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5Innovation Barometer

Introduction
Eight out of ten public sector workplaces have introduced at least one workplace innovation 
over a two-year period. This and previous editions of the Innovation Barometer show that. 

However, the picture is less positive when it comes to evaluating public innovation. Only four 
out of ten innovations have been evaluated, and not all evaluations are of the same quality.  
In this publication, we therefore focus on how evaluation can help us understand the value  
of innovation and support the spread of good solutions to other workplaces. In addition to 
new knowledge on evaluating innovation, the publication also provides tips, tricks and 
support to get started in evaluating innovation.

Public innovation is doing something new that creates value 
In the Innovation Barometer, we asked public workplaces in early 2020 whether they had 
introduced an innovation in 2018-19. Innovation is defined as a new or significantly changed 
way of improving workplace activities and performance. 

It can be new or significantly changed products, services, processes and organisational forms 
or ways of communicating with the outside world. Innovation must be new for the workplace 
itself, but need not be unique. Adaptations of others’ solutions or actual copies also count. 
While the innovation need not be entirely new, it is a requirement that the innovation has 
created one or more forms of value:  
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Evaluating innovation makes us  
wiser about the value
Innovation is about doing something new that creates value. Evaluating innovation helps  
us understand value: for whom does innovation add value? Under what circumstances?  
And what does it take to create that value? 

This is knowledge that is not only interesting for your own workplace and your immediate 
decision-makers, but also relevant for others who might think of reusing your innovation. 
Indeed, the hallmark of public innovation is that solutions are often can be disseminated.  
An innovation developed in one place can be shared with other workplaces, who might be 
able to reuse the solution. 

Evaluating innovation is about systematically assessing innovative approaches to a solid 
knowledge base to assess what works and how. When we evaluate innovation, we move away 
from gut feelings towards more systematic data collection and a more robust knowledge base.

Data collection tools range from qualitative methods, such as interviews and observation,  
to quantitative methods based on numbers and statistics. Both approaches are important in 
evaluating innovation to understand the value created. Data collection and analysis should 
lead to a conclusion about the value of the innovation that can be used by decision-makers 
and concerned citizens, enterprises and employees to make decisions, for example, about 
scaling up and disseminating the innovation, about transferring learning from innovation work 
to other areas, and about new innovation efforts.

Ideally, choices about evaluation are made at the very beginning of an innovation project: 
What is the purpose of the evaluation, who will receive the evaluation and what data is 
needed to communicate the value? The answers to these questions will help you design a 
good quality evaluation. They point to who you need to get data from – for example, citizens, 
staff or partners – and how to use your resources wisely to get and disseminate data.

Innovation evaluation differs from other evaluation work in that innovation work has some 
unpredictability. You don’t know what solution you will end up with, so it is difficult to set 
precise objectives for the work in advance. This requires both an evaluation approach and  
an evaluator who is open to identifying and measuring the unexpected findings that emerge 
during the innovation work. Evaluation of innovation cannot be completely planned in 
advance, but must be (re)thought and (re)shaped as the innovation develops.1 

As the outcome of an innovation is not predetermined, the evaluation will usually focus  
on whether the objective was achieved. But often it will also be relevant to examine how  
the innovation process has affected other areas or bottom lines. It may also be interesting  
to evaluate the innovation process itself in order to draw learning from the process that has  
– or has not – led to the achievement of the defined objectives.

1  See Innovation evaluation – when performance measurement supports real innovation.

https://www.denoffentlige.dk/oei-aargang-32-nr-3-innovationsevaluering-naar-resultatmaalinger-understoetter-reel-innovation
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Less than half of the public innovations  
are evaluated
Evaluation of innovation is essential to provide us with solid knowledge about the value of 
innovation work and the innovations it results in. So how is innovation evaluation doing when 
we ask in public sector workplaces? Data from the Innovation Barometer show that only 39% 
of innovations in the public sector have been evaluated. Six per cent of innovations have been 
evaluated externally, with the help of consultancies for example, while 33 per cent have been 
evaluated entirely internally in the workplace.

Four out of ten public innovations are evaluated

13 %

33 %

Evalua�on
planned

Not 
evaluated

Evaluated 
internally only

17 %

Evalua�on
underway

6 %

Evaluated with 
external assistance

29 %

Figure 1: The figure shows whether the workplace’s latest innovation has been evaluated – internally or with external 
assistance. The figure is based on the question ”Has your workplace evaluated the latest innovation?”. The question is 
only asked to those workplaces that have introduced at least one innovation in the period 2018-2019. The percentages 
in the figure do not add up to 100% because the 2% who answered ”Don’t know” are excluded. Data are weighted to 
represent the public sector overall. n=1,877.

It is frankly unimpressive that only four out of ten public innovations have been evaluated. 
One possible explanation for why the figure is not higher may be the time lag between  
when an innovation is implemented and when it is fully evaluated. Often, evaluation is a 
consequence of reflection that is only undertaken after an innovation has been implemented. 
As we will discuss later, it can be beneficial to think about evaluation on an ongoing basis.  
It may also be the case that implementation is not completed within the project period and 
therefore resources or a framework to carry out an evaluation are not available.

The Innovation Barometer shows that evaluation is ongoing in a further 17% of public 
innovations, while evaluation is planned for 29%. If all evaluations end up being carried out, as 
many as 85 percent of public innovations will have been evaluated. It is of course questionable 
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whether particularly planned evaluations actually end up being carried out, or whether  
good intentions remain. Nevertheless, it underlines that there is an awareness and sensitivity 
(and perhaps a little guilty conscience) associated with innovation evaluation.  

We most often evaluate our original solutions
In many ways, evaluation is evenly distributed across the innovation landscape. Municipal, 
regional and government innovations are evaluated about equally often and there are no 
major differences in the types of innovation that are evaluated. Whether the innovation  
is about improving services, developing products, communicating better or developing 
processes and the organisation, the innovation is evaluated roughly equally often.  

In other areas, there are differences in how often innovation is evaluated. Public innovation is 
characterised by seven out of ten innovations being a form of re-use of solutions developed 
elsewhere and spread to the public workplace in question – either by the solution being more 
or less directly copied from others, or by the solution being inspired by others’ solutions but 
adapted to the place where it is implemented. Only two out of ten innovations are original 
solutions that, as far as the workplace is aware, do not exist elsewhere. 

There is a difference in the frequency with which original and reused innovations are  
evaluated. Only three out of of ten (29%) of innovations that are largely a copy of someone 
else’s solution are evaluated. The same is true for four out of ten (39%) of innovations inspired 
by other solutions but significantly adapted to the workplace. For those innovations that are 
the first of its kind, half are evaluated.

Innovations are most often evaluated when they are  
the first of their kind

Innova�onen has been evaluated

50 %

39 %
29 %

The first of
its kind

Inspired by other’s 
solu�ons, but adapted

Copied

Figure 2: The figure shows whether the workplace’s latest innovation has been evaluated, according to whether the 
innovation is the first of its kind, inspired by other solutions but adapted, or largely a copy of other solutions. The figure 
shows does not show innovations for which the answer to the question on the origin of the innovation is ”Don’t know”. 
The overall difference is significant at the 0.05 level of significance. The question is only asked to workplaces that have 
introduced at least one innovation in the period 2018-2019. Data are weighted to represent the public sector overall. 
n=1,877.

https://co-pi.dk/viden-om/innovationsbarometeret/genbrug-og-del/
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In other words, we are most eager to evaluate the solutions that we have come up with 
ourselves. These are also the solutions about which it is reasonable to assume there is  
the least knowledge. Therefore, it makes good sense to choose to evaluate the brand new 
solutions. If you have copied or adapted an innovation from others, you will often have 
evaluation results and statements about the value the innovation has created for them. 
Therefore, the need to evaluate the value of the innovation (again) may not be seen in  
the same way. However, this risks overlooking the fact that transferring an innovation from 
one context to another does not necessarily produce the same result in the new place.  
It also fails to critically assess the innovation process undergone by the public sector. 

Lack of evaluation also poses challenges for the diffusion of innovation. Indeed, as we will 
show later, evaluated innovations are more often shared with others. By failing to evaluate 
reused innovations, we thus weaken the basis for their further diffusion. 

Collaboration is not a miracle cure for evaluation
Collaboration is the norm, rather than the exception, in public innovation. Seven out of ten 
public innovations are made in collaboration with one or more external partners. It is 
therefore also interesting to examine whether collaboration in public innovation plays a role  
in whether the innovation is evaluated. 

Overall, there is no difference in the frequency with which innovations created in collabora-
tion and innovations created without collaboration are evaluated. For both collaborative and 
non-collaborative innovations, 39% are evaluated. However, there is a difference in whether 
the evaluation is done externally or internally. Here it is striking that only one percent of the 
non-collaborative innovations were evaluated externally. For innovations created collaborative 
innovations, eight percent are evaluated externally. It is therefore clear that having collabora-
tors provides a different framework and opportunities for evaluation.

While internal evaluations mainly require resources in terms of manpower, external evalua-
tions also require resources in terms of dollars and cents. If several people are working 
together on the innovation, this requires structure and alignment of expectations from  
the outset. Here it would be obvious to also make explicit and allocate financial resources 
across the partners for external evaluation, rather than allocating man-years only to internal 
evaluation at one of the partners. 

Collaboration on innovation brings together the demands and expectations of several 
different parties. This calls for the needs of all parties to be met, and external evaluations  
are often perceived as more independent and as having a particular legitimacy. Therefore, 
external evaluation can be a requirement or expectation from the beginning of innovation 
work in particular innovation collaborations. When several parties come together in innova-
tion work, external evaluation thus becomes a more obvious part of the innovation process. 

https://co-pi.dk/viden-om/innovationsbarometeret/samarbejd-paa-tvaers/
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Collaborative innovations are more often evaluated externally

39 %

Research ins�tu�ons

Collabora�on within
 own organisa�on

Foreign actors

Other public workplaces
within other sector

Other public workplaces
within own sector

Voluntary organisa�ons

Private companies

Ci�zens

Founda�ons

No collabora�on

Collabora�on

39 %

53 %

38 %

37 %

37 %

37 %

43 %

43 %

44 %

44 %

Evaluated with external assistance Evaluated internally only

Figure 3: First, the figure shows how often innovations created in collaboration with others are evaluated externally 
and internally, compared to innovations that are not collaborated on. The difference in the frequency of external 
evaluation is significant at the 0.05 level of significance. Second, the figure shows how often innovations created in 
collaboration with a number of actors are evaluated externally and internally. It is only collaboration with foundations 
that differs significantly from all other types of collaboration. Collaboration with social economy enterprises is omitted 
from the figure due to few responses. The question is only asked to workplaces that have introduced at least one 
innovation in the period 2018-2019. Data are weighted to represent the public sector overall. n=1,877.

The specific partners can be, for example, public workplaces within or outside your own 
organisation, but can also be, for example, foundations, private companies or citizens.  
The specific partners are very similar when it comes to evaluation. It is only innovation 
collaboration with foundations that differs from the general picture of collaborative innova-
tion. Here, just over half (53%) of innovations are evaluated externally or internally, which is 
significantly more often than how often innovations created in other forms of collaboration 
are evaluated overall. Perhaps this is not so surprising, as funders often require evaluation  
as part of the framework for receiving the grant. In other words, whether an innovation is 
created in collaboration with others matters when it comes to evaluation – but foundations 
aside, it does not matter what kind of collaborator is involved.
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Surprisingly, collaborators such as knowledge institutions and private companies do not stand 
out. One might assume that the culture of evaluation was so strong in knowledge institutions 
such as universities or professional schools that innovations created in collaboration with 
these actors would be evaluated as a matter of course. Perhaps one comes to rest so much  
on research that it is not considered necessary to evaluate the way in which innovation takes 
place in practice? If so, there is a risk of missing out on knowledge about how practice does 
not necessarily correspond to the categories and predictions of research. At the same time, 
there is a risk of over-focusing on the solution itself and becoming blind to other changes  
and consequences brought about by the innovation, e.g. for workflows, communication  
and organisation.

Evaluation of innovation created in collaboration with private actors 
It is also worth dwelling a little on evaluation when the innovation is created in collaboration 
with private enterprises. Indeed, they contribute to the creation of one in five public innova-
tions.2 In public-private innovation collaborations, the different capacities and competences of 
the two sectors not only come together to explore the problem and develop and implement 
innovative solutions, but should also come together to generate knowledge about the value  
of the solution through evaluation. It is surprising that the evaluation rate is not higher in 
these collaborations, as one would think that both parties would have an interest in evalua-
tion-based evidence on whether and how the solution works. 

The vulnerability of evaluation may also play a role here. Neither public nor private parties  
can be sure in advance whether the evaluation will show the results they had hoped for.  
For private companies, a lack of or poor evaluation results can come across as a bad review  
of their product or efforts. This may be felt on the bottom line. 

Poor evaluation results can damage the relationship between the partners and hamper 
possible continued or future cooperation. Therefore, it may be easier for all parties to stick to 
gut feelings and the good story rather than risking that the evaluation is not rosy. And there 
are always results that could be even better or parts of the cooperation process that have not 
been quite what was hoped for. It can be vulnerable to put in the hands of the evaluator.

Conversely, as a public party, you may also find that positive evaluation results are marketed 
in a way that you were not prepared for or do not feel you can stand behind. It is therefore 
important to agree in advance how both positive and negative evaluation results will be 
handled and communicated, so that the interests of both parties are served. 

On the next page, Stefan Brendstrup, an expert in advising on the design of evaluations  
– including of innovation – gives three tips for evaluating interventions involving businesses.  
A guiding principle here is to meet precisely to discuss the use of the evaluation. 

2  For more on OPI, read Solving the problem together – public innovation in collaboration with private  
companies.



THREE TIPS

Stefan Brendstrups best advice for evaluating participatory interventions  
with enterprises are:

1. Keep focus on the use of evaluation 
Companies often stay in the background when it comes to evaluation. They think that 
others know better. They probably do. But if those most used to evaluating (often  
a public partner) simply propagate their logic and hence the purpose of evaluation, 
companies will not necessarily find that they benefit from evaluation. 

So make the effort to get businesses on board and ask what they see the evaluation  
as doing to create maximum value for them. For example, ask what motivated them 
to participate in the innovation and what they hoped to get out of it when you are 
formulating evaluation questions and, if appropriate, success criteria.

2. Turn down the precision and up the relevance 
We often assume that representatives from private companies will talk about the 
bottom line, scaling and impact if they need to give a quick answer about what an 
evaluation should focus on. But in reality, representatives from private companies  
are often more flexible in their approach to data than representatives from the public 
sector. They are more aware of the uncertainties associated with innovation and that 
it can take a long time to produce measurable results. They are therefore also open to 
many different forms of data and used to making decisions on an incomplete basis.

It is therefore a good idea to reduce the level of precision and increase the level  
of what it is appropriate to try to say something qualified about – even if the results 
may be a little less certain than the evaluator would like.

3. Remember the forward-looking perspective 
At the end of every innovation project lies a new set of questions. The evaluation will 
often naturally take stock of where we are at the end of a project. It should continue 
to do so. But it will often add value to the evaluation – not least for participating 
companies – if the evaluation also focuses on what possible next steps or questions 
might be. 

These questions should be asked early in the process, as this can reduce the risk of, 
innovation work stalls before a possible new solution is implemented. It is of great 
value if evaluation can help to reduce this risk. Remember to use the evaluation in  
the future. 
 
 

Stefan Brendstrup
Partner in Pluss Leadership A/S
Tlf. +45 22 83 20 24 · sb@pluss.dk
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The potential of evaluation
Evaluation has the potential to strengthen innovation in several ways. Choosing to invest  
and put effort into evaluating innovation brings value in itself in several ways and in several 
spheres, strengthening both the innovation itself and the anchoring and multiplication of 
innovation work. The three spheres of evaluation highlighted here are not mutually exclusive, 
that evaluation is also relevant to others, such as the citizens or businesses affected by the 
innovation.

Spheres in the evaluation of innovation  

Yourselves:
Solid founda�on
for knowledge

Your organisa�on:
Show the value

of your work

Your sorroundings:
Share your
solu�ons

Figure 4: The figure illustrates the potential of evaluation, partly for innovators and evaluators themselves, partly for 
their own organisation and finally for potential re-users outside their own organisation. 

Evaluation provides a solid knowledge base
First, evaluation creates a solid knowledge base internally for those doing the innovation 
work. There is a risk of missing out on a lot of good knowledge that can improve your 
innovation work if you do not integrate evaluation into your ongoing innovation work.  
If evaluation and innovation work are linked early, evaluation provides knowledge that can 
help prioritise and make choices. Evaluation helps to avoid choices being made and not made 
along the way in the innovation work are made carelessly – perhaps on the basis of something 
surprising or pleasing that happened at a workshop or on the basis of what one participant in 
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the innovation work has just said. Evaluation gives us the chance to reflect and make choices 
based on more systematic data. Evaluation thus builds a solid knowledge base for innovation 
work.  

Evaluation clearly shows value of innovation
Second, evaluation can help to sustain innovation in the environment of one’s own organisa-
tion. With solid evaluation results, you have a good basis for creating a strong narrative  
about the value a specific innovation has created. The narrative can help embed the innova-
tion across the organisation and with decision-makers, and reduces the risk of the innovation 
being discarded or replaced by new initiatives. If the vision of the organisation changes or new 
good ideas spread, a solid evaluation gives all parties a much better basis for assessing how  
to adapt an innovation – or perhaps abandoned. The value of using innovative approaches  
to solve problems is also made clear to the organisation and decision-makers if a systematic 
approach to evaluating both the innovative solutions and the innovation work itself is 
established. This reduces misconceptions that innovation work is pure fluff that can be 
discarded without consequences.

With solid evaluation results, you have a good 
basis for creating a strong narrative about  
the value a specific innovation has created

Evaluation provides a basis for sharing innovation
Finally, evaluation plays a role for the environment outside your organisation. The ability  
of others to re-use innovations is strengthened if evaluation documents the value of the 
innovation. Evaluation provides more precise knowledge about an innovation, for example 
about relevant target groups and important elements of the innovation – and also when it 
does not add value. This knowledge is important for a potential re-user of the innovation.  
For those sharing the innovation, evaluation provides a solid basis for daring to share.  
One can rest assured that you actually know in which situations the innovation adds value  
– and that others can benefit from the innovation. 

Evaluation is not just about whether the purpose is met
In the Innovation Barometer, we ask what the purpose was of evaluating the innovations  
that have actually been evaluated. The typical purposes of evaluating public innovation is to 
generate learning that can improve performance. This is the purpose or one of the purposes 
of 4 out of 5 evaluations of public innovation, while just over half (53 per cent) have as their 
purpose to examine whether the innovation has achieved its objectives. 

Precisely because innovation is about finding new solutions to more or less complex prob-
lems, it is good to see that the learning objective is strong in evaluations of public innovation. 
Learning is central to iterative innovation processes, where people test and experiment their 
way through the exploration of a problem towards solutions that are implemented and add 
value.
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The purpose of evaluation is often learning 

80 %

53 %

16 %
21 %

19 %

Gain knowledge 
that can improve 
our efforts in the 

future

Assess whether 
the innova�on 
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experiences 
available to 

others

Document 
the value of the 

innova�on to 
decision makers

Be�er to be 
able to manage 
the innova�on 

process 

Figure 5: The figure shows the objectives of public innovation evaluation. The figure is based on the question ”What 
were the main purpose(s) of the evaluation?”. This question was asked only of those workplaces that had evaluated the 
most recent innovation internally or with external assistance. The percentages in the figure add up to more than 100% 
because workplaces had the option to select more than one answer. The figure does not show the 5% who answered 
”Other”. Data are weighted to represent the public sector as a whole. n=749.

Less typical purposes of evaluation are to document the value of the innovation to deci-
sion-makers (21%), to better manage the innovation process along the way (19%) and to make 
lessons learned available to others (16%). So there is clearly room for improvement here.

The fact that only 19% of evaluations aim to manage the innovation process along the way 
may be due to the fact that evaluations are launched so late that they only assess the value  
of the innovation in retrospect. As mentioned earlier, linking evaluation and the innovation 
process at an early stage strengthens the innovation process. Although the innovation process 
is characterised by the fact that it is not clear from the outset what the solution will end  
up being, there will typically be an overall plan for the innovation process to build on. For 
example, there may be activities planned along the way that can make you smarter, or there 
may be times when you need to make decisions based on the best possible knowledge.  
The evaluation design can support learning from relevant insights during the process, e.g. in  
a mid-term evaluation, where significant insights into the innovation process can be gained 
from preliminary innovation activities and evaluation data. In this way, knowledge from  
the evaluation work can also be used to make wise choices during the management of the 
innovation process. If we practice developing evaluation activities as innovation activities 
develop, we will create an evaluation framework that also captures the unpredictability that  
is part of innovation work. 
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Similarly, it is a challenge – both for anchoring the specific innovation and for innovation work 
in general – that only 21 percent of evaluations aim to document the value of innovation to 
decision-makers. In public workplaces, this can be both administrative and political deci-
sion-makers. Both have a stake in the use of taxpayers’ money in public services, including 
innovation work, and it seems only fair that they should be able to draw on evaluation 
evidence to document the value of innovation. 

Evaluations conducted with the help of external consultants more often aim to document the 
value of innovation to decision-makers. 33 per cent of external evaluations have the as an 
objective, while only 19 percent of purely internal evaluations do so. This may be because 
funding for external contributions is more often prioritised when innovation work is of a 
certain size or a particular focus. Although in a busy world, decision-makers may not seem 
interested in something as nerdy as evaluation results, 83% of local and regional politicians in 
a parallel survey agree that they demand evidence of the results of new projects.3 So even 
internal evaluators can design evaluations based on the belief that decision-makers actually 
want to see evidence of the value of innovation.   

Only 16% of evaluations are carried out with the aim of making lessons learned available to 
others. As we will discuss later, many public innovations are shared with others, even if they 
are not evaluated with the aim of sharing lessons. Therefore, for many, it will be relevant to 
consider already in the planning of the evaluation how the evaluation results can support 
others to benefit from the innovation. Again, a difference is seen between internally and 
externally evaluated innovations. While 14% of internally evaluated innovations aim to make 
experience available to others, this is the case for as many as 25% of externally evaluated 
innovations. When innovations are evaluated externally, there is thus more thought given to 
the evaluation supporting the re-use of the innovation by others.

Certainty of value
So there are many purposes for evaluation, and several spheres where evaluation makes a 
difference. Data from the Innovation Barometer cannot directly answer whether workplaces 
have created a solid knowledge base for themselves by evaluating innovation. But we can see 
whether evaluation helps to create a clear narrative about the value of innovation and 
whether evaluation supports innovation being shared with other workplaces.

It is part of the very definition of public innovation that the innovation has created one or 
more types of value, whether or not the innovation is evaluated. When innovations have been 
evaluated, three in four (74%) have increased quality, just over half (54%) have increased 
employee satisfaction and just under half (45%) have increased efficiency, e.g. the same result 
for fewer resources. Innovations that have not been evaluated are less likely to have created 
quality, efficiency and employee satisfaction compared to evaluated innovations. Here, the 
percentage achieving each type of value is around 10 percentage points lower. Conversely, 
there is no difference in the frequency with which evaluated and non-evaluated innovations 
have achieved policy objectives or generated citizen involvement. Whether evaluated or not, 
around one in three innovations have met policy objectives, while three in ten have contrib-
uted to better civic participation.  

3  See ARENA – When political leadership creates public innovation.

https://co-pi.dk/viden-om/materialer/arena/
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Evaluated innovations create quality,  
employee satisfaction and efficiency 

Evaluated Not evaluated

64%
74%

35%
45%43%

54%

29%31%34%33%

Ci�zen
involvement

Poli�cal goalsEfficiencyEmployee
sa�sfac�on

Quality

Figure 6: The figure shows the value created by the workplace’s most recent innovation in evaluated and non-evaluated 
innovations. The values quality, employee satisfaction and efficiency are achieved significantly more often when the 
innovation is evaluated, while no statistically significant difference is observed for the values achievement of policy 
objectives and citizen involvement at a significance level of 0.05. The non-evaluated innovations include here the  
cases where the answer ”Don’t know” is given to whether the innovation is evaluated. The question is only asked to 
workplaces that have introduced at least one innovation in the period 2018-2019. The percentages in the figure add up 
to more than 100% because workplaces had the option to select more than one response option. Data are weighted to 
represent the public sector overall. n=1,877.

One wonders why the differences are not greater. If evaluation is so important, why do we not 
see huge differences in the values of evaluated and non-evaluated innovations? have created? 
It is important to remember that it is not the evaluation itself that creates the value of each 
innovation once it is implemented. Evaluation can clarify and specify the value of the innova-
tion that the workplace either did not know about or only had a gut feeling about. 

Evaluation becomes crucial when it comes to convincing others of the value of the innovation. 
When arguing the value of the innovation to decision-makers, for example, an evaluation is far 
more convincing than the workplace’s gut feeling. So while evaluation doesn’t change much 
of the values created, it can move us from talking about the values we think an innovation has 
created to what we know it has created.

Evaluation forms the basis for sharing 
Another benefit of evaluating public innovation is that it is linked to whether innovations are 
shared with other workplaces. A solution developed in one place can often be reused in other 
workplaces. But this does not happen by itself, which is why it is important that workplaces 
make an effort to share their good solutions with others. 

The Innovation Barometer shows that half of public sector workplaces have taken active steps 
to share their latest innovation. Sharing innovation is strongly linked to whether the innova-
tion has been evaluated. Three out of four (74%) of innovations evaluated with the help of 

https://co-pi.dk/viden-om/innovationsbarometeret/genbrug-og-del/
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external parties were also actively shared with other workplaces. The same is true for just 
over half (53%) of the innovations evaluated internally. The large difference in the frequency 
with which internally and externally evaluated innovations are shared suggests that not all 
evaluations are the same and that there are differences in their usefulness. Perhaps evalua-
tions with external contributions are perceived as more independent. Therefore, it may also 
feel safer to share innovations that have been externally evaluated, as knowledge about the 
value of the innovation is not based solely on the workplace’s own conclusions. This will be 
discussed in more detail when we look at what the evaluations are actually based on. 

Evaluated innovations are more often shared with others

Have tried sharing the innova�on with others

37 %

53 %
45 %

74 %

53 %

Evalua�on
planned

Not 
evaluated

Evaluated 
internally only

Evalua�on
underway

Evaluated with 
external assistance

Figure 7: The figure shows how often innovations with different degrees of evaluation are attempted to be shared.  
The overall difference in how often innovations are attempted to be shared is significant at the 0.05 level of signifi-
cance. The non-evaluated innovations here include the cases where the answer ”Don’t know” was given to whether 
the innovation was evaluated. The questions on which the figure is based were asked only of workplaces that 
introduced at least one innovation in the period 2018-2019. Data are weighted to represent the public sector as a 
whole. n=1,877.

Innovations are also shared even if the evaluation has not been completed or the innovation 
has not been evaluated at all. Just over half (53%) of innovations where evaluation is ongoing 
are shared, compared to just under half (45%) of innovations where evaluation is planned. 
Also 37% of innovations that have not been evaluated are shared.

It is thought-provoking that innovations are often shared when evaluation is ongoing or 
planned. This suggests that it is not always the outcome of the evaluation that determines 
whether innovations are shared. It may be, for example, that people feel so confident about 
the value of the innovation that they start even before you can demonstrate its value through 
evaluation. So it is not necessarily having the final evaluation in hand that determines sharing. 

Sharing experiences, insights and partial results during the innovation process may well 
provide value for both the sharer and the potential re-user. By sharing along the way, innova-
tors can create spaces for reflection on their innovation work that can help them move 
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forward. When sharing along the way, you may not only share the “silver lining” in the form of 
impressive and perfectly polished results, but also some of the dirty “laundry”, i.e. the 
mistakes you have made or setbacks you have experienced along the way. This can give the 
potential re-user a more real insight into the innovation process. But a completed evaluation, 
which clearly shows the value of the project, can also determine whether the potential 
re-user dares to take on the same project. The innovation has to be “sold” at the reuser’s 
workplace, and for those colleagues, managers and decision-makers who have not followed 
the innovation work at the sharer’s workplace, the knowledge gained from a final evaluation 
weighs heavily. 

The purpose of evaluation has an impact on whether innovation is shared
Thus, many innovations are shared, even if they have not been evaluated. This may almost 
give the impression that there is no conscious process around evaluation and sharing of 
innovation, but that the link simply masks the fact that the innovations one chooses to 
evaluate are those that one would have shared with others anyway – evaluation or not. 
However, there is a clear link between the fact that if you have evaluated with the aim of to 
make the experience available to others, they have also often tried to share the innovation. 
88% – close to nine out of ten – of innovations evaluated to make lessons available to others 
were actively shared. So it matters whether sharing was built into the evaluation from the 
start. However, it is worth noting that half of innovations evaluated for other purposes are  
still shared.

Innovations are almost always shared when the purpose of  
evaluating is to make experience available to others

88 %

Figure 8: The figure illustrates that when innovations are evaluated with the aim of making lessons available to others, 
88% have been shared so that others can re-use the innovation. The same is true for 50% of innovations evaluated for 
other purposes. The difference is significant at the 0.05 level of significance. This question is only asked of those 
workplaces that evaluated the most recent innovation internally or with external assistance. Data are weighted to 
represent the public sector as a whole. n=749.

A concrete innovation where evaluation has played an important role is the Men’s Communi-
ties in Roskilde Municipality. Here, solid evaluation work, also early in the innovation work, 
has helped to ensure that the project could be transferred to the Red Cross.
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CASE

Male communities strengthen  
mental well-being

In the municipality of Roskilde, a major health inequality between men 
and women was the starting point for the formation of a community 
for men only over the age of 60. The men’s communities provide a  
safe space where men can meet and share their challenges. This lasting 
community is of great importance for men’s well-being and identity.   

In the health centre in Roskilde municipality, men were rarely among the partici-
pants in the preventive interventions. Both locally and nationally there is a desire  
to gender health inequalities in society and get more men involved in in the 
community. One of the ways in which this inequality is seen is that men have fewer 
and weaker relationships than women. Lack of networks has a major impact on 
public health, as weak social relationships are associated with poor well-being  
and higher mortality and morbidity. 

During Men’s Health Week 2017, Roskilde Municipality ran a ‘Healthy Ageing Course’ 
just for men, which proved to be a success. Here, participants shared very personal 
topics and issues. The men from the course subsequently formed the first Men’s 
Community for Men 60+ in collaboration with a health consultant from the Health 
Centre. Since 2018, 13 Men’s Communities have been established with over 80 men 
aged 57-89. Each community consists of 5-8 men who, after four guided start-up 
meetings, are self-sufficient and continue to meet for 2-3 hours every 14 days for 
men’s talks or outings on their own. Citizens from the target group have been 
involved in the development process since the beginning. The new solution allows 
the men to determine the framework and form of the community. The men are 
sworn to secrecy and can therefore share vulnerable and confidential stories with 
each other in a safe environment, which has proved to be essential for the formation 
of long-lasting and close relationships. As of 1 July 2021, the project has been 
handed over to Red Cross Roskilde, which will continue its cooperation with the 
municipality. In this context, a handbook for Men’s Communities has been prepared, 
providing guidance on how to start up the communities.

The project has been evaluated using both questionnaires with validated measure-
ment methods and several rounds of qualitative interviews with the participating 
men. The evaluation shows that the community strengthens the men’s mental 
well-being in a broad sense. The longer the men have been in a Men’s Community, 
the fewer signs of loneliness they have, and at the same time they are less likely to 
develop depression or stress. The evaluation results have also been used to adjust 
how the groups are put together, as the composition has a big impact on whether 
the men can see themselves in the Men’s Community.

The innovation was a finalist for the NYT SAMMEN BEDRE award 2021.

FØR

NU

https://co-pi.dk/viden-om/materialer/laes-stjael-fortael-2/


Innovation Barometer 21

If you want to reuse the idea, contact:
 
Henrik Leth 
Volunteer activity leader, Røde Kors Roskilde 
Tlf. +45 40 12 74 10 · henlet@rodekors.dk

Jeanne Schlenzig
Project Manager Mandefællesskaber 60+, Roskilde Kommune
Tlf. +45 46 31 77 02 · jeannes@roskilde.dk

mailto:henlet%40rodekors.dk?subject=
mailto:jeannes%40roskilde.dk?subject=
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The art of the possible
Both inside and outside textbooks, evaluation is a broad concept. Some are comprehensive, 
with many data sources and methodological approaches, while others are smaller in scope 
and rely mostly on knowledge that is readily available and does not require many resources to 
incorporate. Whatever the breadth of the concept, evaluations should be based on systematic 
data collection to assess an innovative approach. On the other hand, there are many possible 
pros and cons in the data (including data other than numbers) that one chooses to collect  
and the methods one chooses to collect and analyse data. 

The Innovation Barometer shows that evaluation of public innovation is mostly based on  
the workplace’s own professional judgements. This is true for three out of four (74%) of the 
innovations evaluated. Half (51%) of the evaluations involve surveys among employees at  
the workplace, while surveys among citizens and or companies (24%), testing of set objectives 
(17%) and surveys among other public workplaces (4%) are rare.

Evaluation of public innovation is often based on  
the workplace’s own professional assessments

17 %

Tes�ng if
goals have
been met

24 %

Inves�ga�ons
among ci�zens
and/or private

companies

51 %

Inves�ga�ons
among employees

74 %

Workplace’s own
professional
assessments

4 %

Inves�ga�ons at
other public

sector workplaces

Figure 9: The figure shows which elements are included in the evaluation of public innovation. The category ”Surveys 
among public workplaces” is due to the fact that some public workplaces perform tasks for other public workplaces 
and therefore can use their input in evaluation. The figure is based on the question ”Please indicate whether the 
evaluation of recent innovation includes...”. The question is only asked of those workplaces that have evaluated  
the latest innovation internally or with external assistance. The percentages in the figure add up to more than 100% 
because workplaces had the possibility to select more than one answer option. The figure does not show the 9%  
who answered ”Other”. Data are weighted to represent the public sector as a whole. n=749.
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Many evaluations therefore start from the most important point, namely that knowledge  
is gained from the people directly affected by the innovation: citizens and staff in their own 
workplace, in private companies or in other public workplaces. The value of an innovation 
may differ depending on whether you are the implementer and driver of the innovation or 
one of the beneficiaries or users of the innovation. Many innovation approaches emphasise 
the involvement of end-users in exploring the problem and adapting or developing solutions. 
It is therefore gratifying to see that the user perspective is not lost sight of when the evalua-
tion is generating knowledge that makes us wiser about the value of the innovation.  

Many evaluations are therefore based the most 
important thing, namely to obtain knowledge from 
the people directly affected by the innovation

When involving users in evaluation, there may be a concern about inconveniencing a busy 
operation or some citizens and businesses who basically just want to get on with their lives 
and work. Linking evaluation and the innovation process goes a long way towards avoiding 
“interference” with evaluation by providing data for both the innovation work and the 
evaluation work from affected businesses, citizens and enterprises during the innovation 
process. In some situations, however, it may be necessary, for example, for staff to carry out 
additional documentation work in order to collect the relevant data. Do not underestimate 
the fact that evaluation can also provide a professional space for reflection from which staff  
– and partners – can benefit. And citizens and businesses may also find it positive that “the 
system” is actually curious about how a given solution is experienced. 
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Is little evaluation better than no evaluation?
However, the workplace’s own professional assessments are the data source on which 
evaluation of public innovation is most often based. It may be perceived as the most acces-
sible and least resource-intensive data source. One will often not have to ask permission to 
inconvenience anyone, you might be able to pull some knowledge out of case systems 
yourself, and when you have an office or department meeting anyway, you can have a chat 
about how an innovation went. Most of the evaluations that are based on the workplace’s 
own professional assessments are also based on other sources, such as surveys of employees. 
In these evaluations, several views are represented. However, for 28% of the evaluations,  
the evaluation is based solely on the workplace’s own professional assessment. This misses 
the views and knowledge that the workplace may not necessarily see for itself.

A quarter of evaluations are based solely on  
the workplace’s own professional assessments

28 %

Figure 10: The figure illustrates that 28% of evaluations of public innovation are based solely on the workplace’s own 
professional assessment. The question is only asked to those workplaces that have evaluated the latest innovation 
internally or with external assistance. Data are weighted to represent the public sector as a whole. n=749.

With the data from the Innovation Barometer, we cannot see that evaluation based solely  
on the workplace’s own professional judgements would be much better than no evaluation. 
Innovations evaluated solely on the basis of the workplace’s own professional assessment  
are very similar to innovations where evaluation is planned but not yet started. This is true 
when we look at what values the innovation has created and whether the innovation has 
been shared with others. In other words: If you’ve skipped where the yard is low and done an 
evaluation based only on the workplace’s own experience, you might as well the lowest point 
and only talked about doing an evaluation. The workplace’s own assessment may be a good 
place to start in the evaluation work, but if at all possible, more perspectives should be 
included in the evaluation. 
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With more resources come better opportunities for evaluation
Surveys of citizens and/or businesses are more common in external evaluation. When there 
are external contributions to evaluations, 35 per cent rely on surveys among citizens and/or 
enterprises, while this is the case for only 22 per cent of purely internal evaluations. A similar 
picture emerges for the testing of the achievement of objectives, on which 36% of external 
evaluations rely, compared to only 14% of internal evaluations. Conversely, the workplace’s 
own professional assessments are less frequent part of external evaluations. This is the case 
for 60 per cent of external evaluations and 76 per cent of internal ones. Where external 
evaluations may be perceived as more independent and legitimate, this may not only be 
about the independence that characterises an external evaluator, but also about the data 
sources on which the evaluation is based. There is a potential in strengthening the legitimacy 
of internal evaluations by moving away from their own professional judgements and more 
towards obtaining data from, for example, citizens and businesses concerned – or daring to 
test whether the objectives set have been met.  

The distribution of data sources in internal and external evaluations may reflect the fact that 
resource considerations matter when making choices in evaluation work. Conducting dedi-
cated surveys among staff, citizens, companies and other public sector workplaces requires 
more resources than reversing our own professional assessments in a meeting. It may also be 
perceived as requiring more evaluation expertise and knowledge of methods. 

In practice, evaluation – including of innovation – is often the art of the possible. If resources 
in the project are generally scarce, the bite for evaluation is even smaller, and evaluation often 
comes first when it comes to what can be saved. The Innovation Barometer shows that only  
a third of public innovations are funded by sources other than the workplace’s own budget. 
For the remaining two-thirds of innovations, resources for evaluation must therefore be found 
internally, whether in terms of funding for external evaluators or man-years for internal 
evaluation.  

If the resources in the project are generally few, 
the bite for evaluation is even smaller

On the next page, Helle Vibeke Carstensen, Director of Faaborg-Midtfyn Municipality, gives 
three pieces of advice on how to make choices that promote the freedom to evaluate 
innovation – even in a busy operational day. 

https://co-pi.dk/viden-om/innovationsbarometeret/haandter-oekonomien/
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THREE TIPS

In a large rural municipality without a unified administration at the town hall, it can  
be difficult to build the necessary evaluation competence and culture. Evaluation 
efforts are vulnerable because they rely heavily on the evaluation skills of individual 
departments. They have many other tasks and have spent more time dealing with 
everyday life – and less time on evaluation – during the crisis. But even in a busy day, 
there is room for improvement! 

Here is the municipal director Helle Vikebe Carstensens advice on how to approach 
evaluation:

1. Create an evaluation model that can be used across disciplines 
In Faaborg-Midtfyn Municipality, we have chosen to develop an evaluation model that 
serves as a common basis for all subject areas. With a common evaluation model and 
system, we make it easier to evaluate across the disciplines and thus get an overall 
picture of what the efforts mean for citizens.

2. Start small, develop together and network 
We have chosen to use the evaluation model initially for politically launched initiatives 
that are to be tried out – in other words, trial actions for a limited period. The model 
has been presented to politicians in the Economic Committee.

We have developed our model together by testing it in practice and then making 
adjustments. For to strengthen evaluation professionalism, we have taught evaluation 
and formed networks across disciplines to seek peer support for evaluation skills.

3. Make it simple 
To address challenges of lack of time and data, we have set out three ways, 

to measure impact:

1. Quantitative data, where we numerically measure (provide knowledge of what)

2. Qualitative data, where we observe and interview (giving knowledge of why)

3.  Argumentation analysis, where we relate professionally and rigorously to what 
we what we observe and justifying the validity of our observations.

We always refer to the same five bottom lines of value to support that we create 
holistic solutions. If an action has a negative impact on a bottom line, activities must 
be initiated to address it. 
 

Helle Vibeke Carstensen
Kommunaldirektør i Faaborg-Midtfyn Kommune
Tlf. 72 53 10 13 · hevca@fmk.dk

mailto:hevca%40fmk.dk?subject=
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Get started 
The task of evaluating an innovation project can be so overwhelming and unmanageable for 
staff and managers that they become completely paralysed. If evaluating innovation is new  
to you, the Guide to Evaluating Innovation is a good place to start. The guide can inspire you 
to see that evaluating innovation actually pays off. It provides an introduction to different 
evaluation approaches and how evaluation can improve an innovation by facilitating learning 
and development before, during and after an innovation process.

Even experienced evaluators may lack knowledge of and models for evaluation that can 
accommodate the fluidity of innovation work. Innovation processes require continuous 
adjustments, just as the goal may shift along the way. This makes it difficult to use classical 
evaluation models. The Green Woodpecker book provides methods and tools to guide you 
through the innovation process and help you ask the most important questions along the way.

First aid for evaluation
The CO-PI Evaluation Kit consists of the Guide to Evaluating Innovative Initiatives,  
the Green Woodpecker book and a set of worksheets to be used as a dialogue tool 
along the way. 
Find out more and download or order your evaluation kit at co-pi.dk/evaluation.
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METODE: 
SPØRGESKEMA

KORT OM METODEN

Et spørgeskema kan være en effektiv metode til at få et stort antal 

personers synspunkter og/eller oplevelser. Med spørgeskemaer kan 

du få kvantificerbar viden om, hvad personer mener og/eller har 

oplevet. Du kan ikke bruge metoden til at hypoteseteste eller stille 

spørgsmål om ”noget”, som svarpersonerne ikke har tænkt over,  

men som de skal reflektere sig frem til. 

DET ER DEN GOD TIL

Denne metode er særligt god til at håndtere mange personer og giver mulighed for  

at kvantificere kvalitativ viden.

DET SKAL DU VÆRE OBS PÅ

Formulér spørgsmål, som svarpersonerne ved noget om eller har oplevet. Spørg ikke  

til holdninger eller forventninger. Stil ikke spørgsmål, hvor svarpersonen skal gætte  

eller vælge en mening. Sørg for at formulere svarkategorier, så du sikrer en vis spredning  

i besvarelserne.
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HVORDAN GØR JEG?

Dataindsamling:

1.  Find ud af, hvad du vil have belyst gennem dit spørgeskema, og lav spørgsmål, så du  

får dine emner dækket. Pas på med at formulere spørgsmålene i den retning, du ønsker 

at få svar. Prøv i stedet at være så neutral som mulig. Den nemmeste efterbehandling 

og kvantificering sker med flest spørgsmål med lukkede svarmuligheder, men det kan 

være en god idé med et par åbne spørgsmål, så der er mulighed for at udtrykke dybere 

holdninger eller at forklare sig. 

2.  Det kan styrke din analyse efterfølgende, hvis du inkluderer baggrundsinfo som køn, 

alder og beskæftigelse. 

3.  Spørgeskemaet kan laves i en fysisk eller digital form. Bruger du en digital platform,  

er det nemt at sende spørgeskemaet til mange, og der er typisk forskellige nemme 

muligheder for at opsummere og analysere data. Bruger du fysiske spørgeskemaer,  

er det nemt at indsamle besvarelser fra personer uden digital adgang, og du kan få 

svarene indsamlet lokalt – her og nu. 

4.  Identificér de personer, som skal deltage, så du får nok data, der lever op til dine krav 

om kvantitet. 

5. Send eller udlevér dit spørgeskema til de personer, der skal besvare spørgeskemaet. 

Analyse: 
1. Saml besvarelserne ind. 

2. Opsummér selv dine data, hvis de ikke allerede er digitale.

3.  Vis dine data i tabelform, søjler eller grafer – afhængigt af, hvad data viser. Benyt gerne 

en statistisk test for at se, om forskellige besvarelser kan være tilfældige eller statistisk 

forskellige.

4. Hvad er de vigtigste pointer fra spørgeskemaundersøgelsen?

HVAD HAR JEG BRUG FOR?

Dataindsamling og analyse:

Et spørgeskema – brug evt. en online 

service.

HVAD FÅR JEG UD AF DET?

Hvis du arbejder med mange svar  

og flest lukkede spørgsmål, kan 

spørgeskemaer give meget kvantitativt 

data med forholdsvis få ressourcer. 

Metoden er god til hurtigt at give 

overblik over gennemsnit og forde-

linger. 

GRØNSPÆTTE BOGEN
 TIL DIG, DER SKAL EVALUERE  INNOVATIVE TILTAG

2016

Even with the Green Paper in hand, one can be overwhelmed by the choices that need to be 
made to ensure that the evaluation is both applicable in the right places and proportionate  
to the size of the innovation project and the resources and competences available. Therefore, 
we offer here a view on how the circumstances of the evaluation influence what the wise 
methodological choices are. 

http://co-pi.dk/evaluation
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The foundation of evaluation is systematic
There are always two important prerequisites for evaluating innovation work. The first is the 
amount of financial and human resources available for both innovation and evaluation work. 
As a rule of thumb, 2-8 percent of the resources in an innovation project should be devoted  
to evaluation, but since innovation projects can vary greatly in scope, the resources for 
evaluation are correspondingly variable. The second prerequisite concerns the evaluation 
competencies present in the workplace. This covers concrete knowledge of evaluation 
methods and evaluation experience of the evaluator, but also the evaluation capacity of  
the workplace in a broader sense, e.g. whether evaluation activities are prioritised. 

Tricks that support optimization of resources: if evaluation is thought If evaluation is 
thought into from the start, it can better link to innovation work. In the best of all 
worlds, it reduces both the resources spent on evaluation work and supports innova-
tion work with knowledge – without taking time away from innovation work or the 
core tasks of staff.  
Tricks to increase evaluation capacity and skills: remember that nobody can do 
everything. Find complementary profiles in your organisation or among your partners. 
Who can contribute with evaluation methodology? Who is good at asking sharp 
questions that clarify the purpose and the knowledge that needs to be acquired? Who 
is good at pulling data out of existing systems and processing it? Who is already doing 
research with citizens or businesses, affected by the innovation?  

But whatever the resources and skills available, the foundation of evaluation work is always 
the same: a systematic approach to data collection, analysis and dissemination, designed 
around an alignment of expectations with decision-makers and commissioners of the evalua-
tion. The design must also address how the beneficiaries of the evaluation will be involved 
and what their preferences are for dissemination. Therefore, you build the foundation by 
being able to answer three questions: 

1. Purpose: What is most important to know about the innovation and the process?

2. Beneficiaries: who are the beneficiaries and what is important to them? 

3. Data: what data do you already have and what data are you missing? 

Next, the wise evaluation choices depend on what resources and competences are available.
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Evaluation choice depends on resources and competences

Figure 11: The figure illustrates which evaluations would be most appropriate to aim for, depending on the evaluation 
skills and resources available in an innovation project.
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Small, but good 
You are in the lower left quadrant, if you have: 

• A small innovation project that has worked on a less complex problem solved with few 
actors – and correspondingly few resources for evaluation activities.

• Limited knowledge and experience of evaluation approaches and methods.

With few resources and few competences, evaluation is a difficult task. Be realistic and accept 
that it may be more of a knowledge gathering exercise than an actual evaluation. Accept  
that you will not be able to generate knowledge that demonstrates impact or significant 
differences. Remember that the foundations still need to be solid: Make sure you don’t  
forget systematicity even in evaluation work with few resources. 

Your wise evaluation choices are here:  

• Create a simple evaluation design with few methods and data sources. This could be  
a handful of interviews or observations and perhaps data from relevant subject systems. 
Prioritise talking to the citizens, staff or businesses that the innovation affects. Be aware  
if there are activities in the innovation work that can also provide data for your evaluation. 
Avoid large evaluation activities such as extensive questionnaire surveys and in-depth 
fieldwork. 

• Choose internal evaluation, as it requires some economy to meaningfully get external input 
to your evaluation. If necessary, investigate whether you can collaborate with others in 
your own organisation with more or better evaluation skills.

• Be realistic about disseminating results. Do what requires the least resources and fits best 
into existing formats and concepts. Avoid the big, fancy reports that require more 
resources to produce.
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Do it yourself
You are in the bottom right quadrant, if you have: 

• A small innovation project that has worked on a less complex problem sought to be solved 
with few actors – and correspondingly few resources for evaluation activities.

• Strong knowledge and experience of evaluation approaches and methods.

Here, evaluation is an obvious do-it-yourself project. With high evaluation skills, you can save 
on expensive (but skilled) external consultants, and instead make the most of your limited 
resources internally. But as with all do-it-yourself work, it is important to be realistic about 
your own abilities and resources and not set yourself up for a bigger project than you can 
handle.

Your wise evaluation choices are here:  

• Choose internal evaluation. As internal evaluators, take advantage of to follow the project 
along the way and be aware of activities in the innovation work that can also provide data 
for your evaluation.

• Use the evaluation skills in your team to make conscious choices about how to get the 
most out of your resources. You can’t have it all, so wise but tough choices and disincen-
tives need to be made. Rather deliver a small, focused and well-executed evaluation than 
an ambitious but sloppy and half-baked product. Plan based on existing skills and data. 
Find the overlap between what you want to know and how you can easily find out for 
yourself. For example, avoid quantitative data unless you have both easy access to relevant 
data (e.g. from a subject system) and the skills to work with numbers.

• Use your own skills in communicating results. Also find the overlap between how you can 
present the results yourself and how it is appropriate to communicate to the primary 
audience.
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Big arm movements
You are in the upper right quadrant if you have: 

• A large innovation project that has worked on a complex problem sought to be solved with 
many actors – and correspondingly has several years of staff and financial resources for 
evaluation activities.

• Strong knowledge and experience of evaluation approaches and methods.

With many resources and a high level of methodological knowledge, the opportunities for 
evaluation do not improve. There is the surplus and resources to actually link evaluation  
and innovation work from start to finish. Creative and ambitious work can also be done on 
dissemination of evaluation results – perhaps both during and at the end – and with strong 
targeting to different stakeholders and audiences. 

Your wise evaluation choices are here: 

• Do a more comprehensive evaluation design, but don’t fall into the trap of thinking that all 
the nuances of the project can be captured in the evaluation. Still make wise choices about 
what answers you are seeking with your evaluation, and design the data collection from 
there. There will typically be room for more in-depth fieldwork or larger questionnaire 
surveys – but don’t do them just because you can. They need to be able to contribute 
relevant knowledge. 

• Consider external contributions to evaluation from consultants or researchers who can 
bring new knowledge about both evaluation and the discipline to evaluation work. External 
evaluators will often appear as more independent judges of the value of innovation. Also 
consider a combination of internal and external evaluation, where an internal evaluator, for 
example, reinforces innovation work with ongoing knowledge, but also provides evaluation 
knowledge of the process. An external evaluator, with a completely outside perspective, 
can do the final evaluation, putting two ticks under the value of the innovation and the 
results of the innovation work.   

• Prioritise resources for disseminating results and sharing the innovation. Be aware early on 
of what potential re-users would like to know and how this can be communicated to them. 
Perhaps produce the big, traditional report – but also be open to how, for example, 
podcasts, videos or webinars can support dissemination of the results. 
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Buy your way to competences
You are in the top left quadrant if you have: 

• A large innovation project that has worked on a complex problem sought to be solved with 
many actors – and correspondingly has several years of staff and financial resources for 
evaluation activities.

• Limited knowledge and experience of evaluation approaches and methods.

If the project has many resources but few evaluation skills, the obvious choice is external 
evaluation. You are still an important player in the evaluation, as you are the one who knows 
the organisation and the innovation project. Have the evaluation groundwork in place so that 
the external evaluators know the framework and can make wise evaluation choices in 
collaboration with you.

Your wise evaluation choices are here: 

• Choose external evaluation, for example evaluation with the help of consultants or 
researchers. Do not underestimate that working with external evaluators still requires 
some evaluation skills. Therefore, also check if there is someone in your own organisation 
or project partners who can help, or make an effort to better equip yourself for evaluation 
– e.g. with the help of the CO-PI evaluation kit. Remember that external evaluation does 
not mean a final evaluation, but can also be considered along the way.

• Create a more comprehensive evaluation design in collaboration with the external 
evaluators, but do not fall into the trap of thinking that all the nuances of the project can 
be captured in the evaluation. Still, make conscious choices about what answers you are 
seeking with your evaluation so that data collection can be designed from there. 

• Prioritise resources for disseminating results and sharing innovation. Be aware early on of 
what potential re-users would like to know and how it can be communicated to them.
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Here’s how we’ve done it
The Innovation Barometer is conducted in collaboration with Statistics Denmark. The survey 
2,271 public sector workplaces, and the results are representative for the public sector.  
The responses were collected in January and February 2020 via a web-based questionnaire 
sent by email to the workplace’s top manager. Responses relate to any innovation activity  
in the years 2018-2019. Responding to the questionnaire was voluntary, and the response  
rate is 50 percent. You can find out more about the survey methodology at  
co-pi.dk/innovationsbarometer and at Statistics Denmark.

The relationships and differences highlighted in the text are significant at the 0.05 level of 
significance unless otherwise stated.

Data for the Innovation Barometer were collected before the coronary pandemic hit Denmark 
and the world around us, and therefore do not reflect the changes that have occurred in 
public sector workplaces as a result. 

The CO-PI report on the impact of the corona crisis on public innovation shows that the crisis 
contributed to to increase innovation in the short run. As an example, video communications 
and solutions teleworking solutions have rolled out in Danish workplaces at a pace that  
would have seemed unthinkable. But evaluation has not necessarily gone hand in hand with 
innovation. Evaluations would otherwise help to identify what innovations were necessary 
due to specific conditions and frameworks, but which no longer add value – and which 
innovations have the potential to continue adding value when the specific conditions and 
frameworks of the crisis subside. So, while innovation has been important during the corona 
crisis, there is no reason to believe, that the evaluation of innovation has received a similar 
boost in recent years – quite the contrary. 

https://co-pi.dk/innovationsbarometeret/
https://www.dst.dk/da/Statistik/dokumentation/statistikdokumentation/innovation-i-den-offentlige-sektor
https://co-pi.dk/viden-om/materialer/offentlig-innovation-i-coronaens-tegn-hvad-tager-vi-med-os-og-hvad-laegger-vi-bag-os/


Find more facts and figures  
on public innovation at  

co-pi.dk/innovationsbarometer

https://co-pi.dk/innovationsbarometeret/
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The Innovation Barometer is the world’s first official statistic  
on innovation in the public sector. The statistics are produced by 
the Centre for Public Innovation in collaboration with Statistics 
Denmark and are representative of the entire public sector in 
Denmark. Three rounds of data have been collected; in 2015,  
in 2017 and most recently in January-February 2020. You can  
read more about the surveys at co-pi.dk/innovationsbarometer  
and at Statistics Denmark.

Public innovation is defined in the survey as a new or significantly 
changed way of improving workplace activities and performance. 

Inspired by the Danish survey, innovation barometers on the 
public sector have been produced in all the Nordic countries,  
and more are on the way. 

You can read more about the international surveys at  
innovationbarometer.org.
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ISBN Electronic (English edition)
978-87-94408-04-2

https://co-pi.dk/innovationsbarometeret/
https://www.dst.dk/da/Statistik/dokumentation/statistikdokumentation/innovation-i-den-offentlige-sektor
https://www.innovationbarometer.org/
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