
W
H

A
T 

TO
 D

O
 

IF
…

? 
Q

u
al

it
y

e
d

it
io

n



W
H

A
T IF…

? 
Evaluation is rarely a sm

ooth-sailing 
journey and difficulties m

ay arise all the 
tim

e. W
ith this gam

e, you can learn 
collectively how

 to handle w
ith them

 –or 
even better -to prevent them

 from
 arising. 

This deck of cards focuses on quality issues 
w

ith evaluation reports.

How to play?

Position the cards on the table and select 
three of them

. For each card, ask 
yourselves:
-

W
hat should I do in this specific 

situation?
-

W
hat can I do in the future to prevent this 

from
 happening?

D
iscuss the answ

ers collectively.
You’re done? Select three other cards and 
start again!

A
B

O
U

T…
 

This gam
e w

as created by Thom
as 

D
elahais, Q

uadrant C
onseil.

It is largely based on a w
ork led by C

laire 
Tourm

en
and Eurévalon “Action rules for 

evaluators”.Special thanks to Lydia G
reunz

for editing the cards.

The gam
e is free and available under a free 

licence to reuse and m
odify as long as the 

source is m
entioned:

Q
uadrant C

onseil, 2022.
w

w
w

.quadrant.coop

W
H

A
T IF…

? 

“I have received the draft 
final report but it doesn't 
answ

er the evaluation 
questions.”

W
H

A
T IF…

? 

“The conclusions in the 
final report don’t seem

 to 
be based on facts or on 
system

atic analysis.”

W
H

A
T IF…

? 

“The recom
m

endations in 
the final report seem

 
insufficiently linked to 
findings and conclusions 
of the evaluation.”

W
H

A
T IF…

? 

“The findings in the draft 
final report are not alw

ays 
sufficiently supported by 
evidence. Som

e of them
 

look like expert 
statem

ents on the 
evaluated issue.”





W
H

A
T IF…

? 

“A m
em

ber of the 
Steering C

om
m

ittee said 
at the final m

eeting that 
the report is only here to 
'exonerate' our 
adm

inistration of all 
criticism

.”

W
H

A
T IF…

? 

“There are quality issues 
in the final report but the 
evaluatorrefuses to 
am

end it (or accepts only 
m

arginal revisions).”

W
H

A
T IF…

? 

“C
olleagues in the 

adm
inistration question 

the quality of the final 
report, but it's really 
because they don’t agree 
w

ith one specific finding.”

W
H

A
T IF…

? 

“The quality of the final 
report is poor, but w

e 
don’t have tim

e or 
resources to change that 
now

.”

W
H

A
T IF…

? 

“At the final m
eeting, a 

m
em

ber of the Steering 
C

om
m

ittee disagrees 
w

ith the m
ethodological 

approach that w
as 

adopted and rejects the 
findings accordingly.”

W
H

A
T IF…

? 

“The evaluation team
 is 

not responding to som
e 

of the basic requirem
ents 

relating to the evaluation 
(e.g. a theory of change, 
questions and criteria, 
m

ethodological 
protocols…

).”





W
H

A
T 

IF
…

?  

W
H

A
T 

IF
…

? 

“W
e 

ar
e 

fa
ci

ng
 p

ol
iti

ca
l 

'in
te

rfe
re

nc
es

' o
n 

m
et

ho
do

lo
gi

ca
l c

ho
ic

es
 

an
d/

or
 o

n 
ho

w
 fi

nd
in

gs
 

an
d 

co
nc

lu
sio

ns
 sh

ou
ld

 
be

 p
re

se
nt

ed
 a

nd
 

ph
ra

se
d.

”

W
H

A
T 

IF
…

? 
“T

he
 e

va
lu

at
io

n 
te

am
 is

 
no

t c
le

ar
ly

 sp
el

lin
g 

ou
t 

th
e

co
nc

ep
ts

 o
r m

od
el

s 
w

hi
ch

 a
re

 u
se

d 
or

 is
 

us
in

g 
an

 in
ap

pr
op

ria
te

 
ap

pr
oa

ch
.”

W
H

A
T 

IF
…

? 

“T
he

 m
em

be
rs

 o
f t

he
 

St
ee

rin
g 

C
om

m
itt

ee
 

di
sa

gr
ee

 a
bo

ut
 th

e 
pr

io
rit

ie
s f

or
 th

e 
ev

al
ua

tio
n 

an
d 

th
e 

te
am

 
ha

s j
us

t a
nn

ou
nc

ed
 

th
ey

 w
ill

 n
ow

 fo
llo

w
 

th
ei

r o
w

n.
”

W
H

A
T 

IF
…

? 

“A
 m

em
be

r o
f t

he
 

St
ee

rin
g 

C
om

m
itt

ee
 sa

id
 

th
at

 if
 th

e 
re

po
rt 

do
es

n’
t 

co
nt

ai
n 

a 
qu

an
tit

at
iv

e 
as

se
ss

m
en

t, 
th

e 
cr

ed
ib

ili
ty

 o
f f

in
di

ng
s i

s 
do

ub
tfu

l”.

W
H

A
T 

IF
…

? 

“T
he

re
 a

re
 to

o 
m

an
y 

qu
es

tio
ns

 a
sk

ed
 in

 th
is 

ev
al

ua
tio

n 
fo

r t
he

 b
ud

ge
t 

an
d 

w
e 

kn
ow

 it
.”

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

 
 

  
 

 

“T
he

 e
va

lu
at

io
n 

te
am

 w
as

 
ex

pe
ct

in
g 

to
 b

e 
ab

le
 to

 
co

m
pi

le
 th

e 
da

ta
 se

ts
 

w
hi

ch
 a

re
 n

ee
de

d 
to

 
an

sw
er

 a
n 

ev
al

ua
tio

n 
qu

es
tio

n 
bu

t t
he

y 
w

er
e 

un
av

ai
la

bl
e 

/ o
f p

oo
r 

qu
al

ity
.”





W
H

A
T IF…

? 

“The evaluation asks 
w

hether the objectives 
pursued w

ere reached 
but w

e know
 that these 

w
ere unclear / w

ere only 
partially follow

ed or have 
changed.”

W
H

A
T IF…

? 

“The evaluation
is

supposed
to answ

er
questions form

ulated
w

hen
the intervention 

w
asfirst launched

but 
w

hich
are not relevant 

anym
ore

today.”

W
H

A
T IF…

? 

“Som
e findings are 

counter-intuitive / 
controversial / have 
strong im

plications and I 
fear that colleagues and 
other stakeholders w

ill 
react w

ith 
disbelief.”

W
H

A
T IF…

? 

“W
e sent the final report 

to the colleagues in 
charge of the intervention 
but they did not read it / 
did not seem

 interested.”

W
H

A
T IF…

? 

“The press is interested in 
the content of the report 
but our colleagues fear 
that it w

ill be used
to 

attack the adm
inistration.”

W
H

A
T IF…

? 

“The evaluation w
as 

supposed to be 'theory-
based' and a theory has 
been developed at the 
inception stage, but then 
it does not seem

 to have 
been used later on
in the process.”





W
H

A
T IF…

? 
“The report contains 
'prom

ising' figures that 
our adm

inistration w
ants 

to use in future 
com

m
unication, but the 

sources and references 
are not clearly spelt out.”

W
H

A
T IF…

? 

“The evaluation intends 
to assess the im

pact of 
intervention on specific 
group(s) of people but 
data on them

 w
as not 

system
atically collected."

W
H

A
T IF…

? 

“At the final m
eeting, a 

stakeholder pretends that 
the intervention has a 
negative effect on som

e 
groups, but that the 
report om

its to m
ention 

this”

W
H

A
T IF…

? 

“Som
e findings and 

conclusions seem
 not to 

be robust but w
e don’t 

have the know
-how

 or 
com

petencies internally 
to challenge them

.”

W
H

A
T IF…

? 
“At the inception m

eeting 
a stakeholder says the 
evaluation w

ill not be 
credible because the 
evaluation team

 has 
'undocum

ented' conflicts 
of interest.”

W
H

A
T IF…

? 

“The Term
s of Reference 

say the evaluation team
 

should do 50 interview
s. 

They did 40 but refuse to 
do m

ore, arguing the 
resources w

ould be 
better used 
elsew

here.”





W
H

A
T IF…

? 

“C
olleagues in the 

adm
inistration say the 

report is not credible 
because there are som

e 
factual m

istakes in the 
inform

ation reported.”

W
H

A
T IF…

? 

“

“

W
H

A
T IF…

? 

“

“


