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Outline 

• Agricultural Innovation System approach to 

knowledge exchange 

• Reflexive monitoring technique 

• Experiences of RMs in New Zealand primary 

sector 

• Lessons from across the case studies 

 Skillsets required to be effective 

 What worked 

 

 



NZ Government’s Business Growth Agenda 

 

6. Increase the impact and relevance of publicly- 

funded scientific research 

“Six key ingredients 

that businesses tell 

us they need to 

grow and succeed” 



A different approach to tech transfer 

• Much available science and technological 

innovation in NZ is not being adopted by the 

primary sector 

 Not in a form that can be readily integrated 

 Doesn’t account for a ‘whole-systems’ perspective 

• The traditional tech transfer approach is failing to 

deliver the desired uptake of innovations 

 A new approach is required 
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Functions 
1) Entrepreneurial activities 

2) Knowledge development 

3) Knowledge diffusion 

4) Guidance of search 

5) Market formation 

6) Mobilisation of resources 

7) Creation of legitimacy 

 

Structures 
• Actors 

• Institutions 

• Infrastructure 

• Interactions 

Relationships and 

interactions 
1) All have a clear picture of each other’s 

needs 

2) Motivated actors 

3) Aligned and solution-focussed 

4) Trust and co-operation 

5) Organisational support to innovate 

6) Clear milestones, reporting on progress 

7) Timely actions 

8) Transferrable lessons 

9) Clarity of roles and responsibilities 

 

How does 

our 

situation 

currently 

compare? 
 

 

Barriers and 

risks 

Methods and 

tools for change 

Continual monitoring 

and evaluation against 

principles 



Reflective monitoring practice 

A reflexive monitor is a 

person who helps 

innovation project teams to 

reflect on process, action 

and progress towards the 

research goal, addressing 

barriers to both group 

dynamics and the AIS.  
 

 

 



Co-innovation 

• 9 principles 



 

The reflexive monitoring in action cycle  

Source: Van Mierlo, 2010 –Reflexive Monitoring in Action. A guide for monitoring system innovation projects 

 



Reflexive monitoring cycle 

 

Observe

Body language
posture
facial expressions

Tone of voice
Interpersonal interactions
Language

Analyse/Evaluate
Does what you see match 
with the general guidelines 
for co-innovation?
Will it comprise ambition
for change or system-wide

change?
Does what you observe 
impact on the groups 
ability to co-innovate?

Yes

No

Do nothing

Yes

No

Maybe

Raise with 
project team

Agree on
 action

immediate
intervention
needed

not urgent

Act  take into account
group preference
levels of trust

Complement team During meeting

Act  take into account
group preference
levels of trust
your comfort levels

Reflect

Reflect

Reflect

Reflect

Analyse/Evaluate

Traditional Action Learning Cycle

Reflective monitoring cycle: this may occur at multiple scales and at variable frequency

Discuss action with 
project team

Reflect

Observe

Act



ORID as a tool 

• Objective: (Facts) 
• What has happened in the project in terms of activities, outputs and including your 

own intervention? 
 

• Reflective: (Reactions) 
• How well do you think the project is progressing? 

• What has been exciting? 

• Where have there been frustrations? 
 

• Interpretive (Implications) 
• What main lessons or key lessons about the innovation process and co-learning 

have you – and the project team – gained from what has happened to date? 
 

• Decisional (Actions) 
• What has been taken from the experience to date and the learning to inform future 

steps in the project? 



Key questions during reflection process 

• How are the dynamics of the group happening / coming along? (Equal 

contribution; culture) 

• Are there any issues in the environment that needs to be addressed? 

(Structures and norms) 

• Are any new role players required to stimulate innovation, or have any 

become redundant? (Actors) 

• Are there any opportunities for the group that are not being seen or 

not tapped into? 

• Is co-innovation happening? Are participants co-learning? (9 

principles) 

• Are all forms of knowledge respected and utilised?  

• From these answers: 

 What is the most urgent issue in the group that needs to be addressed?  

 How and when will I address the issue? 



Reflexive Monitoring Attitudes 



Primary Innovation and case studies 

• As part of a cross- (primary)sectoral research 

programme, reflexive monitors have been 

assigned to five case studies: 

 Heifer rearing (Dairy sector) 

 Nutrient and water management (Dairy sector) 

 Log segregation tools (Forest sector) 

 Tomato-potato psyllid (Horticulture sector) 

 Maori-business innovation (Agricultural sector) 

 

 



Five case studies using RM 

• Different experiences of being an RM within these 

cases 
 Critical analyser 

 Process coach 

 Monitor/ Evaluator – Logic framework 

 Devil’s advocate/ sounding board 

 Appreciator/ Enthusiast 

• Led us to realise that the RM role can take a 

number of forms 
 Contextual 

 Timeframe 

 Knowledge of the subject 

 Culture of the project team 

 



Different functions being performed by RMs in 

New Zealand 

Supporting role 

(supporting project manager and 

wider project team) 

Get the project team where it needs 

to go  

  

Identifying conflict 

Data collector / Evaluator 

Facilitator 

Providing feedback  

Identifying the right stakeholders to 

be involved and valuing their 

knowledge 

• your personal skills 

• your relationship with project 

manager 

• having a support network 

• having a clear job description 

• having freedom to experiment 

• the expectations of the RM role by 

the project team 



Not everything is within your sphere of control 

 

Within the control of
 the reflexive monitor

Skills 

Organisational
 support

Resources

Relevant technical 
experience/knowledge

Working style 
(Personality)

Agreement on the
solution space

Context and ambition for change

Relationship with 
project manager

Organisational cultural
context 

Licence to operate

Acceptance of 
co-innovation 
within project team

Valuing the RM role

Power to influence 

Depth of knowledge 
of co-innovation as RM

Experience
as facilitator

Extent to which RM aligns
with ambition for change 

(Ethical aspects)

Support network 

Clarity of roles and 
responsibility

Presence/absence of gatekeepers

Physical proximity to team

Expectations of 
RM role by 
team/participants

Freedom to experiment

Degree of crisis - level of urgency

Relationship with 
project team
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Lessons – common skill elements needed to be an 

effective RM 

• Action oriented and goal focussed 

• Good at observing and listening 

• Able to make decisions quickly and move on 

• Facilitator                 Mediator 

• Be prepared to be flexible and adaptable in role 

• Inventive – prepared to try out new ways and 

ideas 

• Remain dispassionate – “speak the truth kindly” 



Lessons – what worked (tips for other RMs) 

• It is very important to build rapport with the project 

manager 

• Role definition and terminology is important 

• Open communication – build a culture of trust 

• Have a support network 

• Mechanism to provide feedback 

• Use different strategies for different issues – not 

one size fits all 

• No right or wrong way – every project is different 

• Have good monitoring and evaluation tools 



Conclusions 

• Is the RM a beneficial extension role?  
RMs are vital to the success of system innovation projects 

• How is it different to a good facilitator or PM? 
RMs keep not only the goal in sight, but reflect and act on the process and 

culture of the team 

Often integrated as a team member – take action quickly 

• BUT – there is little practical guidance on how to 

undertake this critical role 

• Not a single role - a mix of different role types 

• Our case study experiences help to provide lessons and 

practical tips for undertaking this role 

• RM has increased the capacity for program delivery 
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