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Positionality/ identity/ bias

« Academic: critical of new public
management, interested Iin
practitioners’ response to politics

= - Practitioner: passionate about VM
| opportunities to integrate financial
& programmatic planning,
monitoring, evaluation and learning

* Big Push Forward - how can VFM
enable locally led transformational
development?



2010: The Big Political Push

“Our bargain with taxpayers is this,” says
International Development Secretary Andrew
Mitchell. “In return for contributing your money
to help the world’s poorest people, it is our duty
to spend every penny of aid effectively. My top
priority will be to secure maximum value for
money in aid through greater transparency,
rigorous independent evaluation and an

unremitting focus on results.”

Action Aid press release 21 October 2010
):.//www.actionaid.org.uk/102638/press_release.html
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http://www.actionaid.org.uk/102638/press_release.html

VIM & the Politics of Evidence

MICHAEL POWER * Neutral, objective framing obscures politics
Th A [“, — Management —results ‘small e-evidence’
B Al " T
. political accountability: did we manage well
Sﬂl}lﬂtu and get expected results for investment?
hituals of — Measurement- ‘big E evidence’ policy
Verification makers : the most cost effective approach?

Results in tools with opportunities and risks

BPF questions evidence assumptions:

— How change happens, what we can know about
value, whose values count

— Our value — contribution to change
— VFM can be replicated across contexts

— Whether (political) agencies can use VFM evidence
to inform rather than justify




Practitioner reality:

what is it and how do we use
1t?

Outputs ] QOutcomes
Quantitptoe

wvalue for money

sdemanstrating value for
maoney through evaluation
af programame cutoomes

L eompare value for money
across programmes where
comparative data can be
generated

.manage for value for money - right processes

Definition of the
four Es

Economy: getting
the best value
inputs

Efficiency:
maximising the
outputs for a given
level of inputs

Effectiveness:
ensuring that the
outputs deliver the
desired outcome

Equity: ensuring

that the benefits are

distributed fairly




Confusion

« Management (small E) or measurement (big E)?
« Efficiency or effectiveness?

“It’s quite frustrating because — as per DFID’s
TOR — we’ve only got 6 pages on results (from
quite a complex, global programme) and yet 3/4
pages on V4M with very limited guidance from
DFID on what we should focus on (we were told
they don't know yet and expect us to take the
lead in defining). Did you see the call for PPA
proposals? Narrow definition there; focuses
more on efficiency rather than allowing for any
broader argument about the effectiveness of a
governance approach as we would hope.
We’ve decided not to dedicate hours to
untangling this for the PPA evaluation”




Competition and Collaboration:
BOND VFM Meeting 2011

Deparirment for
Inmternational
Development

What does DFID want to see CSOs doing on VFM?

Cont.

Less about: More about

- Isolated used of methods or » Organisation-wide thinking
approaches eg SROI, DALY, » Justifying your approach in your
CBAs specific context

* Analysis delinked from » Identifying options and prioritising
organisational processes areas for maximising value

* Applying a VFM recipe book or » Continual commitment to learning
step by step guidance and improving

- VFM as an add on, discrete » Piloting and monitoring

process or activity » Showing evidence and feedback
- Blanket application of formulas and |oops

ratios « Being practical




VFM tools/ap

Small E evidence results: ‘management’

Ex ante appraisal

— Scoring of relative effectiveness of theory
of change, management & M&E approach,
using multi decision making criteria analysis
some integrate risk

Monitoring against internal standards
and learning to improve VM

— Trend analysis of VIM indicators for
economy and efficiency linked to log
frame targets (internal standards)

- Cost driver analysis: DFID all

Ex post VFM judgement

—-Scoring of VfM achieved against initial
objectives (and or VFM indicators) e.g. by
Christian AID; Multiple criteria DFID MAR
Internal effectiveness comparisons

oroaches

Big E Evidence: ‘measurement’

Ex ante appraisal
—Economic cost effectiveness analysis:
the health sector, DFID business cases

Monitoring and learning to improve VM
during implementation

—-VIM indicators for economy, efficiency
external comparison

Ex post VFM judgement

—Cost benefit, cost effectiveness or
adapted SROI: to demonstrate that
innovative approaches compare well with
other solutions or comparators; for citizen
led advocacy




Contingent Effects

« Empowering:
— More financial responsibility within organisations
— Learning about relative efficiency across portfolios
— Understanding of citizens’ perceptions of value (SROI)

 Disempowering and affecting relationships:
— Focus on economy & efficiency - unit costs (!) & savings
— Economic measurement too narrow
— Results based management approaches too linear

— Opportunity costs: VFM assessments that are not good
VFM

« Benign: those who understand politics happy to perform



Disempowering Effect

ESTIMATE ON

I NEED A COST
YOUR PROTJECT.

I HAVE NO TOEA
I HAVENT EVEN
GATHERED THE USER
REQUIREMENTS

CONT WORRY. T
LIONT HOLD YOU
TO THE ESTIMATE

 YES YOU WILL.

YOU WILL PUT IT
IN THE PLAN, FORGET
WE HAD THIS
CONVERSATION. AND
FIRE ME WHEN 1 GO
L. OVER BUDGET.
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OR ILL FIRE YOU

GIVE ME A NUMBER
RIGHT NOLJ.
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COST TEN MILLION
DOLLARS.

—
[ OXAY., IT WILL
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IF YOU
ALREADY
THATS
TOO
HIGH
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Influencing factors

* Nothing inherently empowering or
disempowering

* Not a case of powerless recipients
responding to donors

 VFM effects depend on:
— Nature of funding relationships

— Organisational politics and dynamics,
competitive tendency, systems, capacity

— Individual power and agency
— Programme attributes and contexts



Adaptation: Value based VFM strategy m
4

(‘Ehr/stlan Aid’s approach tﬂ VIM is about achieving the
st results we can with the money and resources we
e. In de{mm the best L&/:S we. are concerned

erso eop enefltng% depI

ottesgﬁl - sustal d inclusion
E:/n otrh inOI’dS ac an e r

o act |
eneflts %Ble who ar more xc uded aﬁ)
marginalls

“Christian Aid’s pproa h is wei h towards
effectiveness r(it e results ﬁchle 3 \%
%nvest ent) a eqwt ﬂls Included/who beneflts
rom these resut ert onom?/ e total
an ac /V/t ore fiCci ncy e oofs7 per unt of

¥{g thGﬂESS arloel?[:ogl\c%et ent grgne taalP(e)Oei‘I/e

ess per person Is But | one appkoao
cheaper p%r person doesn’t achieve the same
results... then for Christi an Aid this does not
represent VM.

http://www.christianaid.org.uk/images/value-for-money.pdf



Strategies : constructive resistance

Ducking VFM measurement, in complex
orogrammes with limited capacity sl

Refusing to report:

— efficiency metrics without
effectiveness & sustainabllity

— Efficiency & effectiveness without
assumptions, methodologies &
gualitative context analysis

3
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Strategies: Innovation

- Utility of complexity science thinking for portfolio .
appro)éch anop programmes W|tf1 har% to r[%easure benefits

- Collaboration: golitical

ly informed c?llective action for
testing innovative approaches and inf

uencing

The nature of the development /
humanitarian intervention

Simple Complex
PLAN & ADAPTIVE
CONTROL MANAGEMENT
- Mass-produced Multiple parallel
Stable / Identical interventions experiments
REM Monitor progress &
RCTs adjust to context
Context of Value for Money Rates of success
project /
programme ADAPTIVE
MANAGEMENT MANAGING
Multiple parallel TURBULENCE
A . experiments Crisis management
Dynamic / Diverse Monitor progress & Real Time Assessments
adjust to context Action research
Rates of success

Source http://aidontheedge.info/2011/06/30/results-2-0-towards-a-portfolio-based-approach



Conclusions

VFM is a political and confusing agenda
VFM tools approaches have contingent effects

Power aware practitioners need to understand their role in
the politics of evidence & decide appropriate strategies

Role for value based VFM strategies/ frameworks
Key guestions/dilemmas:

— Is VFM mostly about performance? Is performing or
resisting best for transformational development?

— Can complexity science help bridge VFM management
and measurement approaches? If not what approaches
can be used for hard to measure programmes?



