley system
was tested out for a trial period, it was found by North Etherton CVS to be unworkable
in the longer term (certain activities were found to be unclassifiable, other activities
were fitting into multiple classes and so on). Hence, in the middle of the six month
recording period that they had agreed upon, it was decided that a different time-
activity system was needed. The second system was put together by the CVS very
quickly and this time they designed a system which they felt met their needs more

satisfactorily (see Appendix 26).

Toward the end of the time-sheet monitoring period the evaluation group set to work
on the design of a questionnaire which would serve to reveal how satisfied interested
parties were with the work undertaken in the monitoring period. The CVS decided to
use an amended form of the questionnaire which had been developed for Beverley
CVS and which had a second function to that of extracting opinions; the survey was
also a means of drawing peoples' attention to the variety of work that the CVS had
done or was interested in doing. Before the questionnaire was distributed en-masse,
a pilot study was undertaken and, in the light of the results of that study, a 'don't know"
column inserted on the questionnaire (see Appendix 26). However, this was later
seen to be a mistake as given the ‘dont know' option people often take it, whereas if
the column is absent then they will only refrain from giving an opinion where they
really do not know. Five hundred questionnaires were sent out with the CVS newsletter
and a prize was offered, based on a draw of returned questionnaires, of a £10
donation to a charity of the winner's choice. The General Secretary felt it was

important that such a wide audience was used for the survey so that the CVS could
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not be accused of only surveying their supporters. Unfortunately, a very low answer
rate was received (29/500 or 6%) and the realisation that the CVS and its work had,
despite its efforts, not interested people sufficiently to lead them to fill in a
questionnaire, had a bad effect on staff morale. It was generally felt that the CVS had

a very low profile.

A meeting of staff and Executive Committee members was held to discuss the
findings of the time-activity monitoring and the survey. At that meeting, the revelation
that aimost 60% of CVS time was being spent on management of the CVS itself (see
Appendix 26) was discussed. In the light of this discussion it was revealed that
included within this figure was CVS time devoted to managing projects, running the
CVS building and services to tenants. CVS staff admitted that they had not been
aware, until they started maintaining time-sheets on a regular basis, how much fime
they had been spending on services to tenants who represented a very smail and
narrow group of the CVS's potential clients. Discussion was then held about whether it
was appropriate for the CVS to be using its time in this way and whether the CVS
should actually be charging more for those services. The debate between staff and
the Executive Committee also addressed the matter of the low survey response rate
which, it was proposed, was possibly due to the way in which the questionnaire had
been distributed. It was suggested that the questionnaires should have been
distributed separately from the newsletter and with a personal letter to the recipient
asking for prompt completion and return of the questionnaire. Whether or not the low
response rate was due to the 'rural mentality' was an issue not addressed by the

group.

Whilst, as has been said, the low questionnaire response rate had a negative effect
on staff morale, there was a very positive feeling at the discussion group meeting.
The members of staff seemed to be satisfied that the changes to be implemented in
response to the evaluation findings were in their own interests as well as for the benefit

of the organisation as a whole. However, given that the pro-active stance suggested
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by the evaluation would require a fundamental change to the CVS and its ways of
working, the researcher was left wondering whether or not the change would take
place. A follow-up evaluation would have determined whether or not the CVS did
change as a result of the pilot project but unfortunately there was not sufficient

resources to conduct this exercise.

a. Reflections by the CVS

Positive Aspects of the Evaluation

. The evaluation process enabled staff to see how they were actually
spending their time, for example as a result of the exercise it was realised that
far too much time was being spent on providing services to tenants.

. Discussion of reasons for the low answer rate to the survey led the staff and
Executive Committee to consider the local profile of the CVS and inspired
them to take action to raise the CVS's public awareness of the CVS and its
activities.

. The questionnaire to interested parties was recognised as a means of

informing people of the extent and nature of CVS work.

Negative Aspects of the Evaluation

. Staff realised that they should have paid even more atfention o the design of
the time-activity coding system as, in the light of the final analysis, they felt it
still did not capture the way in which their time was actually used.

. Given what the General Secretary described as the 'rural mentality’, attention
should have been paid to how feasible the conducting of a survey actually
was and the CVS prepared for the possibility, which furned out to be reality, of

receiving a low survey answer rate.
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Important Issue

6.5

Debate about the evaluation data was important since it was only at this
stage, in the light of contextual information, that meaning was read into the
comments of interested parties and the time-activity analysis. For, whilst
evaluative information can be analysed, it is only when it is inferpreted in the
context of what has been going on within and without the CVS that the
evaluation can have real meaning. There is, therefore, an ever present
danger, when conducting a muiti-actor based evaluation, that the evaluation
data might be taken out of context and misinterpreted, for example it was
only at the discussion session that it was revealed that the 60% of staff fime
categorised as 'Management of the CVS actually covered managing

projects, running the CVS building and services to tenants.

Reflections on the Research Process

In section 6.3 a ten stage method was defined for conducting @ multi-actor based

evaluation. As this method had been employed and refined in an evaluation project

with Beverley CVS previous to the NACVS evaluation project, relatively little was learnt

about this process from the pilot projects.

However, the following points may be said to arise out of learning about the multi-

actor based evaluation process as a result of its employment in practice:

in order to facilitate the organisation's change in response to the findings of the
evaluation it is desirable to include some indicator of effort. As fime is generally
seen to be an indicator of effort which is common to all activities, it was used in all
of the pilot projects which employed the multi-actor based methodology. The
recording of time as part of a multi-actor based evaluation enables the

organisation to appreciate how staff have used their time, whether or not
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interested parties were happy with the way staff used their time and to plan for
how staff might best use their time in the future;

* unless an unlimited amount of resources is available for conducting the
evaluation, it is not practical to endeavour to include ‘all’ interested parties in the
evaluation. Consequently, efforts should be made to ensure that a representative

sample of interested parties are consulted.

As a result of this methodology being employed in the Beverley CVS evaluation
project, a further point of learning resulted from the pilot projects but this point was
more about conducting an evaluation in general than about the multi-actor
methodology in particular. In one of the pilot projects the CVS attempted to use the
time-recording system and the questionnaire that had been used by Beverley CVS.
However, neither the time-recording system nor the questionnaire 'fitted' the pilot
project CVS, hence it may be deduced from this that evaluation systems cannot be
directly transferred from one organisation to another without due consideration to the

nature of the organisation and the environment in which it operates.
The method discussed in section 6.3 and set-out in figure 9 reflects the above points
of learning about multi-actor based evaluation which resulted from both the Beverley

CVS project and the pilot projects.

6.6 Critique of the Political-Systems and the Multi-Actor Based Approaches

In a previous section two short accounts of the positive and negative aspects of
multi-actor based evaluation were given from the points of view of the CVS involved
in the pilot projects. In this section a more in-depth approach will be adopted: the
political-systems/multi-actor approach and its advantages will be summarised and
then, at greater length, criticisms of this school of thought, which aiso encompasses

the soft systems approach, will be discussed.
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Hall (1991) referred to the type of model discussed in this chapter as ‘participant
satisfaction models' and defined them as "..models of effectiveness that, in various
ways and at various levels, utilize individuals as the major frame of reference...the
emphasis is on individual or group judgements about the quality of the organization.”
(p. 258). Whilst Hall classifies this type of model under the title of participant
satisfaction, and it is here referred to as the multi-actor model, its variants are also
referred to as fourth generation evaluation by Guba and Lincoln (1989) and as
naturalistic evaluation by Williams (1986) and others. According to Scriven (1991),

citing personal communication with Wolf, naturalistic evaluation:

“...() has more orientation toward "current and spontaneous
activities, behaviors and expressions rather than to some statement
of prestated formal objectives; (i) responds 1o educators,
administrators, learners, and the public's interest in different kinds of
information; and (iii)) accounts for the different values and

perspectives that exist." (p. 240).

in the light of this definition, Scriven reflects critically on the practice of naturdlistic

type evaluations:

"Much of the debate about the legitimacy/utility of the naturalistic
approach recapitulates the idiographic/nomothetic debate in the
methodology of psychology and the debatfes in the analytical
philosophy of history over the role of laws. At this stage of the debate,
while the principal exponents of the naturalistic approach may have
gone too far in the laissez-faire direction (any interpretation the
audience makes is allowable), and in caricaturing what they think of
as the empiricist approach, their work has shown up the impropriety of
many of the formalists' assumptions about the applicability of the

social science model." (p. 240, emphasis in the original).
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Scriven's comments, however, merely scratch the surface of the critique which has
been levelled against the practice of such soft methods (for the most part our
critique will draw on the criticisms which have been directed at the soft systems
problem-solving methodologies which may be said to share the same theoretical
foundations and have common weaknesses as multi-actor, naturalistic and fourth

generation models of evaluation).

Firstly, soft systems thinking, especially the work of Checkland, is accused by Jackson
(1991a) of downplaying the significance of technical matters, "Soft systems
methodologies do not give a great deal of useful support to the technical interest in
predicting and controlling natural and sociat systems." (p. 167). Jackson goes on to
argue that "What the best queuing system is for a particular supermarket or what
would be an effective information-systems design for a particular organization are
not simply matters of intersubjective agreement." (p. 172). Given Flood and Jackson's
(1991a) similar criticism of Mason and Mitroff's (1981) strategic assumption surfacing
and testing methodology (SAST), "There seems 1o be an unwarranted assumption
with SAST that once pluralism has been dissolved, then the difficulties stemming from
the complex nature of the context will disappear as well." (p. 133), a critically limited
focus would appear to be a problem common to all of the soft systems
methodologies, including the multi-actor based approach to evaluation. Indeed,
whilst the multi-actor based methodology might serve to identify a problem with, for
example, a financial budgetary process and to facilitate a consensus that the
problem needs addressing, this approach would not provide the expertise to
address the problem or even to indicate where help might be secured. The system-
resource based methodology which is based on the involvement of an 'expert' may

be said to more adequately address the technical interest.

Based on the above, the comment that "The main value of soft systems thinking, in

terms of Habermas' schema, lies in the support it offers to the practical interest in
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promoting intersubjective understanding.” (Jackson, 1991q, p. 168) would appear to
be legitimate. However, the abiiity of the soft methodologies to facilitate true
understanding between groups having divergent viewpoints has also been brought
into question on the grounds that "...appropriate rationalization in the sphere of social
interaction demands not just any kind of understanding, but genuine understanding
based on communication free from distortion. Methodologies purporting to support
the practical interest must pay attention to the possibility that systematically distorted
communication might jeopardize the emergence of genuine shared purposes.”
(Jackson, 1991, p. 168), Jackson questions the validity of the understanding reached
through the practice of the soft methodologies. Following the argument that "...the
only possible justification for implementing the results of a soft systems study must be
that the results and implementation have been agreed upon after a process of full
and genuine participatory debate among all the stakeholders involved or affected.”
(p. 170), Jackson suggests that Habermas' theory of communicative competence
be included as a criterion of validity in the meta-evaluation of the soft

methodologies.

Given Jackson's claim that the notion of communicative competence is
fundamental to the soft methodologies, one might ask whether Habermas' theory
might provide the basis for a set of commitments which may ground SSM, perhaps in
a similar way in which the five commitments (to critical awareness, social awareness,
human emancipation, theoretical pluralism, and pluralism at the practical level)
ground critical systems thinking (Jackson, 1991a). Adherence to the principles of
communicative competence would meet Jackson's demand that "Soft systems
thinking should therefore be critical of all social arrangements that prevent the kind of
open, participative debate that is essential for the success of their approach and is
the only justification for the results obtained." (p. 170). Jackson (1982 and 1991) and
Wwillmott (1989) agree in attributing the current lack of critique exhibited by the soft
methodologies to the absence of *...a social theory capable of accounting for why

particular sets of perceptions of reality emerge, and why some percepfions are
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found to be more plausible than others." (Jackson, 1991q, p. 170). This failure to reflect
critically is particularly exhibited in the work of Ackoff which, according to Jackson,
has a "...tendency to accept at face value, and work with, existing perceptions of
reality. No attempt is made to unmask ideological frames of reference or fo uncover
the effects of "false consciousness." (p. 175) . Based on this argument, Jackson is
given to conclude that "SSM therefore merely facilitates a social process in which
the essential elements of the status quo are reproduced - perhaps on a firmer
footing, since differences of opinion will have been temporarily smoothed over. In

doing so it supports the interests of the dominant group or groups in the social

system." (p. 169)., and that:

"...the soft systems approach is particularly prone to slipping back into
becoming no more than an adjunct of systemic modernism;
readjusting the ideological status quo by engineering human hopes
and aspirations in a manner which responds to the system's needs

and so ensuring smoother functioning." (Jackson, 1991b, p. 297).

Whilst Jackson claims that the theory of communicative competence must stand as
a grounding critical commitment underpinning SSM, others have critically reflected
on a relativism which pervades soft system methodologies including those evident in
evaluation practice. Keeley (1984) comments upon the relativism which is key in the
work of Connolly, Conlon and Deutsch (1980). Keeley quotes Connolly, Conlon and
Deutsch as believing that "Individuals become involved with an organization (as
owners, managers, employees, customers, suppliers, regulators, etc.) for a variety
of different reasons, and these reasons will be reflected in a variety of different
evaluations. It appears somewhat arbitrary to label one of these perspectives a priori
as the 'correct' one..." (p. 4). Thus from the perspective of Connolly et al ‘'each and
all perspectives are equally valid'. However, "The drawback of an unqualified
relativism is that it recognizes no limits on the validity of demands that organizational

parficipants may place on one another. In attempting to avoid bias it may
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unintentionally, but effectively, legitimate the most extreme demands, prejudices,
and, in some cases, outright cruelty (thus calling into question its own claim to
impartidlity)." (Keeley, p. 5). Consequently, whilst the ordering of preferences may be
theoretically in conflict with the principles of communicative competence which, it
has been established, might provide the basis for the meta-evalaution of the soft
methodologies, Keeley is led to conclude that it is often necessary; hence Keeley

proceeds on a search for some grounds upon which this ordering might best be

based.

To start with, Keeley examines Zammuto's (1982) evolutionary theory as an
alternative to the strongly relativistic approach of Connolly et al. Keeley summarises

the main thrust of Zammuto's approach thus:

"...should conflicts among constituent preferences arise, these should
be handled not by subordinating some groups or by redistributing
outcomes among groups, but by imaginatively expanding the range
of possible outcomes so as to permit the satisfaction of both current

and emerging preferences..." (p. 6).

In the light of Zammuto's arguments, Keeley reflects that, redlistically, there are limits
to an organisation's ability to satisfy the expectations of its constituents especially as
expectations tend to rise in line with organisational capacity. Hence, Keeley is led to
reinforce his statement that "...it is often necessary to distinguish between more or
less legitimate preferences..." (p. 7) and to reject Zammuto's approach. Keeley then
goes on to consider the power approach and the social justice approach as means

for weighting constituency preferences.

Keeley summarises the power approach of Pfeffer and Salancik as follows: "Some
participants contribute more critical and scarce resources to the organization, and it

is primarily those persons, who have the most power to affect operations, whom an
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effective organization must satisfy.” (p. 8). The fundamental logic for Pfeffer and
Salancik's weighting of constituency preferences is that "...the rewarding of
uncommon skills and material contributions can increase organizational capacity to
provide benefits for all participants..." (p. 8). However, Keeley considers that power
based theories incur the problem of defining ‘what is to everyones' advantage' and
of what skills are critical to its attainment. He further objects to power based theories
on the grounds that "...individual persons are ultimately granted only instrumental
worth. Consumers, employees, and other participants take on importance only
insofar as they can contribute to or threaten system survival..." (p. 10). Keeley argues
that one must view individuals as having intrinsic worth, that is that their claims be

based not only on their ability to affect the organisation’s functioning.

According to Keeley the social justice theories reflect the intrinsic worth of the
individual. Having considered several variations on the social justice theme, Keeley
selects the 'harm based' option as the most preferable. As regards the ordering of
constituency preferences, the basic rationale for this approach is that, folliowing
Kieinig (1978), they are evaluated on the criteria of the 'least impairment of persons'
basic interests'. Following Keeley's stated preference for the harm based approach
for ordering constituency preferences in an evaluation, Hall (1991) commented
that:"One can disagree with the practicality of Keeley's approach from the
standpoint of the difficulties in determining levels of regret or harm for all system
participants, but the point on ethicality is one that should remain fixed in effectiveness

modeling." (p. 261).

Having reflected upon the theoretical prerequisites of participation to the soft
methodologies, consideration might also be given to Flood a