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Executive Summary 
This research study establishes the critical importance of systematic evaluation, testing, 
validation, and multi-stakeholder feedback in ensuring organizational and project success. In a 
climate of rapid change and complexity, rigorous evaluation practices are not optional—they are 
foundational for aligning solutions with user needs, meeting stakeholder expectations, and 
achieving lasting business value. The study synthesizes evidence from academic, scientific, 
business, and leadership literature to outline both the severe risks of neglecting robust 
evaluation (including high-profile project and product failures, financial loss, reputational 
damage, and diminished user adoption) and the substantial benefits of embedding continuous, 
proactive validation into workflows. 
 
The report clarifies essential concepts, distinguishing solution testing (focused on usability and 
context), product validation (assessing value and market fit before investment), and the role of 
diverse feedback from all relevant stakeholders. It highlights how organizations that embrace 
early, ongoing evaluation are better able to identify issues, mitigate risks, and adapt to market or 
operational changes. In contrast, those that do not systematically test and validate often suffer 
poor adoption, wasted investment, quality and compliance failures, and ultimately reduced 
competitiveness. 
 
The research presents real-world examples of both successful and failed projects, 
demonstrating the quantifiable impact of evaluation practices across industries. The strategic 
value of these practices includes better decision-making, greater innovation and agility, 
improved stakeholder engagement, and a culture of learning and continuous improvement. The 
study reviews evidence-based methodologies—such as user testing, pilot programs, A/B 
testing, and agile retrospectives—as well as frameworks like Evidence-Based Management 
(EBM) and maturity models, showing how they contribute to organizational excellence. 
 
The findings conclude that organizations must invest in evaluation capabilities, integrate 
feedback mechanisms, and foster a culture that values measurement, transparency, and 
continuous learning. Leadership commitment and appropriate technology are essential for 
embedding these processes. Ultimately, systematic evaluation is shown to be a core enabler of 
sustainable organizational success, delivering improved outcomes for teams, stakeholders, and 
end users. 
 
I. The Imperative of Systematic Evaluation: An Overview 
In the contemporary organizational landscape, characterized by rapid change and 
escalating complexity, the systematic evaluation of solutions, products, and deliverables 
is no longer a discretionary activity but a fundamental pillar of success. The capacity to 
rigorously test, validate, and review work against predefined objectives and the evolving 
needs of stakeholders is paramount. This report synthesizes authoritative evidence from 
academic, scientific, business, and leadership literature to illuminate the critical role of 
these evaluative processes. It will explore the risks organizations face when such 



processes are neglected, the impact of inadequate evaluation on outcomes, effective 
practices for robust assessment, and real-world examples underscoring these 
dynamics. The central argument is that evaluation, in its multifaceted forms, is an 
indispensable strategic capability for achieving desired outcomes and fostering 
continuous improvement. 

Defining the Landscape: Testing, Validation, and Multi-Stakeholder Feedback 

To establish a clear framework for discussion, it is essential to define the core concepts 
underpinning systematic evaluation: 

●​ Solution Testing: This practice involves the examination of an individual product 
from the perspective of the customer, ideally within the customer's own operational 
environment.1 It encompasses a spectrum of testing complexities, ranging from 
basic functional checks to comprehensive end-to-end scenario testing. Increasingly, 
solution testing is being integrated earlier into the Software Development Life Cycle 
(SDLC), a philosophy known as "shift-left," to identify and address issues 
proactively.2 This customer-centric approach ensures that the product not only 
functions correctly but also meets the practical needs and usability expectations of 
its intended users. The evolution towards earlier integration underscores a strategic 
move towards proactive quality assurance and risk mitigation. 

●​ Product Validation: Distinct from, yet complementary to, testing, product validation 
is the process of rigorously evaluating a product idea before substantial 
development resources are committed. Its aim is to ensure that the proposed 
product resonates with the target audience and effectively addresses genuine 
problems they face.3 NASA provides a particularly salient distinction: while 
verification ascertains if "the product was done right" (i.e., meets specifications), 
validation confirms if "the right product was done" (i.e., meets stakeholder 
expectations and is fit for its intended purpose within its operational environment).4 
This proactive stance is critical for minimizing the risk of investing in products that 
ultimately fail to gain market traction or satisfy user requirements. 

●​ Multi-Stakeholder Feedback: This refers to the systematic collection and analysis 
of feedback from a diverse array of stakeholders. These can include internal parties 
such as supervisors, peers, and subordinates, as well as external parties like 
customers and partners.5 The objective is to gain a comprehensive, multi-faceted 
understanding of performance, product reception, or project impact. Such feedback 
is deemed crucial for the equitable analysis of performance and for guiding projects 
toward successful outcomes by incorporating a wide range of perspectives and 
needs.7 This inclusive approach moves beyond singular viewpoints, fostering a 
more holistic understanding and promoting broader buy-in and relevance of the 
evaluated entity. 

●​ Organizational Evaluation: Taking a broader view, organizational evaluation, as 



defined by the Food and Agriculture Organization (FAO), involves measuring an 
organization's overall effectiveness in terms of its functioning, prevailing problems, 
and achievements from both behavioral and social system perspectives.8 More 
specifically, it measures, compares, and analyzes the coherence between achieved 
results and specific objectives, and between those specific objectives and the 
overarching general objectives of institutional projects, programs, or plans.8 Such 
evaluations help ascertain whether objectives are being met, if the organization is 
adapting effectively to new environments and technological changes, and to 
pinpoint areas necessitating improvement or strengthening.8 This macro-level 
assessment provides the context within which more granular project and product 
evaluations occur. 

●​ Project Outcome Measurement: This focuses on assessing the long-term impacts 
and strategic contributions of a project to organizational goals, distinguishing these 
from mere project outputs or deliverables.10 The Project Management Institute 
(PMI) underscores that robust measurement is key to demonstrating the true 
impact and value of projects. This involves a shift away from a narrow focus on the 
traditional "iron triangle" (scope, schedule, and cost) towards encompassing 
outcome-based benefits like operational efficiencies or enhanced customer 
satisfaction.11 This distinction clarifies that genuine project success is gauged by its 
lasting influence and strategic alignment, rather than solely by the completion of 
tasks within predefined constraints. 

A consistent theme emerging from these definitions is that evaluation, in its various 
manifestations, is fundamentally concerned with alignment: alignment with customer 
needs, with stakeholder expectations, with overarching organizational goals, and with 
prevailing market realities. This underscores the core purpose of evaluative practices. 

The Focus: Evaluating Executed Work Across the Maturity Spectrum 

This report specifically addresses evaluative processes as they apply to work that has 
already been executed. This encompasses work that may be currently in progress or 
work that has been completed but is awaiting delivery to subsequent organizational 
units or external clients. Thus, evaluation is considered not merely as a final checkpoint 
but as an ongoing activity that can occur at various stages of work completion. 

The "maturity spectrum" in this context has a dual meaning. Firstly, it refers to the 
varying levels of development or completion of the work being evaluated. Secondly, it 
pertains to the sophistication and formalization of the evaluation processes themselves 
within an organization. Literature on testing maturity models 12, product excellence 
maturity models 14, and validation program maturity models 15 all describe progressive 
stages of capability. Similarly, project management maturity models, such as PMI's 
OPM3®, link higher maturity levels to improved project outcomes, particularly in terms 



of intangible value, though the importance of contextual 'fit' is also highlighted.16 This 
focus acknowledges that organizations operate with diverse levels of evaluative rigor 
and that the work itself can be at different points of its lifecycle when subjected to 
assessment. 

The increasing trend towards earlier and more continuous evaluation—evidenced by 
"shift-left" approaches in solution testing 2, the emphasis on early product validation 3, 
and the integration of continuous feedback loops in methodologies like Agile 20—can be 
understood as a direct organizational response. This shift aims to mitigate the 
substantial costs and inherent risks associated with discovering misalignments, defects, 
or unmet stakeholder needs at late stages of a project or product lifecycle. Proactive 
evaluation is increasingly recognized as more cost-effective and less risky than reactive 
correction. Furthermore, the growing emphasis on incorporating multi-stakeholder 
feedback 5 and measuring outcomes that extend beyond the traditional iron triangle 11 
signals a significant maturation in how organizations define, pursue, and validate 
success. This reflects a broader movement towards more holistic, value-driven, and 
stakeholder-centric operational philosophies. 

II. The High Stakes of Neglect: Risks and Consequences of 
Inadequate Evaluation 
The failure to systematically test, validate, and review solutions, products, or 
deliverables against objectives and stakeholder needs exposes organizations to a 
multitude of significant risks and adverse consequences. These can range from 
immediate project setbacks and financial losses to long-term reputational damage and a 
decline in competitive standing. This section explores these high stakes, drawing upon 
documented failures and research findings. 

A. Documented Failures: When Lack of Testing and Validation Leads to Disaster 

The annals of business and project management are replete with examples where 
inadequate evaluation has culminated in significant failures, impacting both project and 
product viability and incurring substantial financial and reputational costs. 

Impact on Project and Product Viability: 
A primary consequence of insufficient validation is the development of products or solutions that 
fail to meet genuine user needs or align with market demand.22 The Amazon Fire Phone, for 
instance, was launched with features that users did not desire, ultimately failing to compete with 
established market players despite Amazon's considerable resources.22 Similarly, Google 
Glass encountered failure in the consumer market due to unaddressed privacy concerns, high 
cost, and the lack of a clear, compelling use case.22 Juicero's expensive, internet-connected 
juicer proved redundant when consumers discovered its pre-packaged sachets could be 
squeezed by hand, a stark example of an inadequate assessment of perceived value.22 Other 



notable examples include Quibi, which failed due to poor market timing and an unvalidated 
business model 22, and Boo.com, an e-commerce venture whose ambitious technology was 
unsupported by the internet infrastructure of its time.22 
These are not isolated incidents. The Ford Edsel missed its mark because market 
preferences had shifted by the time of its delayed deployment.25 Apple's Lisa computer, 
despite its innovative aims, failed to deliver on promised performance and reliability.25 
Products like Crystal Pepsi and McDonald's Arch Deluxe misjudged evolving consumer 
tastes and target audience desires, respectively.25 Sony's Betamax format lost to VHS 
due to higher costs and limited recording times, failing to meet broader user needs for 
convenience and affordability.25 

Large-scale projects also suffer. The Denver International Airport's automated baggage 
handling system became a notorious case of project failure, plagued by immense 
complexity, unrealistic scheduling, and a profound lack of adequate evaluation and risk 
management throughout its lifecycle.25 The UK's National Health Service (NHS) IT 
project encountered failure partly due to supplier disputes and frequent changes in 
specifications, suggesting poor initial validation of requirements and stakeholder 
alignment.25 These examples underscore a critical lesson: without rigorous validation of 
the core idea, user need, market fit, and technical feasibility, even projects backed by 
significant resources can face catastrophic failure. A common thread across these 
instances is a fundamental disconnect between the developed solution and the actual 
needs or operational context of its intended users or market. This often stems from an 
internal focus or "feature fallacy," where organizations prioritize building what they 
believe is innovative or valuable, without sufficient external validation of user need, 
social acceptance, or perceived value. 

Financial and Reputational Tolls: 
The financial ramifications of such failures are often staggering. The Amazon Fire Phone 
resulted in a reported $120 million loss for the company.22 Juicero consumed $120 million in 
investment before its demise 22, Quibi shuttered after a $1.75 billion investment 22, and 
Boo.com declared bankruptcy after burning through $135 million.22 Beyond specific product 
flops, poor software quality is estimated to cost over 40% of organizations at least $1 million 
annually 30, with overall software failures in the US economy amounting to an estimated $2.08 
trillion in 2020 alone.31 
In the domain of project execution, inaccurate cost estimates, often a result of poor 
initial validation, can have severe consequences. For contractors on lump-sum projects, 
such inaccuracies can erode profit margins to the point of threatening business viability. 
For project owners, the anticipated financial returns from capital investment may never 
materialize, and deserving alternative projects may go unfunded.32 Organizations, on 
average, squander approximately 12% of their resources due to inadequate project 
management practices, translating to a wastage of $122 million for every $1 billion 
invested in the United States.33 In manufacturing, the Costs of Poor Quality 



(COPQ)—stemming from internal and external product failures, rework, and scrap—can 
lead to losses equivalent to as much as 100% of the product's manufacturing cost.34 

Reputational damage, while more challenging to quantify precisely, can be equally, if not 
more, detrimental. Product failures 23, system outages due to untested code 30, and the 
negative publicity from ignoring stakeholder feedback 35 can erode customer trust, 
diminish brand loyalty, and negatively impact investor confidence for years to come. 

B. The Ripple Effect of Ignoring Stakeholder Voices 

Neglecting to establish and maintain effective feedback loops with all relevant 
stakeholders creates a cascade of negative consequences that extend far beyond 
immediate project deliverables. 

Erosion of Trust and Engagement: 
When organizations fail to solicit, listen to, or act upon stakeholder feedback, it signals 
disrespect and indifference, leading to a significant erosion of trust.35 This trust, once broken, is 
notoriously difficult to rebuild and can result in lasting damage to relationships critical for 
long-term viability and success. This is particularly true for internal stakeholders, such as 
employees. Broken feedback loops, where employee input is solicited but then seemingly 
ignored without explanation, can trigger profound negative psychological effects. According to 
the SCARF (Status, Certainty, Autonomy, Relatedness, Fairness) model, such situations can 
diminish an employee's sense of value and importance (Status), create uncertainty about 
organizational direction (Certainty), foster feelings of powerlessness (Autonomy), lead to 
disconnection from the team (Relatedness), and cultivate perceptions of unfairness and 
inequity.36 The result is often reduced stakeholder engagement, diminished cooperation, and a 
workforce that feels undervalued and demotivated.7 
Misalignment with User Needs and Market Demands: 
Stakeholders, by virtue of their diverse roles and experiences, often possess unique, localized 
knowledge, practical experience, or critical insights that internal decision-makers may lack.35 
This can include a community's understanding of environmental sensitivities, an employee's 
insight into operational inefficiencies, or a customer's direct experience with a product's 
shortcomings. Ignoring these varied perspectives means proceeding with incomplete 
information, which significantly increases the risk of developing flawed strategies, implementing 
inefficient processes, and producing solutions that fail to resonate with actual user needs or 
market demands.23 This oversight effectively leads to "informed ignorance," where decisions 
are made without the benefit of crucial data necessary for sound judgment. 
Increased Resistance and Conflict: 
When stakeholders feel their concerns are unheard or their input is dismissed, they are likely to 
seek alternative channels to express their views and influence outcomes. This can manifest in 
various forms of resistance, including negative public relations campaigns, customer boycotts, 
employee disengagement or activism, regulatory challenges, or even community protests.35 
Such reactions are not only costly and disruptive to ongoing operations and project timelines but 
can also escalate into systemic risks, hindering the organization's ability to function effectively 



and achieve its strategic objectives. Ignored feedback, therefore, does not simply disappear; it 
often re-emerges with greater force as active opposition. 
C. The Perils of Unmeasured Solutions 

The failure to measure the effectiveness of solutions, or to validate them against user 
needs before and during implementation, leads to a distinct set of detrimental 
outcomes, primarily centered around poor adoption, diminished returns, and 
compromised data integrity. 

Compromised User Adoption and Performance: 
Solutions that are not rigorously validated for user needs, usability, and fit within existing 
workflows frequently encounter poor user adoption.38 Even if a technology or system is 
technically sound, if end-users find it difficult to use, irrelevant to their tasks, or disruptive to their 
established routines, they are unlikely to embrace it fully. This often leads to employees 
reverting to older, familiar methods, even if less efficient, resulting in decreased overall 
productivity, the persistence of inefficiencies the new solution was meant to address, and a 
failure to realize anticipated performance gains.38 User adoption is a critical, yet often 
underestimated, determinant of a solution's ultimate value. 
Diminished Return on Investment (ROI): 
A direct corollary of poor user adoption is a significantly diminished return on investment.38 
Organizations invest substantial resources—financial, temporal, and human—in developing and 
implementing new solutions with the expectation of improvements in productivity, cost savings, 
or operational efficiency. When these tools are underutilized or improperly used due to a lack of 
validation and user-centric design, these anticipated benefits fail to materialize. The initial 
investment, therefore, does not generate the expected returns, rendering the initiative a wasted 
expenditure from a financial perspective. 
Inaccurate Data and Reporting: 
Many modern solutions, particularly enterprise software and data management systems, rely on 
accurate and consistent user input to function effectively and generate reliable data for 
decision-making. Low adoption rates or incorrect usage of these systems, often stemming from 
a lack of user validation and adequate training, can lead to incomplete, inconsistent, or 
erroneous data entry.39 This, in turn, compromises the integrity of the data generated by the 
system. If organizational leaders rely on this flawed data for strategic planning, performance 
monitoring, or operational adjustments, they risk making poorly informed decisions, perpetuating 
a cycle of inefficiency and potential errors. 
The causal chain is evident: ignoring stakeholder feedback, particularly from end-users, 
often leads to solutions that are poorly aligned with their needs. This misalignment 
results in reduced user adoption. Low adoption directly translates into decreased 
productivity, as the intended efficiencies of the new solution are not realized, and often, 
users revert to less optimal but more familiar processes. Ultimately, this culminates in a 
wasted investment, as the financial and operational benefits used to justify the solution's 
development and deployment are not achieved. 

D. Breaches in Quality, Compliance, and Security 



Inadequate evaluation practices have a direct and often severe impact on product 
quality, regulatory compliance, and organizational security. 

Failure to Meet Standards and Regulatory Mandates: 
Insufficient input and output validation in software development, for example, is a 
well-documented vulnerability that can lead to severe security flaws, such as SQL injection or 
Cross-Site Scripting (XSS) attacks. These can result in unauthorized access to sensitive data, 
manipulation of application functionality, data breaches, and even complete system 
compromise.41 More broadly, a lack of thorough testing means that products or solutions may 
not meet customer expectations regarding quality, reliability, or functionality, and can also lead 
to failures in meeting mandatory regulatory or industry standards.42 When employees are not 
properly trained on new technologies or processes—often a symptom of inadequate evaluation 
of training effectiveness or user understanding—there is an increased risk of sensitive data 
being shared inappropriately or accidentally leaked, further compounding compliance and 
security concerns.38 
Furthermore, the failure to adequately validate critical project inputs, such as cost 
estimates, can cripple project governance. If cost estimates are not accurate or do not 
provide the necessary detail for effective project controls, scheduling, and progress 
measurement, the ability to manage the project effectively is severely undermined.32 
This can lead to budget overruns, schedule slippages, and an overall lack of control 
over project execution. 

The pressure to shorten release cycles and deliver solutions quickly often creates a 
direct conflict with the need for comprehensive testing and validation.30 In many 
organizations, this results in a detrimental trade-off where quality, security, and 
thoroughness of evaluation are sacrificed for perceived speed. However, this approach 
is often a false economy. Shipping untested or inadequately validated code or solutions 
might provide a short-term illusion of progress, but it significantly increases the 
likelihood of post-launch defects, security vulnerabilities 41, increased maintenance 
costs, customer dissatisfaction, and reputational damage.31 Ultimately, the initial "speed" 
gained by cutting corners in evaluation often leads to far greater long-term costs, 
delays, and risks. 

The failure to measure effectiveness or validate solutions adequately does not merely 
affect the outcomes of individual projects. It can foster a pervasive culture of 
resistance to change within the organization.38 If employees repeatedly experience 
poorly implemented new systems or find their feedback on these systems ignored, they 
naturally become skeptical and resistant to future change initiatives. Concurrently, a 
lack of performance measurement can breed complacency 43, where a false sense of 
security develops around existing processes and outcomes, even if they are suboptimal. 
This cultural impact is insidious and has long-term implications that extend far beyond 
the success or failure of a single project, fundamentally hindering the organization's 



overall agility, capacity for innovation, and ability to continuously improve. 

Table 1: Summary of Key Risks from Inadequate Evaluation 

Risk Category Description of Impact 

Financial Loss Direct monetary losses from failed products/projects, wasted 
investments, cost overruns, COPQ, regulatory fines. 

Project/Product Failure Deliverables do not meet market needs, user requirements, or 
technical specifications, leading to abandonment or market rejection. 

Decreased User Adoption Solutions are difficult to use, irrelevant, or disruptive, leading to 
underutilization by intended users. 

Reputational Damage Negative perception among customers, partners, and the public due 
to product flaws, service failures, or unmet promises. 

Security Vulnerabilities Inadequate testing and validation leading to exploitable weaknesses 
in software or systems, resulting in data breaches or system 
compromise. 

Compliance Issues Failure to meet legal, regulatory, industry, or safety standards due to 
insufficient verification and validation. 

Stifled Innovation Missed opportunities for improvement and new ideas due to lack of 
feedback; culture of complacency hindering adaptation. 

Poor Team Morale & 
Engagement 

Employees feel unheard, undervalued, or frustrated by ineffective 
tools/processes, leading to disengagement and higher turnover. 

Inefficient Processes Persistence of suboptimal workflows, inaccurate data hindering 
decision-making, and increased support/maintenance costs. 

Increased Resistance to 
Change 

Negative experiences with poorly evaluated initiatives lead to 
skepticism and resistance towards future organizational changes. 

 



III. The Strategic Value of Robust Evaluation and 
Multi-Perspective Feedback 
While the preceding section detailed the substantial risks of neglecting evaluation, it is 
equally important to recognize the profound strategic value that robust evaluation and 
multi-perspective feedback bring to an organization. Far from being a mere cost center 
or a bureaucratic hurdle, systematic evaluation is a critical value driver, enhancing 
decision-making, fueling innovation, cultivating a culture of excellence, and bolstering 
stakeholder satisfaction. 

A. Enhancing Decision-Making and Mitigating Risks 

One of the most significant benefits of a rigorous evaluation framework is its capacity to 
improve the quality of organizational decision-making and proactively mitigate risks. 
Robust evaluation processes provide the data-driven insights necessary for leaders and 
teams to move beyond intuition or guesswork and make choices grounded in 
evidence.11 

Early and iterative validation, such as conducting pilot tests for new initiatives or 
usability studies for products, plays a crucial role in this regard.50 These practices allow 
organizations to identify potential design flaws, usability issues, market misalignments, 
or operational challenges at a stage where corrections are less costly and disruptive. By 
testing assumptions and gathering empirical data early, potential pitfalls can be 
addressed before they escalate into significant errors or project derailments.50 

Furthermore, incorporating multi-stakeholder feedback mechanisms serves as an 
invaluable early warning system.54 Stakeholders, with their diverse perspectives and 
experiences, can often foresee challenges or risks that might not be apparent to the 
core project team. Actively soliciting and analyzing this feedback allows organizations to 
anticipate problems, adjust strategies, and implement mitigating actions proactively. 
Effective risk management, which is inherently informed by ongoing evaluation of 
project parameters and external factors, is consistently linked to a higher likelihood of 
project success.55 In essence, evaluation provides the empirical foundation that 
transforms decision-making from a reactive, problem-solving exercise into a proactive, 
risk-aware strategic function. 

B. Fueling Innovation, Agility, and Competitive Advantage 

Systematic evaluation and multi-perspective feedback are not merely defensive 
mechanisms against failure; they are potent catalysts for innovation, organizational 
agility, and sustained competitive advantage. Engaging a diverse range of stakeholders 
throughout the project lifecycle, from ideation to post-launch, injects a wealth of varied 
perspectives, experiences, and ideas into the development process.7 This co-creation 



approach, where stakeholders are active participants in shaping solutions, often leads 
to more innovative, user-centric, and market-relevant outcomes.59 

Feedback loops, when effectively designed and managed, are crucial for driving 
innovation. Organizations that actively seek and integrate feedback from customers, 
employees, and other stakeholders are better positioned to uncover unmet needs, 
identify emerging trends, and generate creative solutions.62 Conversely, ignoring these 
feedback channels means missing out on valuable insights that could lead to 
breakthrough innovations or critical adaptations. 

Organizational agility—the capacity to respond swiftly and effectively to changes in the 
internal or external environment—is significantly enhanced by a commitment to 
innovation and the adoption of flexible strategies.63 Mature testing and validation 
processes contribute to this agility by enabling rapid iteration and confident deployment 
of new features or services.65 Research further suggests that companies demonstrating 
strong stakeholder engagement and robust sustainability practices (which often involve 
comprehensive non-financial evaluation) tend to outperform their peers financially and 
exhibit greater resilience in the face of market volatility.66 Thus, evaluation and feedback 
mechanisms transform from being tools for course correction into engines for discovery 
and strategic differentiation. 

C. Cultivating a Culture of Quality, Accountability, and Continuous Learning 

The consistent application of robust evaluation and feedback practices is instrumental in 
cultivating an organizational culture centered on quality, accountability, and continuous 
learning. When evaluation is an embedded, ongoing activity, it signals a commitment to 
excellence and a proactive approach to identifying and addressing areas for 
improvement.7 

Monitoring and Evaluation (M&E) frameworks, particularly in sectors like non-profit 
organizations, enable systematic tracking of progress against predefined goals, facilitate 
informed decision-making, and crucially, allow organizations to demonstrate 
accountability to diverse stakeholders, including funders, beneficiaries, and partners.95 
This transparency and evidence-based reporting foster a culture of accountability and 
responsiveness. 

Post-Implementation Reviews (PIRs) serve as structured opportunities for teams to 
reflect on project experiences, transforming both successes and failures into practical, 
actionable knowledge.47 By systematically analyzing what happened, why it happened, 
and the implications for future work, organizations build a valuable repository of lessons 
learned. This institutional memory, when actively utilized, prevents the repetition of past 
mistakes and promotes the standardization of successful approaches, thereby 



strengthening process improvement and fostering stronger team collaboration.47 When 
evaluation is woven into the organizational DNA, it promotes clarity of roles and 
responsibilities, encourages proactive quality management, and ensures that learning is 
a continuous and applied process. 

D. Bolstering Team Morale, Engagement, and Stakeholder Satisfaction 

The human element is central to the success of any organizational endeavor, and 
robust evaluation practices significantly contribute to a positive and productive 
environment for both internal teams and external stakeholders. When stakeholders are 
actively involved in providing feedback and see their input considered in 
decision-making processes, they feel valued, respected, and more invested in the 
project's or product's success.7 This sense of ownership and partnership enhances 
satisfaction and can transform stakeholders into advocates. 

Internally, effective feedback loops are powerful drivers of employee engagement. They 
foster trust and transparency between employees and leadership, and can contribute to 
reduced employee turnover.73 When performance management systems—a form of 
ongoing evaluation—include clear objectives and provide regular, constructive 
feedback, they help prevent employee disengagement, clarify expectations, and support 
individual growth, thereby mitigating issues like low self-esteem or frustration stemming 
from ambiguity.97 Addressing underperformance through fair and transparent evaluation 
processes also positively impacts overall team morale and cultivates a healthier 
organizational culture by demonstrating a commitment to fairness and high standards.98 

Furthermore, measuring project success with metrics that extend beyond the traditional 
iron triangle to include indicators of customer satisfaction and employee happiness 
reflects a more holistic, human-centric, and ultimately more motivating approach to 
performance.90 People are inherently more committed and satisfied when they feel their 
contributions are recognized, their voices are heard, and they understand the tangible 
impact of their work on larger goals and on the well-being of others. 

The interconnectedness of these benefits creates a virtuous cycle. For example, 
enhanced decision-making driven by robust evaluation leads to better risk mitigation, 
which in turn provides a more stable environment for innovation. Successful 
innovations, when clearly communicated and their impact demonstrated through 
evaluation, boost team morale and stakeholder satisfaction. Engaged and motivated 
teams are more likely to actively participate in and contribute to a culture of quality and 
continuous learning, further strengthening the organization's evaluative capabilities. 

This strategic value is most profoundly realized when evaluation practices are explicitly 
linked to overarching organizational goals and the creation of value for all 



stakeholders.44 In this light, evaluation transcends its role as a mere project 
management tool and becomes a strategic enabler of organizational success. However, 
the ultimate effectiveness of these practices is significantly amplified or constrained by 
the prevailing organizational culture. A culture that genuinely embraces transparency, 
encourages psychological safety, and views failures as learning opportunities is 
essential for evaluation and feedback mechanisms to truly flourish and deliver their full 
strategic potential.21 

Finally, the very concept of "value" that evaluation seeks to measure is undergoing an 
evolution. It is expanding from a narrow focus on financial returns or operational 
efficiency (as encapsulated by the iron triangle) to encompass a broader spectrum of 
intangible yet critical aspects. These include stakeholder satisfaction, employee 
well-being, the organization's capacity for innovation, and its wider societal impact.11 
This shift necessitates a corresponding evolution in evaluation practices, demanding 
methodologies and metrics capable of capturing this multifaceted understanding of 
success. 

IV. Best Practices and Frameworks for Effective Evaluation and 
Validation 
Achieving the strategic benefits outlined previously requires the adoption and proficient 
implementation of effective evaluation and validation practices. This section synthesizes 
evidence-backed methodologies, frameworks, and approaches that organizations can 
leverage to conduct robust evaluations, manage feedback constructively, and foster a 
culture of continuous improvement. 

A. Methodologies for Comprehensive Solution Testing and Validation 

A cornerstone of effective evaluation lies in the rigorous testing and validation of 
solutions and products, employing methods that provide direct empirical evidence of 
their performance, usability, and alignment with user needs. 

User Testing, Pilot Programs, and A/B Testing: 
These methods are fundamental for gathering direct feedback and observational data on how 
solutions perform in realistic contexts. 
●​ User Testing: This is an indispensable practice for understanding a product's ease 

of use, performance characteristics, and overall alignment with user expectations.50 
The process typically involves several key steps: 
1.​ Designing User Personas: Conducting thorough market research, user 

interviews, and data analysis to create detailed representations of target users, 
including their demographics, behaviors, goals, and pain points. 

2.​ Identifying Key Use Cases and Scenarios: Mapping core customer journeys 



and interactions to anticipate how users will engage with the product. 
3.​ Developing Test Scenarios: Crafting diverse scenarios that simulate real-world 

situations, covering a spectrum of user interactions and functionalities. 
4.​ Conducting User Testing: Engaging directly with target users, often through 

qualitative methods, to observe their interactions with the product and gather 
feedback on usability and functionality. 

5.​ Analyzing and Iterating: Meticulously reviewing user feedback, observations, 
and collected data to identify patterns, pain points, and strengths, then 
prioritizing improvements based on these findings.50 

●​ Pilot Programs/Studies: These involve testing new initiatives, tools, or products 
within a small, representative sample of the intended user base under real-world 
conditions.51 Pilot studies are invaluable for gathering data on feasibility, identifying 
necessary modifications to the solution or implementation strategy, refining 
methodologies, ensuring device or solution readiness, and optimizing test 
environments before a full-scale rollout or formal validation test.51 They provide 
critical data to inform decisions about whether and how to scale up an initiative for 
optimal implementation.52 

●​ A/B Testing (Split Testing): This method involves comparing two or more versions 
of a webpage, application feature, or marketing message to determine which one 
performs better against a predefined metric (e.g., conversion rate, click-through 
rate, engagement).50 A/B testing enables data-backed decisions for optimizing user 
experience and achieving specific business objectives. Companies like HubSpot, 
Humana, WallMonkeys, Grene, Zalora, and Ubisoft have demonstrated significant 
improvements in conversions, click-through rates, and lead generation through the 
strategic application of A/B testing.65 

These direct empirical methods are crucial for validating assumptions about user 
behavior and solution effectiveness, providing actionable data for iterative improvement. 

Integrating Qualitative and Quantitative Data for Deeper Insights: 
Relying solely on one type of data can lead to an incomplete or even misleading understanding 
of a solution's effectiveness. A more robust approach involves the integration of both qualitative 
and quantitative data. 
●​ Quantitative Data: This encompasses numerical, measurable data that answers 

questions such as "what," "how many," or "how often." It is typically collected 
through methods like surveys with closed-ended questions, polls, experiments, and 
product analytics, and is analyzed using statistical techniques to identify patterns 
and trends.49 

●​ Qualitative Data: This involves descriptive, interpretation-based information that 
explores the "why" and "how" behind user behaviors and experiences. It is gathered 
through methods such as in-depth interviews, focus groups, observational studies, 



and open-ended survey questions. Analysis involves categorizing information to 
understand themes, motivations, and nuanced insights.49 

Combining these data types provides a more comprehensive and nuanced 
understanding. For instance, quantitative data might reveal a drop-off point in a user 
journey, while qualitative interviews can uncover the reasons for that drop-off. SoPact 
University provides a practical example of this integration by combining Net Promoter 
Score (NPS) data (quantitative) with open-ended survey responses explaining the 
scores (qualitative) to evaluate a scholarship program's impact comprehensively.49 This 
mixed-methods approach yields richer insights, leading to more effective and 
well-rounded evaluation and decision-making. 

B. Establishing Inclusive and Actionable Multi-Stakeholder Feedback Loops 

Effective evaluation hinges on the ability to gather, manage, and act upon feedback 
from all relevant stakeholders, both internal and external. This requires structured 
approaches to engagement and conflict resolution. 

Strategies for Diverse Stakeholder Engagement: 
A systematic approach to stakeholder engagement is crucial for ensuring that diverse 
perspectives are heard and considered. 
●​ Stakeholder Analysis: The Project Management Institute (PMI) outlines a 5-step 

stakeholder analysis process: 1. Identify Stakeholders, 2. Assess Stakeholder 
Characteristics (power, interest, impact), 3. Map Stakeholder Relationships 
(influence, dependencies), 4. Engage and Communicate (tailored plans, feedback 
loops), and 5. Monitor and Adjust (ongoing review and adaptation).108 This 
framework helps in developing targeted communication and feedback mechanisms. 

●​ Tailored Communication Strategies: Research from Walden University 
emphasizes the importance of clear and concise written communication, frequent 
and timely engagement, transparency and sincerity in interactions, active listening 
to understand needs, and the development of a robust communication plan that is 
tailored to individual stakeholder preferences (e.g., preferred channels, frequency, 
level of detail).109 

●​ Fostering Trust and Openness: Creating an environment where stakeholders feel 
valued and safe to express their honest opinions is paramount.7 

●​ Inclusive Feedback Mechanisms: Employing a variety of feedback channels such 
as surveys, interviews, focus groups, and digital platforms ensures that different 
stakeholders can contribute in ways that are accessible and comfortable for them.54 
Offering options for anonymous feedback can encourage more candid responses, 
particularly on sensitive topics.80 The SCARF model (Status, Certainty, Autonomy, 
Relatedness, Fairness) provides insights into creating psychologically safe 
environments where individuals feel their status is respected, there is clarity, they 



have a degree of control, they feel connected, and processes are perceived as 
fair.36 

Effective feedback management is not a passive collection process; it requires a 
proactive and systematic strategy to identify the right stakeholders, engage them 
through appropriate channels, and ensure their diverse voices contribute to a 
comprehensive understanding, thereby minimizing blind spots. 

Managing and Reconciling Conflicting Feedback: 
With diverse stakeholders, conflicting feedback is almost inevitable. The key to navigating these 
situations lies in having structured and respectful processes for resolution. 
●​ Early Conflict Identification and Understanding Motivations: It is crucial to 

address conflicts as soon as they arise rather than ignoring them.116 This involves 
actively seeking to understand the underlying motivations, interests, and concerns 
behind each stakeholder's perspective.116 

●​ Facilitating Constructive Dialogue: Encourage active listening and respectful 
communication among all parties involved. The focus should be on common project 
goals and finding common ground, rather than on entrenched positions.116 

●​ Structured Resolution Processes: Employ established conflict resolution 
techniques, which may include negotiation, compromise, or mediation by a neutral 
third party if direct resolution proves difficult.117 

●​ Prioritization Based on Strategic Alignment: When feedback is contradictory, 
prioritize based on factors such as the stakeholder's influence, the alignment of 
their interest with overall project strategy, and the potential impact of ignoring their 
concerns.120 

●​ Escalation and Facilitation: In some instances, particularly when a product 
owner's priorities conflict with key stakeholder demands, involving senior 
management or a facilitator like a Scrum Master can help mediate and find a 
resolution that serves the project's best interests.116 

The ability to manage conflicting feedback effectively is critical for maintaining project 
momentum and stakeholder buy-in, transforming potential roadblocks into opportunities 
for deeper understanding and more robust solutions. 

C. Frameworks for Continuous Improvement and Evidence-Driven Adaptation 

Beyond specific methods for testing and feedback gathering, broader frameworks can 
help organizations embed continuous improvement and evidence-driven adaptation into 
their operational DNA. 

Agile Retrospectives and Iterative Learning Cycles: 
A core practice within Agile methodologies, retrospectives are regular team meetings (often held 
after each sprint or iteration) dedicated to reflecting on the recent work period.21 The typical 



process involves: 
1.​ Setting the Stage: Establishing a clear purpose and a safe, non-judgmental 

environment for the discussion. 
2.​ Gathering Data: Collecting objective data and subjective observations about the 

sprint or project phase. 
3.​ Generating Insights: Analyzing the data to identify what went well, what didn't, and 

areas for improvement. Frameworks like the "4 Ls" (Liked, Learned, Lacked, 
Longed for) can facilitate this.71 

4.​ Deciding What to Do: Collaboratively deciding on specific, actionable improvement 
items. 

5.​ Closing the Retrospective: Summarizing key takeaways and ensuring clarity on 
action items. 

6.​ Following Up: Tracking the implementation and impact of the agreed-upon 
actions.71 Agile retrospectives institutionalize learning and adaptation by making 
reflection a routine part of the project lifecycle, directly evaluating recently executed 
work and feeding insights into subsequent iterations. A blame-free, positive 
environment focused on collective learning and growth is essential for their 
success.71 

Evidence-Based Management (EBM) Principles: 
Developed by Scrum.org, EBM is a framework that assists organizations in making 
better-informed decisions by employing intentional experimentation and systematic feedback.44 
It utilizes a hierarchy of goals (Strategic, Intermediate, and Immediate Tactical) to ensure that 
improvement efforts are aligned with the organization's overarching mission and vision. 
Progress towards these goals is measured and guided by four Key Value Areas (KVAs): 
●​ Current Value (CV): The value the product delivers to users and the organization 

today. 
●​ Unrealized Value (UV): The potential future value that could be realized by meeting 

all potential customer needs. 
●​ Ability to Innovate (A2I): The organization's effectiveness in delivering new 

capabilities and innovations. 
●​ Time to Market (T2M): The speed at which the organization can deliver new value 

and learn from experiments.44 EBM operationalizes continuous learning by linking 
experiments and operational activities directly to strategic objectives, using data 
from the KVAs to validate progress and adapt strategies. Success stories from 
diverse organizations like Toyota, Google, Walmart, and the Cleveland Clinic 
illustrate the practical effectiveness of EBM principles in driving efficiency, quality, 
and market leadership through data-driven decision-making and continuous 
improvement.124 

Post-Launch Measurement, Lessons Learned, and Knowledge Management: 
Evaluation and learning must extend beyond project completion. 



●​ Post-Implementation Reviews (PIRs): These are structured evaluations conducted 
after a project is completed to compare actual results against initial goals, measure 
the project's business impact, and document technical and operational insights for 
future work.47 Key components of a PIR typically include project outcomes, success 
criteria, challenges encountered, and team feedback.47 

●​ Systematic Lessons Learned Processes: Organizations benefit from formal 
processes for identifying, documenting, analyzing, storing, and retrieving insights 
gained from past projects.72 This knowledge, when codified and made accessible, 
helps prevent the repetition of mistakes and promotes the adoption of successful 
practices. 

●​ Measuring Long-Term Impact and Sustainability: Post-launch, it's crucial to 
measure the enduring impact and sustainability of projects. This involves tracking 
defined goals and KPIs over time, establishing baselines for comparison, and 
potentially employing methodologies like Theory of Change (ToC) or Social Return 
on Investment (SROI) to assess broader effects.126 

●​ Tracking Key Performance Indicators (KPIs) Beyond the Iron Triangle: Effective 
post-launch measurement includes a balanced set of KPIs covering customer 
satisfaction (e.g., NPS, CSAT), user engagement, feature adoption rates, team 
velocity, financial ROI, customer churn rate, and even employee happiness.11 

Systematic post-launch evaluation and robust knowledge management are essential for 
organizational learning, enabling the iterative validation of strategies and continuous 
refinement of practices over time. 

D. Advancing Evaluation Maturity Across the Organization 

To consistently achieve the benefits of robust evaluation, organizations should strive to 
advance their overall evaluation maturity. Maturity models provide structured roadmaps 
for this journey. 

●​ Testing Maturity Models (TMM): These models, such as the one developed at the 
Illinois Institute of Technology, delineate progressive levels of testing process 
capability, typically ranging from an Initial ad-hoc stage to a highly Optimized 
stage.12 Key levels often include: 
○​ Initial: Unsystematic, reactive testing. 
○​ Defined/Managed: Basic processes established and documented; test plans 

and policies in place. 
○​ Integrated: Testing integrated into the SDLC; risk management considered. 
○​ Management & Measurement: Quantitative goals for quality and process 

performance; reviews and inspections are standard. 
○​ Optimized: Continuous process improvement; defect prevention focus; 

automated tools widely used.12 Advancing through these levels brings benefits 



such as more consistent testing practices, better prevention of quality gaps, and 
actionable insights for improvement.13 

●​ Product Excellence Maturity Model: Frameworks like Productboard's model 
describe levels from Intuition-driven (lacking market input and strategy) to A thriving 
product culture (deep user understanding, scalable insight gathering, autonomous 
execution aligned with vision).14 These models emphasize the maturation of 
processes around user insights, product strategy, and roadmap development. 

●​ Validation Program Maturity Models: Specific to validation processes (e.g., in 
regulated industries like pharmaceuticals, referencing standards like ASTM E2500), 
these models also depict stages from ad-hoc and inconsistent activities to 
standardized, predictable, and continuously optimized programs. Higher maturity 
levels emphasize a strong scientific rationale for validation activities, consistent 
risk-based approaches, and robust mechanisms for continuous improvement.15 

●​ Project Management Maturity Models: Generic models like PMI's Organizational 
Project Management Maturity Model (OPM3®) or industry-specific ones like 
CMMI® describe an organization's progressive capability in project management.19 
Research indicates a positive correlation between higher project management 
maturity levels and improved project success, particularly in terms of intangible 
value such as stakeholder satisfaction and organizational learning.16 However, it is 
also noted that the "fit" or context in which these practices are implemented is 
crucial; maturity alone, without considering context, may not guarantee tangible 
value.16 

Maturity models offer valuable frameworks for organizations to self-assess their current 
evaluative capabilities, identify specific areas for development, and implement a 
structured approach to enhancing the effectiveness, efficiency, and consistency of their 
testing, validation, and overall project management practices. The journey through 
these maturity levels reflects an organization learning how to learn and improve more 
effectively. 

E. Integrating Evaluation with Compliance, Quality, and Risk Management 

Effective evaluation is not a siloed activity; it must be deeply integrated with an 
organization's broader governance functions, including compliance, quality assurance, 
and risk management. 

●​ Ensuring Adherence to Standards: Evaluation processes are integral to verifying 
that solutions, products, and deliverables meet established standards for quality, as 
well as fulfilling legal, regulatory, safety, and accessibility requirements.4 For 
instance, NASA's product validation process explicitly ensures conformance to 
stakeholder expectations, including safety and operational criteria.4 Software testing 
is crucial for identifying security vulnerabilities and ensuring data integrity, which are 



often mandated by regulations like GDPR or industry-specific standards.41 
●​ Financial Governance and Control: The thorough validation of project inputs, 

such as cost estimates, is critical for effective project controls and financial 
governance. Accurate and validated estimates form the basis for realistic 
budgeting, resource allocation, scheduling, and progress measurement, enabling 
better financial oversight and reducing the risk of cost overruns.32 

●​ Intertwined Relationship with Risk Management: Risk management 
practices—encompassing risk identification, assessment, and mitigation—are 
inherently linked with evaluation. Evaluation activities provide the data needed to 
identify potential risks, and the outcomes of risk assessments inform the scope and 
intensity of subsequent evaluation efforts. Furthermore, stakeholder engagement 
plays a crucial mediating role in this relationship; involving stakeholders in risk 
discussions and evaluation processes enhances the effectiveness of risk 
management strategies in achieving sustainable project performance.55 

●​ Change Management Control: Poor change management control, which often 
stems from a failure to adequately evaluate the potential impact of proposed 
changes, can lead to widespread project failure. Unassessed changes can 
negatively affect project budget, schedule, quality, resource allocation, and team 
morale.134 Robust evaluation of change requests is therefore a key component of 
effective change control. 

This integration ensures a holistic approach to project and organizational health, where 
evaluation activities directly support and inform compliance adherence, quality 
achievement, and proactive risk mitigation. 

The effective implementation of these best practices is not merely about adopting 
individual techniques but about creating a synergistic system. For example, Agile 
retrospectives are significantly more impactful when they are informed by empirical data 
derived from user testing and diverse stakeholder feedback. The very notion of 
"feedback" evolves with an organization's evaluation maturity; it transitions from being 
primarily reactive (e.g., addressing bug reports) to becoming proactive (e.g., conducting 
user research to inform design, using A/B testing to validate hypotheses) and ultimately 
systemic (e.g., embedded within frameworks like EBM or continuous M&E). 

While maturity models advocate for the adoption of standardized processes to achieve 
higher levels of capability, it is crucial to recognize the tension between standardization 
and context. Research underscores that the "fit" of evaluation practices to the specific 
organizational context, project type, and strategic goals is paramount.16 Therefore, a 
nuanced best practice emerges: organizations should standardize the principles and 
overarching frameworks of evaluation (like a commitment to data-driven decisions or 
inclusive feedback) but allow for the contextual adaptation of specific methods, tools, 



and the intensity of their application. This allows for both consistency and flexibility. 

Furthermore, a fundamental shift is evident from reactive evaluation (where testing is 
often a late-stage activity to find defects) towards proactive evaluation. Frameworks like 
Lean Validation 82 and early-stage product validation practices 3 emphasize 
"front-loading" evaluation activities—validating ideas, assumptions, and prototypes 
before significant development investment. This proactive stance aims to prevent waste 
and ensure resources are directed towards truly viable and valuable endeavors, 
marking a significant departure from traditional models where evaluation was often a 
final, and sometimes cursory, step. This shift has profound implications for project 
planning, resource allocation, and the overall rhythm of development and delivery. 

Table 2: Comparison of Evaluation Methodologies and Frameworks 

Methodology/​
Framework 

Core Principles/Process Key Benefits for Evaluation Typical Application Stage(s) 

Solution Testing Testing product from customer's viewpoint, ideally 
in their environment; functional to end-to-end; 
"shift-left" approach. 

Ensures product meets customer-centric 
requirements and usability; early defect detection. 

SDLC (increasingly early), Pre-production, 
Live (limited) 

Product Validation Testing/evaluating product idea before 
development; ensuring resonance with target 
audience and problem-solving; "right product was 
done." 

Minimizes risk of building unwanted products; aligns 
product with stakeholder expectations and market 
needs from the outset. 

Concept, Pre-development 

User Testing Observing real users interact with a 
product/prototype to gather feedback on usability, 
functionality, and overall experience. 

Provides direct insights into user behavior, pain 
points, and preferences; identifies usability issues. 

Design, Development, Pre-launch, 
Post-launch (continuous) 

Pilot Programs/Studies Small-scale, real-world implementation of a new 
initiative to test feasibility, gather data, and identify 
necessary modifications before full scaling. 

Assesses real-world viability; informs scaling 
decisions; refines implementation strategies and 
support needs. 

Pre-scaling, Implementation 

A/B Testing Comparing two or more versions of a variable (web 
page, feature) to determine which performs better 
against specific metrics. 

Enables data-backed optimization of UX, 
conversions, and engagement; identifies user 
preferences. 

Design, In-execution, Post-launch (for 
optimization) 

Multi-Stakeholder 
Feedback 

Systematically collecting, analyzing, and acting on 
input from diverse internal and external 
stakeholders. 

Provides holistic understanding; improves alignment; 
enhances buy-in; identifies blind spots and diverse 
needs. 

Entire project/product lifecycle 

Agile Retrospectives Regular team meetings to reflect on past work 
(sprint/iteration), discuss what went well/wrong, and 
identify actionable improvements. 

Facilitates continuous team learning and process 
improvement; enhances team cohesion and 
effectiveness. 

End of each iteration/sprint (In-execution) 

Evidence-Based 
Management (EBM) 

Framework for making informed decisions using 
intentional experimentation, feedback, goal 
hierarchies, and Key Value Areas (CV, UV, A2I, 

Drives strategic alignment of improvements; 
optimizes value delivery; fosters a data-driven 

Strategic Planning, Continuous 



T2M). learning culture. 

Post-Implementation 
Review (PIR) 

Structured evaluation after project completion 
comparing results to goals, measuring impact, and 
documenting lessons learned. 

Captures practical knowledge; improves future project 
planning and execution; enhances risk management 
and collaboration. 

Post-launch/Project Closure 

Lean Validation Rapidly testing business ideas/assumptions with 
minimal resources using Build-Measure-Learn 
cycles, MVPs, and customer feedback. 

Reduces waste; accelerates learning; validates 
market demand and business model viability early. 

Concept, Early Development 

M&E Frameworks Systematic approach to measuring and assessing 
program/project effectiveness using defined 
objectives, indicators, and data collection methods. 

Tracks progress; enables data-driven decisions; 
demonstrates accountability; facilitates continuous 
learning. 

Entire project/program lifecycle, including 
post-launch 

Maturity Models 
(Testing, PM) 

Staged frameworks describing levels of process 
capability and identifying paths for improvement in 
testing or project management. 

Provides roadmap for enhancing evaluation 
capabilities; promotes consistency and effectiveness 
of practices. 

Organizational Level (continuous 
assessment & improvement) 

 
V. Evidence-Based Recommendations for Organizational 
Excellence 
Synthesizing the extensive body of evidence on testing, validation, and 
multi-stakeholder feedback, this section provides concrete, actionable 
recommendations for organizations aiming to enhance their evaluation processes and, 
consequently, their overall project and business outcomes. These recommendations are 
designed to be holistic, addressing strategic, tactical, technological, and cultural aspects 
of embedding evaluation as a cornerstone of success. 

A. Actionable Strategies for Implementing Robust Evaluation Processes 

1.​ Mandate Early and Iterative Validation Throughout the Lifecycle: Organizations 
should formally integrate validation checkpoints at every critical stage, beginning 
from the initial concept phase and continuing through development, pre-launch, and 
post-launch monitoring.3 This involves adopting principles from Lean Startup 
methodologies, such as the Build-Measure-Learn feedback loop, to rapidly test 
assumptions, gather empirical data, and iterate on solutions based on validated 
learning.82 Proactive, early-stage validation, including techniques like pilot programs 
and prototype testing, is significantly more cost-effective than correcting issues 
discovered late in the development cycle or after launch. 

2.​ Develop and Implement a Comprehensive Multi-Stakeholder Engagement 
Charter: Organizations should formalize their approach to stakeholder engagement 
by creating a charter or framework that outlines how diverse stakeholder feedback 
will be solicited, managed, analyzed, and integrated throughout project and product 
lifecycles.20 This charter should ensure clarity on stakeholder roles, responsibilities, 



communication preferences, and the mechanisms for providing and receiving 
feedback, ensuring that all relevant voices are heard and considered.117 

3.​ Implement Tiered and Holistic Evaluation Metrics: Move beyond the traditional 
"iron triangle" (scope, schedule, cost) by defining and tracking a balanced set of 
Key Performance Indicators (KPIs). These metrics should encompass not only 
project delivery efficiency but also strategic business value, customer satisfaction 
(e.g., Net Promoter Score, Customer Satisfaction Score), product/solution quality, 
user engagement and adoption rates, risk mitigation effectiveness, and team 
health/morale.11 This provides a more comprehensive view of success and ensures 
alignment with broader organizational objectives. 

4.​ Establish a Centralized and Actionable Knowledge Management System for 
Lessons Learned: Create robust processes and systems for capturing, 
documenting, analyzing, storing, and retrieving lessons learned from 
Post-Implementation Reviews (PIRs), Agile retrospectives, and other evaluation 
activities.47 This knowledge base should be easily accessible and actively used to 
inform the planning and execution of future projects, preventing the repetition of 
past mistakes and promoting the dissemination of best practices. 

B. Tools and Techniques to Support Effective Validation and Feedback 

5.​ Invest in and Leverage Appropriate Technologies: Adopt and effectively utilize a 
suite of technologies to support evaluation and feedback processes. This includes 
project management software with integrated feedback and collaboration features 
115, dedicated A/B testing platforms for optimizing digital experiences 50, versatile 
survey tools for broad feedback collection 54, and data analytics solutions to 
efficiently process, visualize, and derive insights from both quantitative and 
qualitative data.49 

6.​ Train and Empower Teams in Feedback Facilitation and Conflict Resolution: 
Equip project managers, product owners, and team members with the necessary 
skills in active listening, facilitating inclusive and psychologically safe discussions, 
interpreting diverse feedback, and constructively managing conflicting stakeholder 
input.92 Training should cover techniques for eliciting honest feedback, analyzing 
qualitative data, and navigating disagreements to reach consensus or make 
informed trade-offs. 

C. Fostering a Culture of Measurement and Continuous Improvement 

7.​ Secure Leadership Buy-in and Champion Role Modeling: Visible and sustained 
commitment from senior leadership is crucial. Leaders must champion the value of 
systematic evaluation, actively use evaluation findings to inform strategic decisions, 
allocate necessary resources, and foster a psychologically safe environment where 
constructive feedback (including critical perspectives and the acknowledgment of 



failures) is not only tolerated but actively encouraged and valued as a learning 
opportunity.36 

8.​ Integrate Evaluation Practices into Performance Management Systems: 
Reinforce the importance of evaluation by linking contributions to robust testing, 
validation, feedback processes, and continuous improvement initiatives to 
individual and team performance appraisals and reward systems.5 This 
demonstrates that these activities are valued components of job performance. 

9.​ Celebrate Learning, Adaptation, and Proactive Problem Solving: Shift 
organizational recognition and rewards to acknowledge not just "flawless" project 
execution (which can sometimes mask hidden issues or a lack of ambition) but also 
effective learning from evaluations, successful adaptations or pivots based on 
feedback, and proactive mitigation of risks identified through testing and validation. 
This encourages a growth mindset and reinforces the value of the evaluation 
process itself. 

The successful implementation of these recommendations is not a piecemeal effort but 
requires a holistic and interconnected approach. For instance, establishing a centralized 
knowledge management system for lessons learned (Recommendation 4) will only yield 
significant benefits if there is strong leadership buy-in to champion its use and value 
(Recommendation 7), and if teams are adequately trained and empowered to contribute 
to and utilize this system effectively (Recommendation 6). This interconnectedness 
underscores that these are not isolated fixes but components of a systemic 
transformation towards a more evaluative and adaptive organization. 

A critical enabler for the success of these recommendations is the cultivation of an 
appropriate organizational culture. Many of the strategies point towards fostering an 
environment that values data-driven decision-making, transparency in processes and 
findings, psychological safety for open communication, and a collective commitment to 
learning from both successes and failures. Without this cultural underpinning, even the 
most sophisticated tools and meticulously designed processes for evaluation may fall 
short of their potential impact. For example, if reporting negative project status or 
surfacing critical feedback is met with punitive action, no amount of KPI tracking or 
feedback solicitation will yield honest or useful information.145 

Finally, adopting these recommendations represents a proactive investment in quality, 
resilience, and long-term success. This approach contrasts sharply with the often 
reactive (and typically more costly) mode of addressing failures, defects, and 
misalignments only after they have manifested and caused significant damage. The 
decision to invest in robust evaluation capabilities—through resource allocation for 
training, technology, and dedicated time for evaluative activities—is a strategic choice 
that prioritizes long-term value creation over short-term expediency. 



VI. Real-World Evidence: Learning from Successes and Failures 
The principles and practices of evaluation, testing, validation, and multi-stakeholder 
feedback are not merely theoretical constructs; their impact is demonstrably evident in 
the trajectories of countless projects and products across diverse sectors. Examining 
real-world cases provides invaluable lessons, illustrating both the rewards of diligent 
evaluation and the perils of its neglect. 

A. Case Studies: Strong Evaluation Practices Leading to Success 

Numerous organizations have achieved remarkable success by embedding robust 
evaluation practices into their core operations. 

●​ Lean Startup Successes (Dropbox, Airbnb, Zappos, General Electric): These 
companies exemplify the power of the Lean Startup methodology, which heavily 
relies on creating Minimum Viable Products (MVPs), engaging in validated learning 
through iterative testing, and continuously incorporating customer feedback to 
achieve product-market fit and drive growth.135 Dropbox famously validated its core 
product idea with a simple demonstration video that generated massive early 
interest, allowing them to iterate based on user feedback before extensive 
development.135 Zappos tested its hypothesis of online shoe sales by initially 
photographing shoes from local stores and posting them on a basic website, 
validating customer demand with minimal upfront investment.136 Even large 
enterprises like General Electric have adopted Lean principles (e.g., FastWorks 
program) to test prototypes with consumers and iterate based on feedback.136 

●​ Evidence-Based Management (EBM) Applications (Toyota, Google, Walmart, 
Cleveland Clinic): The application of EBM principles—emphasizing data-driven 
decision-making and continuous improvement—has been a hallmark of success for 
industry leaders. Toyota's Production System (TPS) is a classic example, utilizing 
practices like Genchi Genbutsu (go and see), standardized work, Kaizen 
(continuous improvement), visual management, and A3 problem-solving, all deeply 
rooted in evidence and ongoing evaluation, leading to world-renowned efficiency 
and quality.124 Google uses EBM to refine its hiring processes, resulting in better 
hires and reduced bias. Walmart employs data analytics for optimizing store layouts 
and inventory. The Cleveland Clinic consistently evaluates patient care outcomes to 
make evidence-based adjustments.124 

●​ Data-Driven Decision Making in SA Health (Sepsis Diagnosis & Patient Flow): 
SA Health's initiative to support frontline clinicians demonstrated the power of 
iterative feedback loops. By developing machine learning models for sepsis 
diagnosis and patient flow, and continuously refining these models based on 
clinician feedback and real-time data, they achieved improved diagnostic accuracy 
for sepsis, more efficient patient flow, and enhanced clinician engagement and trust 



in the system.46 
●​ City of Tacoma Public Records Policy Modernization: In response to a 

significant increase in public records requests, the City of Tacoma implemented an 
online request system (GovQA). This initiative aimed to streamline the 
management of requests, improve processing efficiency, and enhance transparency 
for citizens, demonstrating a data-informed response to an operational challenge.147 

●​ A/B Testing Successes (HubSpot, Humana, WallMonkeys, Grene, Zalora, 
Ubisoft): Numerous companies have leveraged A/B testing to achieve significant 
product improvements and conversion uplifts. For example, by testing different 
versions of website elements, calls-to-action, or user flows, these companies made 
data-driven decisions that led to increased click-through rates (Humana), higher 
conversion rates (HubSpot, WallMonkeys, Grene, Zalora), and improved lead 
generation (Ubisoft).65 These cases highlight how systematic experimentation and 
evaluation of user responses can directly translate into measurable business gains. 

●​ HeadSpin Testing Platform Impact: Technology companies have reaped 
substantial benefits from mature testing processes facilitated by platforms like 
HeadSpin. A leading peer-to-peer hospitality company accelerated the release of 
new app features. A New York-based multimedia company sped up its testing cycle 
by automating user journeys. A top US tech company reduced its time-to-market for 
a new feature release by an impressive 75% by conducting extensive end-to-end 
tests using the platform.65 These examples quantify the operational efficiencies 
gained through advanced testing capabilities. 

●​ Value of Post-Implementation Reviews (PIRs): As highlighted by Atlassian, 
conducting PIRs yields multiple benefits, including better data-driven 
decision-making, enhanced risk management by spotting issues before they affect 
new projects, optimized resource allocation through more accurate historical data, 
stronger team collaboration via shared understanding of effective practices, 
systemic process improvement by standardizing successes and eliminating 
inefficiencies, and improved stakeholder alignment by keeping everyone focused on 
business objectives.47 

●​ Impact of M&E Frameworks in Non-Profit Organizations: For NGOs, robust 
Monitoring and Evaluation (M&E) frameworks are crucial. They provide a structured 
approach to assess project performance, track progress towards goals, make 
informed decisions, and demonstrate accountability to donors and beneficiaries. 
This leads to improved project success, enhanced credibility, organizational 
learning, and greater fundraising effectiveness.95 

●​ Benefits of Inclusive Leadership and Feedback Loops: Case studies from Join 
The Collective illustrate tangible positive outcomes when organizations foster 
inclusive leadership and effective feedback loops. A technology company that 
implemented an inclusion strategy saw marked improvements in employee 



engagement and satisfaction, a 20% increase in workforce diversity, and a 
substantial boost in innovation. A global consulting firm that shifted to inclusive 
decision-making experienced increased employee engagement scores, a 30% 
improvement in project completion times, and revitalized innovation leading to new 
service offerings.58 

●​ Value of Change Feedback Loops: According to Whatfix, collecting employee 
feedback throughout organizational change processes leads to enhanced 
decision-making, earlier issue identification, increased employee engagement and 
buy-in, effective addressing of change fatigue and resistance, and the building of 
trust.73 

●​ McKinsey Examples of Continuous Improvement: McKinsey's work with 
organizations often involves implementing continuous improvement frameworks. 
For example, a telecommunications operator utilized an AI-enabled coaching 
engine based on call center data to identify learning gaps and provide targeted 
training, demonstrating a data-driven approach to performance improvement. Their 
broader focus on organizational health alongside performance metrics underscores 
a holistic view of continuous improvement.83 

●​ Project Management Success through Strong Evaluation (Invensis Learning): 
Several case studies from Invensis Learning demonstrate how strong evaluation 
practices contribute to project success. A global manufacturing company adopted 
Disciplined Agile, tailoring it to project needs and using pilot projects, resulting in 
improved efficiency and cost reductions. The New Zealand Transport Agency's 
flood response involved rapid damage assessment and continuous monitoring, 
leading to ahead-of-schedule repairs and cost savings. Hospital El Pilar 
successfully expanded facilities through detailed planning, ongoing stakeholder 
engagement, and proactive risk management. Fujitsu UK standardized processes 
and adopted a customer-centric approach, enhancing service delivery and 
satisfaction. Vodafone's global transformation program standardized PPM 
processes and implemented centralized reporting, improving efficiency and 
transparency.130 

●​ Overcoming Challenges with Evaluation and Stakeholder Management 
(upGrad): Numerous large-scale, complex projects, such as the Sydney Opera 
House, Airbus A380, and London 2012 Olympics, ultimately achieved their (often 
revised) goals by implementing stronger project management strategies, improving 
stakeholder communication and engagement, and adopting more robust risk 
management practices in response to initial challenges or complexities.153 These 
cases often involve learning from early missteps and adapting evaluation 
approaches mid-stream. 

B. Case Studies: Weak or Absent Evaluation Leading to Failure 



Conversely, the landscape is also marked by significant failures directly attributable to 
deficiencies in evaluation. 

●​ Product Failures Due to Lack of Validation: As previously detailed, the failures of 
products like the Amazon Fire Phone (unwanted features), Google Glass 
(unvalidated social acceptance and utility), Juicero (misjudged perceived value), 
Quibi (poor market timing/business model), and Boo.com (technological 
unpreparedness) all underscore the critical consequences of insufficient market 
research, user testing, and overall product validation before and during 
development.22 

●​ Project Management Failures from Inadequate Needs Assessment: The Ford 
Edsel, Apple Lisa, Crystal Pepsi, Sony Betamax, and McDonald's Arch Deluxe 
represent projects where an inadequate understanding or validation of evolving 
stakeholder/user needs or market shifts led to products that missed their intended 
mark, resulting in commercial failure.25 

●​ Denver International Airport Baggage System: This infamous project suffered 
from a cascade of issues rooted in poor evaluation: an inability to control cost, risks, 
and time; an unrealistic schedule imposed without adequate discussion or 
validation; a failure to catch critical system flaws during initial testing; and 
breakdowns in communication when problems emerged.25 The decision to 
downplay technical difficulties eroded credibility and prevented collaborative 
problem-solving.29 

●​ NHS Civilian IT Project: This large-scale UK government project faced failure due 
to factors including supplier disputes and, critically, frequent changes in 
specifications. Such changes often indicate poor initial requirements gathering and 
validation, leading to a constantly moving target for delivery teams.25 

●​ HealthCare.gov Launch: The troubled launch of the US healthcare portal was, in 
part, attributed to the misreporting of project status to lawmakers, despite clear 
warnings from external consultants about significant problems. This failure of 
transparent evaluation and reporting prevented timely intervention.145 

●​ Russian Bulova Missile Program: The repeated failures of this strategic missile 
system were linked to an inability to manage highly complex projects. Cognitive 
biases among project leaders may have led to ignoring warning signs or negative 
feedback from tests, contributing to prolonged issues and significant expenditure 
without achieving operational capability.154 

A critical observation emerging from both successes and failures is that the specific 
manifestation of outcomes is highly context-dependent. Success for an NGO's M&E 
framework 95 is measured differently than success for a tech product's A/B test.65 SA 
Health's sepsis diagnosis project relied on iterative clinical feedback 46, while Dropbox 
used a video MVP.135 Both employed evaluation, but the methods and metrics were 



tailored. This implies that while the principles of robust evaluation are universal, their 
application must be adapted to the specific industry, project complexity, organizational 
culture, and strategic objectives. 

Furthermore, many significant failures, such as the Denver Airport baggage system 25 
and the HealthCare.gov launch 145, involve not only gaps in technical evaluation but also 
profound breakdowns in communication, misaligned stakeholder expectations, and, in 
some cases, the deliberate suppression or misrepresentation of negative information. 
This underscores that evaluation is fundamentally a socio-technical process, requiring 
not only sound methodologies but also a culture of transparency, ethical behavior, and 
effective interpersonal dynamics. 

C. Quantifiable Impacts Across Diverse Sectors 

The impact of strong or weak evaluation practices can often be quantified, 
demonstrating measurable effects across various industries. 

●​ Financial Sector: The ROI of effective software testing is significant, manifesting in 
reduced defect remediation costs, faster time-to-market for financial products, and 
improved customer satisfaction and trust, which are paramount in this sector.89 
Conversely, the cost of poor quality (COPQ) in manufacturing, which shares some 
process similarities with large-scale financial system development, can be 
enormous.34 

●​ Operational Efficiency: The global manufacturing company that adopted 
Disciplined Agile saw improved efficiency and responsiveness due to tailored 
processes and pilot project evaluations.130 Similarly, tech companies using 
advanced testing platforms like HeadSpin have reported significantly faster 
development cycles and fewer production issues.65 

●​ Healthcare Sector: The SA Health case study demonstrated improved sepsis 
diagnosis rates and more efficient patient flow through data-driven decision-making 
and iterative clinical feedback.46 At Noor Hospital, the implementation of a Quality 
Management System (QMS), evaluated using the McKinsey 7S framework, led to 
positive staff perceptions and measurable improvements in patient satisfaction.83 

●​ Public Sector: The City of Tacoma's initiative to modernize its public records 
request processing using a new online system is an example of applying evaluation 
(of current system load and inefficiencies) to drive improvements in service delivery 
and transparency.147 

●​ Technology and E-commerce: Companies in these fast-paced sectors routinely 
use A/B testing to achieve quantifiable uplifts in user conversion rates, click-through 
rates on marketing campaigns, and overall user engagement with new features, as 
seen in examples from HubSpot, Zalora, and others.65 



These examples of quantifiable impacts reinforce the universal relevance of robust 
evaluation practices. The ability to learn from failures is also a hallmark of mature 
organizations. Companies that systematically analyze their missteps, for example 
through detailed PIRs 47, and adapt their processes accordingly are often more resilient 
and ultimately more successful than those that ignore or attempt to conceal failures. 
The very presentation of product failure case studies as "lessons on product validation" 
22 implies that failure, if properly evaluated, is a valuable source of organizational 
learning. 

Finally, success stories often reveal not a single, isolated instance of brilliant evaluation, 
but a sustained commitment to iterative feedback, ongoing measurement, and 
continuous improvement over time. Lean Startups continuously engage in 
Build-Measure-Learn cycles 135, EBM promotes the ongoing use of data 124, and Agile 
methodologies embed regular retrospectives.71 This pattern suggests that the benefits 
of evaluation compound; consistent, iterative assessment builds organizational learning 
and capability, leading to greater long-term success than sporadic or one-off evaluation 
efforts. 

Table 3: Case Study Matrix: Impact of Evaluation Practices 

Case Study Predominant Evaluation Practice(s) 
Employed or Lacking 

Key Outcome Core Lesson Learned Regarding Evaluation 

Amazon Fire Phone Lack of user validation, misjudgment of 
feature desirability and market demand. 

Market failure, significant financial loss 
($120M write-down). 

Assumptions about user needs must be rigorously validated 
with real users before and during development. 

Denver Airport 
Baggage System 

Poor risk assessment, unrealistic 
scheduling, inadequate testing of complex 
technology, lack of transparent 
communication. 

Massive project delays, significant cost 
overruns, system abandonment for original 
design. 

Complex, innovative projects require exceptionally robust, 
ongoing evaluation, risk management, and transparent 
stakeholder communication. 

SA Health Sepsis 
Project 

Iterative clinical feedback, machine 
learning model refinement based on 
real-world data and clinician input. 

Improved sepsis diagnosis rates, enhanced 
patient flow, increased clinician engagement 
and trust in the system. 

Continuous, collaborative evaluation with end-users 
(clinicians) is key to successful adoption and impact of 
complex decision-support tools. 

Dropbox (Lean 
Startup) 

MVP (simple video), validated learning 
from massive early sign-ups, iterative 
development based on user feedback. 

Successful product-market fit, rapid growth, 
major market disruption. 

Early, low-cost validation of core value proposition can 
de-risk innovation and guide scalable development. 

Fujitsu UK 
(Early-Career PM 
Development) 

Standardization of PM processes, 
technology integration for tracking, 
customer-centric approach to define 
outcomes. 

More efficient service delivery, enhanced 
customer satisfaction, optimized operations, 
improved PM skills. 

Aligning PM practices with customer needs and 
standardizing processes, supported by tech, improves 
outcomes and satisfaction. 

Global Mfg. Co. 
(Disciplined Agile) 

Tailored DA framework to project needs, 
pilot projects for refinement, strong 
leadership support for adoption. 

Improved efficiency, responsiveness, cost 
reductions, enhanced team collaboration and 
morale. 

Agile frameworks succeed when adapted to context, 
validated through pilots, and championed by leadership. 



VWO A/B Testing 
Examples (e.g., 
Grene) 

Systematic A/B testing of website/app 
elements (e.g., mini cart design) based on 
user behavior analysis. 

Significant increases in conversion rates, 
purchase quantities, and improved UX. 

Data-driven A/B testing allows for iterative optimization of 
user experience, directly impacting business metrics. 

HealthCare.gov 
Launch 

Misreporting of project status, ignoring 
warnings from external consultants. 

Troubled launch, technical failures, public 
and political backlash. 

Transparent and honest evaluation reporting is critical, 
especially in high-stakes public projects. 

 
VII. Conclusion: Embedding Evaluation as a Cornerstone of 
Success 
The evidence synthesized in this report compellingly demonstrates that systematic 
testing, validation, and the integration of multi-stakeholder feedback are not merely 
procedural formalities but strategic imperatives for organizational and project success. 
Neglecting these evaluative processes exposes organizations to profound risks, 
including crippling financial losses from failed products and projects, operational 
inefficiencies stemming from poor user adoption, severe reputational damage, and a 
stifled capacity for innovation and growth. Conversely, organizations that embed robust 
evaluation practices into their operational fabric reap significant strategic value. They 
benefit from more informed decision-making, enhanced risk mitigation, a greater 
capacity for innovation and agility, a pervasive culture of quality and continuous 
learning, and ultimately, improved team morale and stakeholder satisfaction. 

The journey towards evaluation excellence requires a holistic approach. It is not 
sufficient to implement isolated tools or techniques; rather, organizations must cultivate 
an ecosystem where various methodologies—from early-stage product validation and 
user testing to ongoing multi-stakeholder feedback loops and post-launch performance 
measurement—are integrated and mutually reinforcing. Frameworks like Agile 
retrospectives, Evidence-Based Management, and comprehensive M&E systems 
provide structured pathways for continuous learning and adaptation, but their 
effectiveness is magnified when they are informed by rich, empirical data derived from 
rigorous testing and diverse feedback. 

A critical understanding that emerges is that while principles of effective evaluation are 
universal, their application must be tailored to the specific context of the organization, its 
industry, the nature of its projects, and its strategic objectives. The most mature and 
successful organizations demonstrate an ability to balance standardized frameworks 
with the flexibility to adapt methods and tools to fit the unique demands of each 
situation. This often involves a cultural shift towards valuing proactive, front-loaded 
evaluation, where assumptions are challenged early and often, rather than relying on 
reactive, late-stage defect detection. 



The call to action for organizations is clear: 

1.​ Invest in Evaluation Capabilities: This includes allocating resources for training 
teams in evaluation methodologies, feedback facilitation, and conflict resolution. It 
also means investing in appropriate technologies that streamline data collection, 
analysis, and knowledge management. 

2.​ Foster a Culture of Learning and Transparency: Leadership must actively 
champion evaluation, model data-driven decision-making, and create a 
psychologically safe environment where feedback, including the acknowledgment 
of failures, is viewed as a vital input for growth. 

3.​ Empower Teams for Continuous Improvement: Integrate evaluation 
responsibilities into team roles and performance expectations. Celebrate not just 
flawless execution but also effective learning, successful adaptation based on 
evidence, and proactive risk mitigation. 

Ultimately, embedding evaluation as a cornerstone of success is an ongoing journey, 
not a fixed destination. It requires a sustained commitment to critical inquiry, a 
willingness to adapt based on evidence, and a deep-seated belief that understanding 
and responding to the needs of all stakeholders is fundamental to achieving enduring 
organizational excellence. The future of successful organizations will be characterized 
by their ability to learn, adapt, and improve continuously, with robust evaluation 
practices serving as the engine for this perpetual motion. 
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