
Building a team for evaluation success
Attributes of evaluative thinking and more!
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“Evaluation is an 
activity.
Evaluative thinking 
is a way of doing 
business.”



Refocusing 
with a new 
lens!



Objectives

• Knowledge of team attributes for evaluation success
• Ability to use a checklist tool to facilitate team 

conversations about enablers and barriers to 
evaluation success

• Ability to use a tool within a team to identify actions 
to increase evaluation success



1. What is evaluative thinking?
“Critical thinking applied to the context of evaluation
motivated by an attitude of inquisitiveness, and the belief in evidence, 
that involves identifying assumptions, posing thoughtful questions, 
pursuing deeper understanding through reflection and perspective 
taking, and informing decisions in preparation for action” 

Buckley et al., 2015
Defining and teaching evaluative thinking: Insights from Research on Critical thinking
American Journal of Evaluation
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Creative

Contextual

Practical Reflective

Michael J Cole, EJA, 2023



Where do you get 
evaluative thinking (ET)?

• Identify attributes and build habits 
“Your habits shape your identity and 
your identity shapes your habits” 
(James Clear, 2018)

• Build on strengths and overcome 
challenges

• Set up a system that supports ET 
habits



Why is evaluative thinking 
important?

It is a key component of:
• Good evaluation practice
• Evaluation capacity building



2. What is evaluation capacity 
building?
• Strengthening competency and 

capability in:
• Doing 
• Designing
• Managing
• Implementing
• Using
   Evaluation

Reference
Better Evaluation Rainbow Framework, 2023



3. What is organisational change 
management for evaluation?

• A structured process and tools for 
leading the people side of change.

• Key are
• Leadership commitment
• Clear communication of vision
• Powerful coalition

References
Abbato and Sunners, AES Blog, May 2023
Abbato, AJE,  Feb, 2023



So, what attributes do 
we need to bring for 
evaluation success?



Attributes for evaluation success
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Val
Evaluation 

Practitioner

Scout
Evaluation 

Leader

Avery
Team 

member



Val the evaluation practitioner

1 Critical thinker 2 3 54Provides 
perspective – a 
view from above

Brings a toolkit 
full of evaluation 
tools

Brings different 
ways of seeing

Productive – 
provides 
results
for use



1 Critical thinker

“Actively and skillfully conceptualizing, applying, 
analyzing, synthesizing, and/or evaluating 
information gathered from, or generated by, 
observation, experience, reflection, reasoning, or 
communication, as a guide to belief and action.”

Scriven and Paul, 1987



Scout the evaluation leader

1 2 3 54Provides 
direction with 
vision and goals

Poses thoughtful 
questions

Listens! Good at making 
decisions for 
action

Effective 
communication



Avery team member
1 2 3 54Has a growth 

mindset
Uses evidence for 
improvement

Good at asking 
questions

Regularly reflects 
on practice

Open to critical 
feedback



Team assets

1 2 3 54Open to new 
ideas

Motivated by an 
attitude of 
curiosity

Delays 
judgement

Acknowledges 
evaluation 
anxiety

Belief that 
evaluation will 
help



Delaying judgement by using 
“System 2” thinking

• System 1 = Operates automatically, intuitively, involuntary and 
effortlessly

 E.g. when we drive, recall our age
• System 2 = Requires slowing down, deliberating, solving problems, 

reasoning
E.g. complicated math problem, analysing and looking for 
meaning in data, determining the strength of evidence (i.e. a lot 
of evaluation work!)

• Evaluation example 
System 1, I know what the evaluation question is and the 
evidence we are looking for, I will interview the stakeholder 
now.
System 2, I will invite the stakeholder to an evaluation interview 
and I will interview them once I have clarified the evaluation 
questions, developed a plan and created a semi-structured 
interview guide.



And number 21!

References
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Introducing a checklist of 21 attributes 
for evaluation success

Reference
Abbato (2023) Checklist of Attributes for Evaluation Success



Tools to support building the attributes for evaluation 
success
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