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Purpose Page

What’s the Purpose of this Handbook?

The Logic Model Handbook is a technical tool created for Valley of the Sun United Way’s
Impact Agencies. The handbook clarifies VSUW'’s expectations for developing and
submitting logic models with funding applications. The handbook clearly outlines what VSUW
is looking for in each section of a logic model.

The logic model and its processes facilitate thinking, planning, and communications
about program objectives and actual accomplishments.

What this Handbook is NOT:

The Logic Model Handbook is not a training tool for agencies on how to develop outcome
measurements. This is not an outcomes measurements training manual. Agencies are
expected to develop strong and appropriate outcome measurements and evaluations for their
programs, and then utilize these outcome measurements in their Logic Models. A suggested
training manual for developing outcome measurements is Measuring Program Outcomes: A
Practical Approach, United Way of America, 1996, found at:
http://national.unitedway.org/outcomes/resources.

Developing and using logic models is an important step in building community
capacity and strengthening community voice. The ability to identify outcomes and
anticipate ways to measure them provides all program participants with a clear map of
the road ahead. Map in hand, participants are more confident of their place in the
scheme of things, and hence, more likely to actively engage and less likely to stray
from the course — and when they do, to do so consciously and intentionally.

Why are Logic Models Important?

Logic models provide stakeholders with a road map describing the sequence of related
events connecting the community’s needs with the agency’s desired impact. Mapping an
agency’s impact helps one to visualize and understand how human and financial investments
can contribute to achieving intended goals and can lead to programmatic improvements. The
most basic logic model is a picture of how a program will work. It uses words and/or pictures
to describe the sequence of activities thought to bring about change and how these activities
are linked to the results the program is expected to achieve.

As Valley of the Sun United Way continues to evolve to an impact organization focused on
outcomes-based funding, the logic model provides an effective framework for program
planning and outcome measurement reporting and can be utilized to inform allocation
decisions. The logic model provides a structure for alignment of program and initiative
activity, is a common tool for outcome measurement and determination of results, and
provides a starting point for ongoing identification of more specific areas of focus.
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_Mission, Vision and Guiding Principles

Mission: To improve lives by mobilizing the caring power of our
community.

Create Sustained

Mobilizing Changes in Improve Lives

Communities ™=  Community
Conditions

Vision: To build a caring community where all children and youth
succeed, families are self-sufficient, neighborhoods are vital
and safe, and all people enjoy maximum health and
independence.

Guiding
Principles:
Uphold the highest ethical standards
Act with compassion and caring
Exceed our customers’ expectations
Be accountable in all we do
Commit to quality work and continuous improvement
Reflect the diversity of our community

Promote teamwork and cooperation
United
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Valley of the Sun United Way Community Outcome Statements

VSUWvorked with its community pattnéesermine areas that VSUW could make a positive impact in the
community. The following a@dimemunity Outcome Statertieatts/ere developed.

Children entering school are ready to succeed.

Research indicates that the ag§es®the most critioah child's development. This outcome focuses on
striving to ensure all children have the resources they need to enter school ready to succeed by investing
school and Headstart programs, children with special needs and parent education.

Youth be&eome prodctive members of our community

Youth development occurs wherever young people are, at all times of daytdndevglupméermither

positive or negativeccurs in families, with peers, in schoebfschabl activities, in fadimmunities, in

parks and recreation centers, and on the streets. In other words, youtrodevedapmuultiple contexts.

VSUW invests in youth development stthtgesmote character building, cultural identity, expression and
learning thugh arts, student leadership, civic engagement and education, sportsmanship, and healthy life

Youth achievgreateracademic success

Young adults who fail to complete high school are in the most precarious position, facing a bleak econor
social future. Drop out problems vary across geographic regions, school districts, male and female stude
across ethnic and racial groug&JW invests in academic success throughout thgesgbhas through a

variety of strategies that intladework clubs for kids,-sdtevol programs, summer enrichmegngsffe
technology instructiorilege preparatory programs, vocational training and career and goal setting progran

Individuals develop new skills and knowledge

Lifelong learnirggtihe concept that "It's never too soon or too late for learning”, a philosophy that has taken
in a whole bbof different organizati@ften times adults realize they do not have skills needed to reach thei
full potential for themselves ofamglies. Through investments in adult education programs, English as a
Second Language (ESL) classes, continuing education progrdougdamgl gtatjram Valley of the Sun

United produces results that matter.

Individuals and families grhysicaly &mentally healthy

VSUW invests in programs that promote the physical and/or mental health of individuals and families as
of increasing their seilfiiciency. The programs that align with this outcome offer counseling services; men
health ervices; respite services for caregivers; therapeutic treatments; and other support services that fc
maintaining/improving both physical and mental health of individuals and families. Many of the agencies
focus on the larger mental heatphssical health ailmentsdgstively impact oommunity are

represented in this outcome area.

Individuals gain and maintain employment.

This outcome focuses on improving employment opporturiiesferdoa otherriak target populations.

The programs that align with this outcome offer job readiness trainings; job training and placement servic
sheltered arsiipported employmmpportunities; and othgrport servictsat focus on gaining and

maintaining employment.

Individuals anéamilies are financially stable

VSUW invests in programs that promote increasing financial stability and building the assets of individual
families. The programs that align with this outcome offer financial literacy trainings; assatibsjlding oppor
life and employment improvement trainings; and other support services that focus on increasing opportur
individuals and families to improve their financial situation.



Individuals and families have access to affordable housing.

This outeoe focuses on increasing access to affordable housingoimelawd-ask individuals and

families. The programs that align with this outcome offer supportive affordable housing; emergency hom
and modifications; financial assistarstetitodihomebuyers; homeowners counseling and maintenance
trainings; and other support services that focus on improving housing opportunities for targeted populatio

Individuals increase independence for daily living

VSUW invests in programs thaasedrelependence for daily livingigk iadividuals. The programs that

align with this outcome offer independent living skills trainings; adaptive technology supports; and other s
services that focus on increasing the opportunitiesufids itedgagh and/or maintain their independent living
arrangements. The target populations in many of these programs include physically, mentally and/or me
challenged individualsisktyouth, and vulnerable seniors.

Neighborhoods are safe artdlde.

This outcome focuses on improving neighborhood stability and increasing neighborhood safety. The pro
that align with this outcome offer community engagement activities; leadership trainings; neighborhood
assessment and planning; and invaivénoeal key stakeholders (i.e. residents, businessesigchools,

Individuals and families in crisis move toward stability

This outcome focusepmviding assurances of safety and sécoé@gns taking a person who feels there is

no hope lefor themthat person who was evicted from their apartment because the rent payments were la
That person who is earning minimum wage and trying desperately to take care of their family by providing
many consider the simple thifogsl and shelteFhe agencies aligned with theédamgoutcome of moving

people in crisis towards stability provide disaster response, emergency housing, home delivered meals, ¢
detoxification, case management, suicide hotlines, transitional sheltev and fooddet st r i but i o1

Individuals and families are safe

In large part, this ldagn community outcome addresses the circumstances surrounding domiestic violence
an ideal world no man, woman or child would be abused or neglectettheASMaldyitetl Way we would

like to see education, awareness and prevention efforts bring a decrease in the number of abuse cases i
Maricopa County. In addition, we want to know that our most susceptible, frail, and elderly populations re
care thahky need to stay safe.

Il ndi vidual s6 and familiesdbasic needs are met
This longerm outcome focuses on the most simple levelliddivingeds are water, food and shelter.
addition Valley of the Sun United Way recognizes that people rseetideetditebre, emergency rent and
utility assistance, and more to remain healthy and\&thoiteclean clothing, a hot shower, or preventative
health care, an individual can not be successful in taking care of themselves.
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LOGIC MODEL COMPONENTS

Goal: Describe the goal of your program(s). The goal should be client-focused —
a broad statement of intended change which identifies the target population.

Theory: Explain your theory about why the program(s)’ approach will work.

Target Population: Describe the population of clients that will be served.

Inputs: List the inputs — i.e. the resources, people, skills, knowledge and tools being
used to deliver services.

Strategies: List the strategies — i.e. activities, services, processes; things done to,
for, or with the population intended to lead to the desired change.

Qutputs: List the outputs — i.e. the product of the activity, service or process: How
many clients will be served? How many types and units of service (staff hours,
trainings, etc.) will be delivered? List the quantitative measures of intended outputs.

Short-term Outcome(s): List the short-term benefits expected in the target
population. Most short-term outcomes focus on changes in knowledge, attitude or skills
in the target population, and usually address a timeframe.

Indicators: List the indicators that will be used to measure the changes/ benefits.
Use the indicators to quantitatively describe the program(s)’ intended measurable
results. Not every outcome requires an indicator.

Mid-term Outcome(s): List the mid-term benefits expected from the target
population. Most mid-term outcomes focus on changes in behavior, practice or
decisions in the target population based on the earlier acquisition of knowledge.

Indicators: List the indicators that will be used to measure the changes/ benefits.
Use the indicators to quantitatively describe the program(s)’ intended measurable
results. Not every outcome requires an indicator.

Long-term Outcome(s): List the long-term benefits expected from the target
population. Most long-term outcomes focus on changes in condition or altered
status in the target population, based on earlier changes in behavior.

Indicators: List the indicators that will be used to measure the changes/ benefits.
Use the indicators to quantitatively describe the program(s)’ intended measurable
results. Not every outcome requires an indicator.
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How to Complete a Logic Model

Agencies will have to complete a logic model (or logic models) that demonstrate the intended
impact of their programs on the individuals served. VSUW will invest in programs that align
with Community Outcome Statements and that demonstrate positive impact on clients’ lives.

Below is information that will assist agencies in successfully completing a Logic Model.

GOAL

The Goal is a broad statement of the desired condition of well being for a particular group.
Make the Goal:

e Client-focused, and

e Describe the intended change for your target population.

The goal should be focused and to the point. You will only need one to two sentences state
your goal.

Example: The children of working class families living below the poverty line in Maricopa County will develop
the educational and life skills necessary to enter kindergarten, healthy and ready to learn, subsequently leading
to greater success in life.

THEORY
A well-constructed program theory points toward a program’s eventual effectiveness. The
theory should:
e lllustrate how the program will function,
e Explain why the agency has chosen their particular strategies in working
with their clients, and
e Clarify what the program expects to achieve.

Explain why the strategies the agency employs in the program will lead to client
benefits/successes and why they are the most effective ones to use with the intended
program beneficiaries. Describe why your services are needed and/or the lack of similar
services. Cite research that supports this theory.

Example: ABC’s experience in serving the working poor began more than eight years ago during a collaborative
effort to prepare welfare recipients for work. The partnering agencies quickly recognized a greater need for
addressing the multiple issues of individuals who are chronically under-employed. ABC developed its working
poor model, has used it in four projects (Mesa, Avondale, Tempe and Chandler) and, to date, has assisted more
than 1,500 adult participants.

ABC'’s working poor model addresses chronic underemployment with a comprehensive service strategy that
offers a vast menu of services. Participants and their families are able to access assistance that enables the
family to become more stable, able to address its own barriers, and realize an enduring escape from poverty.
After basic needs are met through assistance with food and shelter, participants are able to focus on success in
the workplace. Assistance is provided with job training and placement, transportation and child care, giving
participants the tools to find and keep higher wage employment. The model uses a community-based approach
that incorporates other programs anchored in the targeted communities. This makes the project successful at
meeting the local community and participant need, as well as creating a culture that supports the collective effort
to achieve intended outcomes.

ABC commissioned The Workman'’s Institute to prepare a study, “The Working Poor—Gaining & Maintaining
Employment” in 2006. The study reviewed data about the plight of working poor families and found that the
commonly identified barriers to employment are not limited to inadequate wages and benefits, child care,
education and training, and transportation, but also include the need for post-employment retention support and
assistance with healthcare expenses. ABC has developed a model for the working poor that addresses each of
these barriers in addition to providing assistance with basic needs.




How to Complete a Logic Model
TARGET POPULATION(S)

Describe the population to be served. Tell about the following components:

Age group of program targets

Description of population (i.e. gender, race, disability, etc)

Unique characteristics of the target population (i.e. needs, risk factors, barriers, etc)
Geographic location or community of focus of program targets

It is important to note: The Target Population section closely ties into other sections of the
Logic Model, such as the Strategies and the Outcomes. Utilize the Target Population section
to clearly describe the client population you are serving with your program. Who is walking
through the door? What barriers do they face? What are their unique characteristics?

If you clearly describe your target population then the strategies you use with them to move
them toward the desired outcomes will make more sense. And some of the outcomes you list
may very well be clients overcoming barriers as they move toward success.

Example: The target population comes from Chandler and Gilbert and is primarily women, most of whom are
single parents. More than 50 percent of the participants are between 31 and 49 years of age, but the age group
of 50-64 is growing each year. It is a diverse population with nearly half of the participants being minorities.

The target population is underemployed or recently unemployed, and is having a difficult time breaking out of a
pattern of low wage jobs due to a lack of skills and low self esteem. Many also have other significant barriers
such as a criminal background, homelessness, substance abuse, and/or domestic violence. Each of these
issues interrupts their employment often enough to impact their work attendance and their ability to advance in
their jobs and careers.

Two-thirds have a GED/diploma but have limited training or marketable skills. In fact, traditionally over half
HWP participants report a lack of sufficient education or skills as their greatest barrier to achieving employment
goals.

All of these barriers result in the target population being in poverty at a much higher rate than married couples
with children. According to the 2000 Census, more than 16 percent of single female parent households live in
poverty in Chandler, with more than 24 percent of single parents with children younger than 5 years of age living
in poverty. This rate for single females with young children is 5.5 times the poverty rate for married couples with
children under the age of 5 in Chandler. The disparity of the poverty rates in Gilbert is even higher with single
female parents with young children living in poverty at eight times the rate of married couples with young
children.

INPUTS

Inputs are resources needed for operation of the program. Please list all the inputs to the
program(s). Inputs include the following categories:

o Staff e Program Participants

e Money e Equipment

e Time e Technology

e Volunteers e Funders

e Partners e Additional agency resources

Inputs should be defined as thoroughly as necessary to clearly convey the resources needed
to successfully run the program. Examples:

3 MSW staff to provide crisis counseling and clinical assessments to clients
Volunteers to provide one-on-one mentoring services with youth

ABC Agency — provides client referrals to our program

XYZ Agency — provides permanent affordable housing for clients who exit our program
2 vans to provide transportation services for clients to job interviews and field trips
Commercial Kitchen facilities to train clients in all aspects of being a chef using real-life
environment and equipment

e LMNOP Foundation: provides match funding up to $25,000 annually




How to Complete a Logic Model

STRATEGIES

Strategies are the activities, processes or events undertaken with the inputs. They are the
services a program provides for its participants to fulfill its purpose. Please list all the
strategies utilized by the agency to achieve the intended outcomes. Measurements (indicator
percentages or output numbers served) are not given in the strategies listed.

Examples:
e Provide homeless families with 3 meals per day

e Provide 3-hour job training seminars 4 times per week

e Educate the public about signs of child abuse through Public Service Announcements

e Counsel pregnant women on proper nutrition

e Create mentoring relationships between program youth and adult volunteers
OUTPUTS

Outputs are the direct results of program strategies and activities/processes/events. They
are usually described in terms of size and scope of the services or products delivered or
produced by the program. They indicate whether or not a program was delivered to the
intended audiences at the intended “dose.” Strategies may produce more than one type of
output — make sure all outputs are listed.

Examples:

50 classes of financial literacy to be delivered annually

10 neighborhood meetings to be held annually

5,000 brochures to be distributed annually

1,000 counseling hours delivered annually

700 clients participate in financial literacy workshops annually

Too oo oo o o

OUTPUTS
What we do - Activities Who we reach - Participation
Number of: Number of:
e Workshops e Participants
e Counseling sessions e Clients
e Facilitation e Customers
e Product development e Users
e Meals served
e Trainings
e Conferences *Unduplicated Client Information
e Media

10




OUTCOMES

Outcomes are specific statements of the desired changes in the lives of a particular group

How to Complete a Logic Model

(the target population). Outcome levels are short-term, mid-term and long-term.

Keep in mind:
All of the outcomes relate to the client(s) listed in the target population

All of the outcomes relate to the program’s components listed in the strategies
All of the outcomes state significant changes in or desirable benefits to be achieved by

the target population

All of the outcomes are stated positively and are appropriate for the target

population

All of the outcomes follow a logical progression (if....then)

What are the changes/benefits for individuals, agencies and/or communities?

There are different levels of outcome measurements. Please utilize the following table to
create appropriate level outcomes. Most clients progress through most programs, changing/
benefiting in the following manner: knowledge__, behavior___, condition;
however, you may find that in your program client changes/benefits follow a slightly different
order.

Short-term Outcomes

Mid-term Outcomes

Long-term Outcomes

Changes in:
Learning
Awareness
Knowledge
Attitudes
Skills
Opinion
Aspirations
Motivation

Changes in:
Action
Behavior
Practice
Decisions
Policies
Social action

Changes in:
Conditions
Human
Economic
Civic
Environment

Examples of Outcome Statements by Level:

A

Short-term: Young men in the program increase knowledge and skills needed for
their desired employment.

Mid-term: Young men utilize knowledge and skills acquired to pursue career goal.
Long-term: Young men retain employment.

Short-term: Teens increase knowledge of prenatal nutrition & health guidelines.
Mid-term: Teens maintain proper nutrition and health guidelines.
Long-term: Teens deliver healthy babies.

11



How to Complete a Logic Model

Questions to ask when developing Outcomes:

e Do these outcomes capture what the program(s) aims to get done?

e Are we comfortable basing an evaluation of our effectiveness on these outcomes?
e Are there other things we should look at instead of these outcomes?

¢ Have we identified the population to be affected?

Outcomes are Client-focused, not Process-focused. Here are examples of each:

Client-focused Outcomes Process-focused Outcomes
e Seniors increase their involvement in e To make social activities
social activities available to senior citizens
e Families use communication skills to e To deliver 1,600 hours of
improve family functioning counseling
e _Children demonstrate progress towards e To provide day care to 125
physical developments disadvantaged children
e Parents learn information regarding e To teach 24 parenting education
family health, economics, and classes
technology e _To recruit community members
e  Community councils expand their e To promote the dangers of drugs
membership of committed members and alcohol
¢ _Youth will identify appropriate drug and
poison safety attitudes and behaviors.

Composing Outcome Statements:
When describing child or parent outcomes it is important to state them in this format:
[Defined set of children or parents]
[Desired change/benefit/attainment for that group of children or parents]

Example outcomes:

*Children in families enrolled in WIC in Richmond, Henrico & Chesterfield counties will be
fully immunized.

*Students in Thrasher Middle School participating in music lessons for at least one semester
will have improved music skills on their instruments.

*Increase the number of young Hispanic children in the tri-county area that are enrolled in
CHIP (child health insurance program).

Composing Community Outcome Statements:
When describing community changes it is best to state them in this format:
[Defined community system, organization, network, environment, etc. |
[Desired change/improvement for that system, organization, network, environment,
etc.]

Example community changes:

*The Pennsylvania child health insurance program makes the CHIP application form and
instructions available in Spanish.

*Smith College will establish a tutoring program at Thrasher Middle School for students failing
in math or science.

*Teachers employed by childcare providers serving working poor families will know how to
use curricula and teaching techniques designed to increase cognitive and social skills.

12




How to Complete a Logic Model

INDICATORS

Indicators are the specific items of information that track a program'’s success on outcomes.
Indicators are the measures selected as markers of success. They are often used as the
starting point for designing the data collection and reporting strategies.

Indicators are specific, observable, measurable characteristics or changes that represent
achievement of the outcome. Indicators are what is observed, measured, assessed or
monitored in clients or systems to learn if the outcome has been achieved. They are what
the program will use to “count successes”. They are not the outcome itself, or the specific
measurement method, instrument or tool used.

You are not required to list a measurable indicator with each and every outcome listed. You
only need to list the key indicators you plan on monitoring and measuring. The key indicators
you choose should be the most meaningful ones that enable you to test your theory and
show your programs overall success. Some outcomes are fairly easy to observe and
measure, such as graduating from high school or getting a job. Many outcomes, however,
are not concrete enough to measure directly.

Outcome indicators must be observable and measurable. If a condition is not observable and
measurable, it may relate to the outcome, but it is not useful as an indicator. Indicators also
must be unambiguous. Terms such as “substantial”, “acceptable,” and “adequate” (e.g.,
“Participants demonstrate substantial improvement”) that are subject to interpretation are not

sufficiently specific.

Examples of Outcomes and Indicators

Outcome: Participating students succeed in school.
Indicator 1: 70 of the participating students (78%) will pass all their core subjects.
Indicator 2: 600f the participating students (67%) will advance to the next grade level.

Outcome: Job training graduates become gainfully employed.
Indicator 1: 52 of the graduates (69%) will secure full-time employment.
Indicator2: 40 of the employed graduates (77%) will remain employed for at least six months.

Outcome: Parents read to their preschoolers more often.
Indicator: 280 parents (80%) will read to their preschoolers everyday for a minimum of 30 minutes per day
during the Fall 2007 semester.

Indicators include specific and measurable data relevant to the program outcomes.

Useful indicators are SMART | Additional characteristics of good indicators:

¢ Valid — indicator actually measures what it is

e Specific supposed to measure

e Measurable e Reliable — the results are about the same when the
e Attainable measure is repeated

e Relevant e Feasible/Practical — can be used in the agency

e Time-bound setting given limits of time, money, staff

gualifications
e Easily understood
e Accessible
e Affordable

13




How to Complete a Logic Model

Logic Model Reminder:

¢ All of the indicators are clearly linked to and measure progress toward the associated
outcome.

e Each indicator is stated with a target number and target percentage of the total
population that is expected to achieve the outcome.
All the indicators are based on the target population.
All the indicators will measure some aspect of the outcomes they are attached to.

e |Itis important to note: Agency should list projected numbers and percentages as
they pertain to the agency’s outcome indicators. Do not use the symbols “#” and
#%” when listing outcome indicators.

References and Resources

Logic Model Development Guide, W.K. Kellogg Foundation, 2004 Un‘i’;c,ed
W.K. Kellogg Foundation Web site: http://www.wkkf.org dy .
Valley of the Sun

Measuring program outcomes: A practical approach, United Way of America, 1996  United Way
United Way of America web site: http://www.unitedway.org/outcomes/contents.htm

Starfish Associates, Ken Fyfe, 2005.
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Glossary of Selected Outcome Measurement Terms

Inputs are resources a program uses to achieve program objectives. Inputs are materials
that the organization or program takes in and then processes to produce the results desired
by the organization. Examples are staff, volunteers, facilities, equipment, curricula, and
money. A program uses inputs to support strategies.

Strategies are what a program does with its inputs, how it goes about transforming them into
products. Strategies are the types of services the program provides to fulfill its mission.
Examples are sheltering homeless families, educating the public about signs of child abuse,
and providing adult mentors for youth. Program strategies result in outputs.

Outputs are tangible products of a program's strategies and activities, such as the number of
meals provided, classes taught, brochures distributed, or participants served. Another term
for "outputs” is "units of service." Outputs are frequently misunderstood to indicate success
of an organization or program. A program's outputs should produce desired outcomes for the
program's participants.

Outcomes are benefits for participants during or after their involvement with a program.
Outcomes may relate to knowledge, skills, attitudes, values, behavior, condition, or status.
Examples of outcomes include greater knowledge of nutritional needs, improved reading
skills, more effective responses to conflict, getting a job, and having greater financial stability.

There can be various "levels" of outcomes, with initial outcomes leading to longer-term ones.
Outcomes are usually specified in terms of:

a) learning, including enhancements to knowledge, understanding/perceptions/attitudes, and
behaviors (short-term)

b) skills (behaviors to accomplish results, or capabilities) (mid-term)

c) conditions (increased security, stability, pride, etc.) (long-term)

Indicators are the specific items of information that track a program's success on outcomes.
They describe observable, measurable characteristics or changes that represent
achievement of an outcome. For example, a program whose desired outcome is that
participants pursue a healthy lifestyle could define "healthy lifestyle" as not smoking;
maintaining a recommended weight, blood pressure, and cholesterol level; getting at least
two hours of exercise each week; and wearing seat belts consistently. The number and
percent of program participants who demonstrate these behaviors then is an indicator of how
well the program is doing with respect to the outcome.

Outcome targets are numerical objectives for a program's level of achievement on its
outcomes. After a program has had experience with measuring outcomes, it can use its
findings to set targets for the number and percent of participants expected to achieve desired
outcomes in the next reporting period. It also can set targets for the amount of change it
expects participants to experience.

Benchmarks are performance data that are used for comparative purposes. A program can
use its own data as a baseline benchmark against which to compare future performance. It
also can use data from another program as a benchmark. In the latter case, the other
program often is chosen because it is exemplary and its data are used as a target to strive
for, rather than as a baseline.

Source: Measuring Progam Outcomes: A Practical Approact Copyright 1996 United Way of America
16



Advanced Training Client-Based Outcomes

What are Outcomes?
Outcomes are specific statements of the desired changes in the lives of a particular group (the target

population).

All of the outcomes relate to the clients listed in the target population

Al

the outcomes

rel at e tstatepgidse

All of the outcomes state significant changesin or desirable benefitsto be achieved by the
target population
All of the outcomes are stated positivelyand are appropriate for the target population

All of the outcomes follow a logical progression( i f é. t hen)
Short-term Mid -term Long-term
Outcomes Outcomes Outcomes
Changes in: Changes in: Changes in:
Learning Action Conditions

Awareness Behavior Human

Knowledge Practice Economic
Attitudes Decisions Civic
Skills Policies Environment
Opinion Social action

Aspirations

Motivation

Outcomes should be written client-focused and should follow a logical progression. The table above
shows how client benefit as they progress through most programs. The table below gives examples of

progr amos

both client-focused outcomes and process-focused outcomes.

Client-focused Outcomes

Processfocused Outcomes

Seniors increase their involvement in social

activities
3Families use
family functioning
3Children
developments

commun i

demonstrat ¢

To make social activities available

to senior citizens

3To deliver 1, 6(
3To provide day
disadvantaged children

3To t e a dilyed@aionp a 1

3Parents |l earn inforr classes

health, economics, and technology 3To recruit comr
3Community council s ¢ 3To promote the
of committed members alcohol

S3Youth will identify

safety attitudes and behaviors.

17



Advanced Training Client-Based Outcomes

There are a variety of common misconstructions when creating outcomes. One of them is to mistake

an Output for an Outcome.

Outputs speak to the delivery of service units and to the participation levels of clients served. Below is
a table outlining the function of outputs.

What we do- Activities

Who we reach- Participation

Number of: Number of:
e Workshops e Participants
e Counseling sessions e Clients
e Facilitation e Customers
e Product development o Users
e Meals served
e Trainings
e Conferences *Unduplicated Client Information
o Media

Below is a table that differentiates Outputs and Outcomes.
e Outputs focus on the number of activities delivered and the number of clients served.
e Outcomes focus on the change occurring in the client.

Program Example

Comprehensive child car¢ A

A
Treatment for youth A
abusing drugs and
alcohol

A
Congregate meals for A
seniors

A

Outputs

(amount of work)

mi ght be

Number of children
registered

Number of days of
care

Number of
counseling sessions
conducted

Number of youth
completing treatmert

Number of seniors
enrolled

Number of meals
served

Intended outcomes
(results of the work)
mi ght be &

Children exhibit age-
appropriate social skills
Children are ready for
kindergarten

Participating youth know the
risks of substance abuse
Participants remain clean and
sober for 6 months

Seniors eat at least one
nutritious meal each day
Seniors interactsocially with
their peers
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Advanced Training Client-Based Outcomes

Indicators vs. Outcomes
Additionally, it is common to have indicators submitted as outcomes. Indicators are what measure the
outcomes. | ndi cators track aompsrogramdés success on ou
All of the indicators are clearly linked to and measure progressoward the associated
outcome.
Each indicator is stated with a target number and target percentageof the total population
that is expected to achieve the outcome.
All the indicators are based on the target population.
All the indicators are observablewill measure some aspeactf the outcomes they are
attached to.

Below are examples of outcomes and their associated indicators.

Outcome: Participating students succeed in school.
Indicator 1: The # and % of participating students who pass all their core subjects.
Indicator 2: The # and % of participating students who advance to the next grade.

Outcome: Job training graduates become gainfully employed.
Indicator 1: The # and % of graduates who secure full-time employment.
Indicator2: The # and % of employed graduates who are still employed after six months.

Outcome: Parents read to their preschoolers more often
Indicator: The # and % of parents who read to their preschoolers everyday for a minimum of 30
minutes per day.

Figuring Out Your Outcomes

Questions to ask yourself

e What do we want to be true of participants be
What do we want to be able to say about them?

o Ifwesucceedwithaparti ci pant (or dondt), what has chart

e | f we carry out these strategies, then what d
And what benefit or change flows from that?

Even More Questiong

Intended Outcomes:

e Why do you provide the services that you do? What do you intend to accomplish?

e What do others say is the value of your program?

e When you provide your services, what is the first change you expect to see happen for the
clients/participants?

o If that initial change occurs, then what will it lead to? Why do you want that change to happen?
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Advanced Training Client-Based Outcomes

Workshop Participants Outcome Examples

Process-Focused Examples

Client-Focused Revisions

Students are assigned an individual tutor and attend
classes on a regular schedule to receive basic
language training that includes reading, writing and
speaking ability.

Students demonstrate an increased knowledge of
basic language skills.

Students are taught the fundamental concepts from
beginner levels.

Students are prepared to enter kindergarten.

Participating senior citizens will have an enhanced
guality of life.

Seniors will increase their social interactions.

Seniors citizens will gain new knowledge.

Senior citizens will demonstrate knowledge of the food
pyramid.

For 80% of the 10 individuals with disabilities to have
developed a long-term meaningful relationship with a
community member with similar interests and for the
individual to be more active in the community.

Participants with disabilities will have opportunity to
socialize with peers.

For 80% of the participating volunteers to be
community members who promote the agency’s
mission in the community through activities with
people with disabilities and donations to the agency
and like organizations.

Volunteers increase sensitivity regarding the needs of
the disabled community.

For the volunteer to develop an increased sensitivity,
appreciation and acceptance for people with
disabilities through at least one community activity per
month with an individual with a disability.

Volunteers develop increased sensitivity, appreciation
& acceptable for people with disabilities.

To introduce the volunteer to the individual with a
disability.

The individual with a disability will demonstrate
increased involvement in the community.

Youth participants will be more likely to avoid drugs &
alcohol, make ethical decisions, treat others with
respect, & will have more self-confidence than youth
who do not participate in the program.

Youth participants increase their knowledge of
dangerous and harmful effects of drug and alcohol.

Youth participants will participate in more after-school
activities, will present positive attitudes about their
country, and will show significant improvement in
academic areas.

Youth participants will achieve passing grades in
school.

Daily homework completed.

Students enhance academic performance.

One hot meal daily; Three meals/snack at inter-
sessions/summer program; Receive new pair of shoes
annually and new backpack and school supplies.

Children will have supplies and nutrition.

Enroll in appropriate Adult Education Program.

Adult enrollees will demonstrate skills in CPR upon
completion of training

Enroll in Citizenship class & completes INS
application.

Participants regularly attend citizenship classes.

Enroll in Financial or Health Literacy Workshops.

Participants learn financial & health information &
skills. (split in two possibly)

To provide a ‘safe haven’ for individuals in crisis and
emerging need.

Individuals will have a stable environment in order to
develop self-reliance skills.

Afford individuals with prompt courteous, competent
assistance for immediate stabilization of symptoms.

SMI adults in crisis are stabilized.

Program staff assists seniors with accessing
additional services as needed.

Seniors will access additional services as needed.

Increased opportunities and avenues for civic
engagement.

Individuals increase their participation in civic
activities.

Increased opportunities and avenues for positive use
of time.

Participants will become aware of opportunities for
positive use of time.
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Process-Focused Examples

Client-Focused Revisions

Increased opportunities and avenues for positive self-
expression.

Clients are able to positively express themselves.

Expectations for growth.

Preschoolers meet developmental milestones in 5
domains.

A safe out-of-home environment.

Participants will have a greater sense of personal
safety.

An understanding of boundaries.

Participants increase their ability to set healthy
boundaries.

Positive out of home activities.

Participants demonstrate knowledge of positive
recreational activities.

75% of participants will increase their quality of life
and family stability by obtaining and maintaining
employment in excess of 365-days.

Participants will increase their quality of life and family
stability.

Caregiver attends support groups and training
opportunities.

Caregiver of Alzheimer patients will learn needed
skills to improve the oral health of the patients.

Caregiver receives resource guide, referrals,
individual counseling sessions and respite from care
giving duties.

Caregivers remain in a care giving role.

Participant attends support groups and individual
counseling sessions.

Participants improve their ability to cope.

Participant transported to and from the center.

Seniors will have opportunities for socialization.

Participant provided nutritious meals and structured
programs at the center.

Participants will eat at least one nutritional meal a day.

Proper assessment of client’s job readiness.

Seniors in Coronado High School will learn skills to be
job ready.

To reduce the number of unemployed members of our
target population.

Clients will gain meaningful employment.

Within two months a family has been provided with a
treatment plan.

Families are actively involved in planning of their
treatment.

After 12 months in the program, 95% of mothers will
have taken parenting classes.

Mothers learn positive parenting skills

To link participants with job training.

Participants will acquire necessary skills to become
gainfully employed

Clients are provided assistance with completion and
filing of forms.

Low income clients obtain stable, affordable housing.

All clients will receive a full medical assessment.

Clients will identify and access needed medical
services.

Increase self-sufficiency of adult residents.

Adult residents become self sufficient.

Empower families to live independent, violence-free
lives.

Parents learn information about options to prevent
family violence.

Clients are given the knowledge and reassurance that
they have the means to maintain their independence
and socialization in life.

Clients have an increased knowledge of
independence and socialization skills.

Better follow up care facilitated by a medical
professional familiar with the developmentally
disabled population.

Developmentally disabled populations will have a
better quality of life.

Fewer medication errors.

Assisted living residents have controlled blood
pressure levels because of fewer medication errors
due to staff training.

We make seniors aware of health care trends and
issues.

Seniors are able to identify healthcare trends or
issues.
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Advanced Training Developing Indicators

Selecting Outcomes You Want to Measure

Pick the fewest number of outcomes that, as a group, will yield information for three key
purposes ...

1. Assure that you are achieving meaningful benefits for the intended beneficiaries —
Which outcomes are the most important for program participants to achieve? Which are
central to the gains participants care about?

2. Communicate the value of your program to key audiences — Which outcomes do
key audiences, including funders, care most about? Which resonate most strongly with
your various stakeholders? Which best tell your story?

3. Guide program managers and staff in increasing the effectiveness of your
program — Which outcomes will be the most helpful in identifying where the program is,
or is not, being successful? Which will show what key links in the “if...then...” chain are
working or are breaking down?

What are Indicators?

Indicators track a program’s success on outcomes.

All of the indicators are clearly linked to and measure progress toward the associated
outcome.

Each indicator is stated with a target number and target percentage of the total
population that is expected to achieve the outcome.

All the indicators are based on the target population.

All the indicators are observable will measure some aspect of the outcomes they are
attached to.

Outcomes & Associated Indicators
Outcomes are: Benefits for participants due to their involvement with a program.

Indicators are: The specific information collected to track a program’s success on outcomes.

Examples:

Outcome: Participating students succeed in school.
Indicator 1: 70 of the participating students (78%) will pass all their core subjects.
Indicator 2: 60 of the participating students (67%) will advance to the next grade level.

Outcome: Job training graduates become gainfully employed.
Indicator 1: 52 of the graduates (69%) will secure full-time employment.
Indicator2: 40 of the employed graduates (77%) will remain employed for at least 6 months.

Outcome: Parents read to their preschoolers more often
Indicator: 280 parents (80%) will read to their preschoolers everyday for a minimum of 30
minutes per day during the Fall 2007 semester.
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Advanced Training Developing Indicators

Effective Indicators are SMART

Specific
Measurable
Attainable
Relevant
Time-bound

Common Misconstructions when Writing Indicators

Vague Indicators
o Job Promotions
o Can be written as: 50 clients (64%) will receive job promotions within 3-months
of completing the course.

Not Written Measurably
0 Able to converse better
o Can be written as: 42 ESL graduates (91%) will demonstrate improved English
language conversation skills based on pre/post testing.

Listing Measurement Documents
0 Attendance Forms
o Can be written as: 33 students (67%) will have perfect attendance during the
Fall 2007 semester.

Listing Measurement Plans
o0 Review of Test Scores
o Can be written as: 75 students (85%) will pass all of their core subject final
exams.

Listing Outputs or Strategies (process-focused)
o Clients attend all 10 workshops
o Can be written as: 45 clients (74%) who attended all 10 work shops will
demonstrate improved credit score ratings.

o0 Six trainings are offered during the year
o Can be written as: 123 training participants (90%) will show increased
knowledge of the subject based on pre/post testing.

Listing Outcomes
o Clients change behaviors and make healthier choices
o Can be written as: 58 clients (89%) show improved nutritional intake at the
3-month re-assessment

Not Associated to Outcome
o Homework assignment completed (for measuring self confidence)
o Can be written as: 12 students (72%) who complete the leadership training
course will self-report improved self-confidence.
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Advanced Training Developing Indicators

Workshop Participants Indicator Examples

Vague Indicators

SMART Indicators

Job promotions

20 (75%) of ESL students who are already employed are
promoted within 6 months.

Able to converse better with tutors.

50 students (75%) will demonstrate improved scores between
pre - post oral exams in one year.

Attendance forms.

40 students (60%) will have perfect attendance during the Fall
2007 session.

35 Students (95%) will advance to the next grade level by the
end of the school year.

Feedback from students on daily functions
such as shopping and banking.

50 students (75%) will self-report verbal interaction with
community merchants 3 times weekly for 3 months.

Attendance forms.

90% of 100 students assigned individual tutors attend basic
language class 80% of the Fall semester.

Test results from level to level.

75 students (75%) will increase test scores by completion of
course.

Homework assignments completed.

During the 2006 school year 26 GED student of those
completing homework assignments report greater self
confidence.

Client increase knowledge and skills needed
to change attitudes about family dynamics.

100 clients (95%) will have a passing score on the wellness
test. Based on pre/post tests.

Frequency of each volunteer and client
activity

45 clients (85%) attend at least one community activity per
month with a volunteer.

41 clients (90%) who attended 3 months/3 outings will self-
report improved communication and social skills.

Number of volunteers who seek information
and enroll in the program.

25 (50%) of recruited volunteers will enroll in the program
within one month of initial contact.

Participants understand civic process &
become active participants.

5000 (75%) of individuals who enroll in citizenship class
complete INS application within 1 month.

Individuals successfully complete Financial or
Health Literacy Workshops.

Of the 1,000 adult family members attending “Family Night”,
100 (10%) will enroll in either the Financial or Health Literacy
Workshops.

Consistent employment retention and earning
gains.

80 individuals (60%) will remain employed for at least 6
consecutive months.

Participant is living in rental housing or own
home within two years of project entry.

80% of 100 participants will obtain affordable housing within
two years of project entry.

Clients matched with a mentor continue to
interact with the mentor on a regular basis
after six months of being matched.

75% of clients are matched with mentors gain & maintain
employment for 6 months.

50 clients (50%) who are matched with mentors report
improved ability to handle job related stress.

25 young adults enrolled.

15 clients (75 %) in job readiness program will gain job skills
as measured by pre/post test.

60% of participants meet one-on-one with
case manager and job developer at least
twice monthly.

100 clients (60%) will complete a resume & job skills
inventory within 3 months.

100% of the families who request it will
receive post-employment retention services.

40 families (80%) in the program will have been employed for
at least 6 months.
8 families (20%) self-report a job promotion

100% of the families will receive follow-up
services related to employment for a minimum
of 6 months.

100 (75%) of families who received follow-up services will
self-report either obtaining, maintaining, or upgrading their
employment within 3 months.

Youth will practice effective communication
and conflict resolution sKills.

65% of participating youth will demonstrate, via role playing,
effective communication skills in the area of conflict resolution
within 1 month

Case notes of program staff; nurse
practitioner’s progress notes; achievement of
goals on family plan.

50 children (50%) participating in the family plan program will
experience fewer episodes requiring ED care over a one year
period.
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Vague Indicators

SMART Indicators

Staff receives verbal confirmation that parents
understand all steps to obtain services
desired.

80% of 100 participating parents report an understanding of
steps required to obtain services by end of training session.

Job retention — remain in a job for a minimum
of one-year

50 working poor clients (45%) will achieve skills needed for
livable wage job within a 2 year period.

Complete life skills and job readiness
training.

Within 3 months of completing a program in a follow up
survey, 50 clients (60%) will report they are employed full
time & receive employee benefits.

Complete initial employment plan.

90 participants (90%) complete and sign their job
development activity plan within 2 weeks of enroliment.

Address barrier to employment.

75% of 100 program participants will gain and/or improve
computer skills based on pre-post tests.

Low crime rates.

Crime rates in specified neighborhoods will be reduced by 5%
within one year.

Community involvement.

100 of community members participate in block watch once
every quarter.

All programs are delivered in a safe
environment.

75% of 100 program recipients self-report programs delivered
in a safe environment by the end of the fiscal year.

Clients sign in daily; 25% of clients participate
3 times a week

75% of clients who patrticipate in 3 groups per week will self
report increased social interaction.

Client prepares budget.

60 clients (90%) will prepare & present a monthly budget
within 60 days.

Clients report an improvement of their
attendance in job/school.

60 clients (80%) attend job/school 5 or more days in a
guarter, according to attendance records.

Number of hours of respite care that is
provided to families.

15 or 70% of families report an increase in hours of respite
care over a 3-month period.

Individual or family receives at least two
resources to address their family situation.

80% of elderly individuals are able to remain in their current
living environment for one year.

60 children visited the library a total of 437
times.

60 children (80%) visiting the library will participate in a
weekly story time during the school year.

An eviction notice or a utility disconnection is
satisfied, and the families remain safe in the
homes.

75% of families will satisfy an eviction notice or utility
disconnection and remain in their homes for the following 6
months.

Residents’ case files evidence applications
and the target date when AHCCCS coverage
begins.

95% of 100 files sampled quarterly will have a completed
application and letter to the applicant specifying eligibility
determination and effective date, as appropriate.

Birth parent counselor uses verbal
confirmations and assessment of body
language to determine anxiety level of birth
parent

75% of 100 birth parents demonstrate decreased anxiety
after 6 sessions with counselor.

# of completed assessments.

100 individuals/families (75%) will identify and prioritize
issues as indicated on a self-assessment survey.

Individuals gain knowledge as a result of
attendance at health classes as evidenced by
class surveys.

After attendance of 5 classes 80% of participants will report
increased ability to manage their ability to manage their
chronic disease.

Individuals gain knowledge as a result of
attendance at pre-natal classes.

35 women (75%) attending pre-natal classes demonstrate
increased knowledge of health pregnancy practices based on
pre/post testing.

27 women (80%) delivered babies with no complications.
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Example Outcomes and Indicators for Various Programs

These are illustrative examples only. Programs need to identify their own outcomes and indicators, matched to and

based on their own ex

periences and missions and the input of their staff, volunteers, participants, and others.

Type of
Program

Outcome

Indicator(s)

Smoking cessation
class

Participants stop smoking.

Number and percent of participants who report that they have quit
smoking by the end of the course

Number and percent of participants who have not relapsed six months
after program completion

Information and
referral program

Callers access services to
which they are referred or
about which they are given
information.

Number and percent of community agencies that report an increase in new
participants who came to their agency as a result of a call to the
information and referral hotline

Number and percent of community agencies that indicate these referrals
are appropriate

Tutorial program for
6th grade students

Students' academic
performance improves.

Number and percent of participants who earn better grades in the grading
period following completion of the program than in the grading period
immediately preceding enrollment in the program

English-as-a-second-
language instruction

Participants become
proficient in English.

Number and percent of participants who demonstrate increase in ability to
read, write, and speak English by the end of the course

Counseling for parents
identified as at risk for
child abuse or neglect

Risk factors decrease. No
confirmed incidents of
child abuse or neglect.

Number and percent of participating families for whom Child Protective
Service records report no confirmed child abuse or neglect during 12
months following program completion

Employee assistance
program

Employees with drug
and/or alcohol problems
are rehabilitated and do not
lose their jobs.

Number and percent of program participants who are gainfully employed
at same company 6 months after intake

Homemaking services

The home environment is
healthy, clean, and safe.
Participants stay in their
own home and are not
referred to a nursing home.

Number and percent of participants whose home environment is rated
clean and safe by a trained observer

Number of local nursing homes who report that applications from younger
and healthier citizens are declining (indicating that persons who in the
past would have been referred to a nursing home now stay at home

longer)

Prenatal care program

Pregnant women follow the
advice of the nutritionist.

Number and percent of women who take recommended vitamin
supplements and consume recommended amounts of calcium

Shelter and counseling
for runaway youth

Family is reunified
whenever possible;
otherwise, youths are in
stable alternative housing.

Number and percent of youth who return home

Number and percent of youth placed in alternative living arrangements
who are in that arrangement 6 months later unless they have been
reunified or emancipated

Camping

Children expand skills in
areas of interest to them.

Number and percent of campers that identify two or more skills they have
learned at camp

Family planning for
teen mothers

Teen mothers have no
second pregnancies until
they have completed high
school and have the
personal, family, and
financial resources to
support a second child.

Number and percent of teen mothers who comply with family planning
visits

Number and percent of teen mothers using a recommended form of birth
control

Number and percent of teen mothers who do not have repeat pregnancies
prior to graduation

Number and percent of teen mothers who, at the time of next pregnancy,
are high school graduates, are married, and do not need public assistance
to provide for their children

Source: Measuring Program Outcomes: A Practical Approach
© Copyright 1996 United Way of America
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Logic Model Design
DeS|gn|ng a Logic Model

Based on a formal or informal needs assessment, determine what the conditions or needs are that yo
to address. Theasgay include community issues and/or individual risk factors.

2. Make assumptions about addressing the conditions. Consider the theory or assumption that will drive
selection of activities.

3. Determine activities based on the assumptions. Looklte bngldesiveen the activity and the
conditions or needs to be addressed.

4. Associate outcomes with activities. For individuals, these may be changes in knowledge, attitudes an
behaviors. For communities or organizations, outcomes may be relateddmemnizayeonal activities,
administration, etc. Activities can have more than one outcome.

5. Associate outcomes with broader impacts, i.e., community level effects of the program that go beyonc
direct influence of the program. These can be rieasgfrethe use of social indicators.

6. Determine relationships among conditions, activities and outcomes. Any activity can result in more th:
outcome, and any condition can be addressed by more than one activity. The logic model provides ar
overviewf the program, and can help show the relative importance of the program's activities in order
allocate resources. It also helps evaluators to select process and outcome measures and design
measurement instruments.

Helpful Tips

Theory Tipltissmatto r ef er to research or HAbest practice
rationale based on fibest prachytdheo appso@arcdh wi h:
a good idea to relate the approach to kiamitpr strategies that have proven effective in similar communities.
Reviewing literature and past evaluation reports from other programs (or your own work) will provide amg
information to construct a program rationale. The Internet makes gaabi@ffiecte® program strategies.

Examples of key words and phrases that might be helpful in writing outcome statements

On Whom or What? Desired Effect Specific Outcome
The To
e Client e increase e ability to
e Individual e decrease e skills for
e Child e maintain e knowl edge
e Older adult e reduce e confidence
¢ Neighborhood e improve e i mprove | e
o Family e ensure e under st and
What to keep in mind when determining the infol

program and/or its participant

e The focus areas reflect the questions asked by a variety of audiences. Indicators respond to the iden
focus areas and questions.
The cost of collecting data on the indicators is within the evaluation budget.

e Source of data is known.
It is clear vah data collection, management, and analysis strategies will be most appropriate for each
indicator.

e Strategies and required technical assistance have been identified and are within the evaluation budge
program.

e The technical assistance neededilable

Source: Measuring Program Outcomes: A Practical Approach © Copyright 1996 United Way of America
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Questions For Logic Model Development

Questions to Consider when Creating a Logic Model

What changes do you expect in:

Knowledge

Organization

Attitudes/Intentions

Procedures

Behaviors

Laws/Regulations

Resources

Neighborhood "look and feel"

Activities

Interagency communication

What conditions are you trying to address?

Why will activities alleviate the conditions? (consider theory)
What do you expect to happen as a direct result of the activities?
What do you expect to happen as indirect results of the activities?

Does the logic model:
Include all the activities and outcomes that are important?

Make the appropriate connections between inputs, activities, outputs, and outcomes?

Are the outcomes identified as important to measure:
Relevant to the mission/objectives of the program?

Outcomes for which the program should be held accountable?

o Are they important to achieve if the program is to fulfill its mission or objectives?

o Do they represent meaningful benefits or changes for participants?

o lIs it reasonable to believe the program can influence them in a nontrivial way,
even though it can't control them?

Clear in defining the intended scope of the program's influence?

Useful to program managers in efforts to identify both points of success and problems
the program can correct?

Likely to be effective in communicating the benefits of what you do to your program’s
various publics?

Source: MeasuringProgram Outcomes: A Practical Approach
© Copyright 1996 United Way of America
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Levels of Outcomes

In many cases, there is not just one desired outcome for participants, but a series, each
contributing to another benefit or change that leads closer to the ultimate outcome the
program hopes to achieve for participants.

Various sources recognize different numbers of outcome levels and call them by different
terms. The real issue is not the terms, of course, but the concept of a hierarchy of logically
related changes or benefits. This handbook identifies three levels of outcomes and uses the
following terms to denote them:

* Short-Term Outcomes (Initial) are the first benefits or changes participants experience,
and are the ones most closely related to and influenced by the program's outputs. Often,
initial outcomes are changes in participants' knowledge, attitudes, or skills. They are not
ends in themselves, and may not be especially meaningful in terms of the quality of
participants' lives. However, they are necessary steps toward the desired ends, and
therefore are important as indicators of participants' progress toward those ends.

* Mid-Term Outcomes (Intermediate) link a program's initial outcomes to the longer-term
outcomes it desires for participants. They often are changes in behavior that result from
participants' new knowledge, attitudes, or skills.

* Long-Term Outcomes (longer-term) are the ultimate outcomes a program desires to
achieve for its participants. They represent meaningful changes for participants, often in their
condition or status. Although the program may hope that participants go even further in their
growth and development and that similar changes will occur throughout the larger
community, the program's longer-term outcomes are the most removed benefits that it can
reasonably expect to influence.

Outcomes are not intrinsically initial, intermediate, or longer-term. An intermediate outcome
for one program can be a longer-term outcome for another. Their designation is determined
by the logical relationship among the sequence of effects for the particular program.

Source: Measuring Program Outcomes: A Practical Approach
© Copyright 1996 United Way of America
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Hints as to What Are and Are Not Outcomes

Here are some program components that agencies sometimes have trouble classifying as
activities, outputs, or outcomes. These hints provide general guidelines and point out when
exceptions may be appropriate.

* Recruiting and training staff and volunteers, purchasing or upgrading equipment,
and various support and maintenance activities. These are internal program operations
intended to improve the quality of program inputs. The number of staff recruited, number of
volunteers trained, and amount of equipment purchased, etc., indicate the volume of these
internal operations. However, the operations do not represent benefits or changes in
participants, and thus are not outcomes.

* Number of participants served. This information relates to the volume of work
accomplished. In most cases, volume of service is an output. It tells nothing about whether
participants benefited from the service and therefore is not usually an outcome.

In public education programs where the program aims to encourage citizens to seek a
service, such as cancer screening, the fact that citizens become aware of the importance of
the service and seek it out reflects a change in knowledge or attitudes and behavior resulting
from the program. Thus, the number of citizens who are motivated to seek a service by a
public education program is an outcome of that program.

* Participant satisfaction. Most often, whether a participant is satisfied or not with various
aspects of a program (e.g., courteousness of staff, timeliness of follow-up) does not indicate
whether the participant's condition has substantively improved as a result of the service.
Thus, participant satisfaction generally is not an outcome.

In rare instances, participant satisfaction may be part of the series of changes a participant
experiences in achieving a successful outcome. For example, if an individual's willingness to
continue with long-term counseling is critical to the program's success and satisfaction is a
key determinant of continuation, then satisfaction may be a necessary, although not
sufficient, outcome. In programs whose purpose is to meet participant's basic needs, such as
food kitchens and homeless shelters, it may be nearly impossible to track participants far
enough beyond the immediate delivery of service to identify outcomes beyond being fed and
sheltered. In these cases, the program may have to settle for participant satisfaction as the
closest approximation of an outcome it can measure.

Source: Measuring Program Outcomes: A Practical Approach
© Copyright 1996 UnitedVay of America
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Tips for Writing Outcome Objectives

1. Distinguish Between Client-Related Outcomes and Management-Related
Objectives
Client-related outcomes focus on the benefits or changes that clients experience as result
of program interaction. Many agency staff members confuse client-related outcomes with
management-related or operational outcomes. In part, this confusion occurs because of the
historical requests for operational objectives from United Way and other funders. As a result,
many agency staff feel most comfortable identifying and measuring their management
practices rather then their client-related results. The good news: the Logic Model builds on
the knowledge that many program staff already have, due to their interaction with other
traditional business models.

Please note that both client-related and management-related outcomes are important for
effective programming. However, funders and individuals are now more interested in seeing
how their financial investing affected the lives of clients served, rather than simply assessing
program operation. For reporting purposes, then, be sure you are using client-related
outcomes.

Management-related outcomes focus on the process and what the program staff
accomplishes. As a management tool, the Logic Model focuses on quality similarly to
management-by-objectives, zero-based budgeting and other management theories. All of
these tools seek to promote, sustain, assure or measure the quality of service delivery. Like
other management tools, the Logic Model includes the inputs (i.e. revenue, facilities, other
resources), the activities (i.e. process) and the outputs (i.e. units of work). When used
appropriately, these components ensure the most effective and efficient use of resources.

The Logic Model, however, uniguely emphasizes outcome identification as the starting point
of program development, before other elements of program design are chosen. Outcomes
become both the goal of the program, and also the means by which to measure progress.

2. Distinguish Between Program Outcomes and Community Outcomes

Program outcomes describe the impact or benefit experienced by individuals, families,
groups and communities as a result of interacting specifically with your program(s). Though
positive program outcomes have an impact on the entire community, they cannot, by
themselves, stimulate broad community change.

Program outcomes are created within context of the agency or organization in which the
program is developed and designed; thus, they are unique to the interventions of individual
programs. The relationships that occur between the needs of your target population, the
interventions of your program and the outcomes experienced as a result of program
interaction must be valid and logical.

Community outcomes, on the other hand, measure the impact that many programs,
initiatives and systems have on broad segments of the community. For example, a substance
abuse program targeting adults with alcohol addiction may positively change the lives of the
clients participating in the program. However, it cannot, by itself affect the system of
substance abuse treatment programs in Lancaster County. By itself, it cannot significantly
reduce the rate of adult substance abuse in our community. Only by collaborating with similar
programs, policy makers, business leaders, employers, etc., will this program assist in
painting broad strokes of change on the addiction rates among adults.
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Tips for Writing Outcome Objectives

Program outcomes, then, provide the destination for the journey that your clients travel after
they enter a specific program within your agency. While your mission describes the reason
for your actions (i.e. why should we do this?), your outcomes tell you what changed because
of your actions (i.e. what happened?). Above all, your outcomes should be consistent with
your agency’s overall mission and vision.

3. Use Action Verbs to Describe Active vs. Passive Program Participants

When writing outcome objectives, as when writing activity statements, your subject (in this
case, your clients) should be active participants, not passive recipients. Making your clients
the active subject will, again, steer you away from formulating management outcome
statement rather than client-related statements. Please see Table 1: Suggested Words to
Use When Writing Outcome Objectives for suggested outcome wording.

Table 1: Suggested Verbs to Use When Writing Outcome Objectives

Active Verbs to Denote Specific Outcomes to be
Change or Benefit Tracked for Change

Increase Ability

Decrease Skills

Maintain Knowledge

Obtain Understanding
Improve Negative Behavior (i.e. truancy)
Positive Behavior (i.e. school attendance).

4. Avoid “Attendance” as a Program Outcome

Please use much caution if using attendance at a group session or training as an outcome.
Many funders see attendance as an output because the question that is not answered by
attendance numbers is: did participants actually learn something, or were they just in the
room? Therefore, when attendance is used as an outcome, questions arise in terms of this
measurement’s accuracy in tracking change. Anyone can attend a class. Fewer people take
what they hear and use it to make changes.

The following outcome, then, should be changed from “Clients attend or receive anger
management training,” to “Clients increase their ability to manage anger.”

5. Avoid “Participant Satisfaction” as a Reportable Program Outcome

Most often, whether a participant is satisfied or not with various aspects of the program, such
as courteousness of staff, timeliness of follow-up, etc., does not indicate whether that
participant’s condition, behavior or attitude improved as a result of services. Though
participant satisfaction should not be used as an outcome, it can provide information that you
can use to manage your program operation. Therefore, participant satisfaction should be
used for internal purposes only, but not for external reporting.

Source: Measuring Program Outcomes: A Practical Approach
© Copyright 1996 United \&y of America
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Advanced Training Designing an Evaluation Methodology

Here are the Givens:

You’ve developed a logic model that is logical, reasonable and plausible.

You've developed client-based outcomes that flow logically.

You’ve determined which outcomes to measure that show: meaningful client benefits,
communicate program value, and guide program staff.

You’ve developed appropriate SMART indicators.

Now it’s time to develop an Evaluation Plan.

Start with your logic model indicators.

Step 1. Decide how to obtain the needed data from each source.
Step 2: Prepare the data collection instruments.

Step 3: Develop the data collection procedures.

Data Sources to check out

Existing Information
Case/client records
Case manager notes
Data files
Documents/Tests

Individuals
Participants
Those who know program participants
Staff who observe program participants

Data Collection Methods
Some choices
Record review
Document review
Data file review
Questionnaire/Survey
Interview
Observation
Testing
Mechanical measurement

Issues in Data Collection Procedures

When will data be collected?

Who is considered a participant?

Does this include all participants?

Who will collect, manage, and analyze the data?

How will confidentiality be protected?

How will participants be informed about data collection?
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Advanced Training Designing an Evaluation Methodology

System Features to Monitor

Agency and program records

Time spent

Participant contact information

Avalilability of data

Response rates

Data collection consistency

Extent of follow-up

Instrument instructions

Data collection instruments

Data collector training

Data collection procedures

Data entry procedures

Time and cost of collecting and analyzing data
Procedures for monitoring the measurement system

Disappointing Outcome Findings: The Story Behind the Numbers

Internal factors

Staff turnover

New service delivery strategy
New target group

Unrealistic outcomes
Measurement system problems

External factors
e Increased unemployment
Referral agency discontinues program
Bus routes and fares change
Severe weather
Legislation
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Why Measure Outcomes?

To see if programs really make a difference in the lives of people.

Service providers, governments, other funders, and the public are calling for clearer evidence
that the resources they expend actually produce benefits for people. Consumers of services
and volunteers who provide services want to know that programs to which they devote their
time really make a difference.

To help programs improve services.

Outcome measurement provides a learning loop that feeds information back into programs
on how well they are doing. It offers findings they can use to adapt, improve, and become
more effective.

Being able to demonstrate your programs’ impact will help you to:
Recruit and retain talented staff.
Enlist and motivate able volunteers.
Attract new participants.
Engage collaborators.
Garner support for innovative efforts.
Win designation as a model or demonstration site.
Retain or increase funding.
Gain favorable public recognition.

Service Providers can use outcome data to:
Strengthen existing services.
Target effective services for expansion.
Identify staff and volunteer training needs.
Develop and justify budgets.
Prepare long-range plans.
Focus board members' attention on programmatic issues.

Internal Uses of Outcome Findings:
Provide direction for staff.
Identify staff and volunteers needing training and technical assistance needs.
Point out program improvement needs and effective strategies.
Support annual and long-range planning.
Guide budgets and justify resource allocations.
Suggest outcome targets.
Focus board members' attention on programmatic issues.

External Uses of Outcome Findings:
Recruit talented staff and volunteers.
Promote your program to potential participants and referral sources.
Identify partners for collaborations.
Enhance your program's public image.
Retain and increase funding.

Source: Measuring Program Outcomes: A Practical Approach
© Copyright 1996 United Way of America

35



Special Problems With Hard-To-Measure Outcomes

Some characteristics of programs or their participants present special challenges in
measuring outcomes. Problematic situations are discussed below.

* Participants are anonymous, so the program cannot later follow up on the outcomes
for those participants. For programs such as hotlines and information and referral
programs, it may not be feasible to measure longer-term outcomes. For these programs, the
extents to which the desired longer-term outcomes have been achieved (such as preventing
suicides or other harmful behavior by the caller) are difficult or impossible to assess because
the calls usually are anonymous. Follow-up with participants or obtaining any further
information about them thus is usually not possible. Surrogate, intermediate outcome
indicators will likely need to be used. Consider attempting to ask a brief set of end-of-call
guestions, such as "Did you get the information you wanted? Can you tell me what you will do
next about this problem?"

Another option is to ask callers if they have called before, and, if so, to ask them to rate their
previous experience using a few basic questions, such as "Was the information you received
accurate? Were you able to get the assistance you needed from the referral you were given?"

Another option is for the program to have a second, independent person listen in on a sample
of calls and evaluate the assistance made by the hotline personnel. This process also would
provide the program an opportunity to identify the training needs of personnel.

A referral service might arrange for agencies to which they make referrals to ask incoming
participants how they learned of the agency, and then to report to the referral service the
number and type of participants the referral agency had generated, and whether they were
appropriate.

* The assistance is very short-term. Programs such as disaster assistance and emergency
food, shelter, and utility assistance provide immediate and short-term assistance to
participants. In effect, the mere provision of these services can be said to be an important
outcome, and for some programs their sole purpose. In these cases, the program outcomes
may equal the outputs: the amount of service and number of people helped.

If possible, the program can seek feedback from these participants or a sample of them about
the helpfulness of the service in terms of timeliness, availability, and courteousness of the
staff.

* One or more major outcomes of the program cannot be expected for many years, so
that tracking and follow-up of those participants is not feasible. The long range effects
probably can only feasibly be examined in special, ad hoc studies due to the cost and
difficulty. However, intermediate outcomes usually can be expected and should be tracked.
For example, a substance abuse treatment program could determine if the participant is
substance free both at the end of the program and, say, one year later. The program
probably cannot determine if the participant is substance free for the rest of his or her life.
Similarly, youth development programs may find it infeasible to track their participants to
adulthood to determine if they are productive, contributing members of society, but they can
track intermediate outcomes such as increased school performance, positive peer interaction,
or participation in community and civic activities.
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Special Problems With Hard-To-Measure Outcomes

* Participants may not give reliable responses because they are involved in substance
abuse or are physically unable to answer for themselves. Prior research shows that well-
conducted interviews with clearly guaranteed anonymity appear to be able to obtain candid
answers to questions about drug use and even criminal activity. For programs where
participants are unable to provide feedback for themselves, feedback from appropriate
relatives or friends might be used.

* The outcomes sought may appear to be too intangible to measure in any systematic
way. Usually, some aspect of the outcome can be measured, although it may require using
gualitative data (things that are not numeric) or creating proxies or surrogates for the
outcome itself. For example, a youth development program may seek to "build character.” On
the surface this may seem very intangible, but through a combination of expert judgment and
gualitative observations, an indicator could be created. A panel of leaders from diverse
segments of the community, for example, could come together to develop a checklist of
"attributes of sound character” and to identify observable behaviors associated with each
attribute. Providers then could use these materials to develop a rating system for reviewing
youths' behavior or assessing statements youth might be asked to write about how they had
achieved the outcome.

* Activities are aimed at influencing community leaders to take action on the part of a
particular issue or group, such as advocacy or community action programs. With these
programs, there generally are longer-term outcomes such as passing or defeating legislation,
creating or enforcing policies, or starting or stopping behavior of corporations or institutions in
the community. Certainly, these agencies should track their success or lack of it on these
outcomes. But the intermediate outcomes of these agencies may look very much like the
activities or outputs of other agencies. Because their purpose is to influence others, the
generation of activity on behalf of a cause, such as introduction of legislation, scheduling a
public hearing on enforcement of a policy, letters generated to members of Congress, or the
number of people attending a rally or event, are appropriately considered intermediate
outcomes for such programs.

* Activities are aimed at the whole community, rather than at a particular, limited set of
participants. These would be things such as public education programs intended to improve
the quality of life of citizens, such as a smoking prevention or other wellness campaign. The
longer-term outcomes would be changes in behavior by the program's target population.
Generally, these can be tracked by publicly available data on the problem or issue being
addressed, such as death from lung cancer or drunk driving, collected before and for a period
after the information program began.

However, these longer-term outcomes may take quite a while to occur, data are not always
available in a timely way, and intervening forces may counteract any gains the program might
have made. One way to deal with concerns about lack of timely information is to identify
intermediate outcomes such as increased awareness and knowledge and track them via
some type of community survey (see Step 4). An even better way is to collect data on self-
reported behavior changes such as reduced smoking, reduced drinking and driving, or
increased breast self-exams, since there is a strong research link between those behaviors
and the longer-term outcome of a lower rate of death. To deal with counteracting forces in the
community, outcome data from a community survey can be broken out by those who saw the
program's information and those that did not, thus attributing outcomes more directly to the
program.
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Special Problems With Hard-To-Measure Outcomes

* Activities provide support to other agencies rather than direct assistance to
individuals. These include management assistance programs, volunteer placement
programs, and capacity-building activities. For these programs, the recipient agencies' view
of the usefulness and helpfulness of the support may be an initial outcome. The intermediate
outcomes would be related to a change in the knowledge and behavior of the agencies
assisted. A longer-term outcome could be improved effectiveness of the recipient agency. It
will probably be impossible to create a numerical outcome indicator for improved
effectiveness, but a qualitative measure, such as the recipient agency's ability to state at least
one way the service made their organization more effective within a year of service, could be
developed.

* Programs are trying to prevent a negative event from ever occurring. Programs that
are trying to prevent something from happening, such as child abuse, teen pregnancy, or
teen smoking, face special challenges. For programs that provide prevention services directly
to participants (as opposed to the general public, which was discussed previously), the
program can conduct follow-up surveys of at least a sample of participants several months or
more after services have ended to determine the number that did and did not experience the
negative event the program was trying to prevent.

The methods discussed in this manual will tell you the proportion of your participants that did
or did not have a certain negative event (such as teen pregnancy) occur. It will not tell
whether it was less likely to occur than it would have been without your program. In other
words, you will not know whether your program alone prevented something. In-depth impact
research studies, using control groups, are the only way to determine definitively that a
program prevented an event.

However, in the case of prevention programs, comparisons can be made between the
participant group and a comparable group from the general public to determine if the
participants' outcomes are better than would otherwise be expected.

Programs whose outcomes are not expected to occur until years after delivery of the service
face special additional challenges addressed earlier in this section. In this case, because the
program may not be able to track the longer-term outcome, it may be necessary to use
intermediate outcome measures as surrogates of the longer-term outcome. Particularly in the
case of prevention programs, it is important to have strong theoretical links between the initial
and intermediate outcomes and the longer-term outcome, which is the absence of whatever
the program is trying to prevent. These theoretical links may already have been proven by
impact research studies (e.g., we know that receipt of a polio vaccine prevents polio); they
may emerge in exploratory research (girls who do not become pregnant as teens are
involved in significantly more supervised activities after school than girls who do get
pregnant); or they may be so intuitively strong that most would accept them on face value
(youth who increase school attendance can be assumed to be less likely to drop out of
school).

Source: Measuring Program Outcomes: A Practical Approach
© Copyright 1996 United Way of America
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GOAL: The goal should be client-focused — a broad statement of intended change which identifies the target population.

Logic Model Overview

THEORY: Explain why the program(s) will work
(Does research support the program(s)’ approach?)

INPUTS

Resources, People,
Skills, Knowledge

and Tools Used

What is used to
deliver services

STRATEGIES

Activities,
Services,
Processes

Things done to, for or
with the target
population intended

OUTPUTS

Products of the
Activities,
Services or
Processes

Number of people
served, hours of

TARGET CUSTOMERS:
Describe the population of clients that will be served.
SHORT-TERM MID-TERM LONG-TERM
OUTCOMES OUTCOMES OUTCOMES

Beneficial Changes in
the Target Population

Benefits as a result of the
activities conducted

Beneficial Changes in
the Target Population

Benefits as a result of the
activities conducted and
knowledge learned

Beneficial Changes in
the Target Population

Benefits as a result of the
activities conducted,
knowledge learned and

. instruction o X
to Ieadgﬁ;rr:eedeswed provided and modified behavior
9 received
Resources What the program The direct Benefits for Benefits for Benefits for
dedicated to or does with inputs products of participants during or participants during or participants during or
consumed by the to fulfill its program after program activities: after program activities: after program activities:
program: mission: activities: N )
Money Feed and Number of New knowledge Modified behavior Imprqyed
Staff /staff time rS]he“e‘lr classhef Increased skills condition
omeless taught .
Volunteers and families 9 Changed attitudes Altered status
volunteer time L Number of or values
o Provide job counseling INDICATORS INDICATORS
Facilities training sessions* INDICATORS What we track and use to
. What we track and use to he benefi
Equipment and Educate the Number of What we track and use to - measure the benefits to
: - 4 . measure the benefits to roaram particinants
supplies public about educational measure the benefits to program participants. prog p p .
c . H signs of child materials program participants. Modified behavior Number and
onstraints on the istri
_ abuse distributed* Number and percent of
program: Number and rogram
Laws Counsel Hours of percent of youth percent of progre
_ pregnant service that identify and participants who participants who
Regulations women delivered* demonstrate two report that they are still gainfully
Funders’ Create Number of or more swimming quit smoking by employed 6
; . L skills they have months after
Requirements mentoring participants y the end of the .
- - learned at swim completing job
relationships for served* N course* training*
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*It is important to note: For agency logic models there will be projected numbers and percentages listed as they pertain to
the agency’s program(s) outputs and targeted outcome indicators.
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Logic Model Framework

GOAL.: Describe the goal of your program: a broad statement of intended change which identifies the target population.

THEORY: Explain the theory behind why the program(s) approach will work.

TARGET POPULATION: Describe the population of clients that will be served.

INPUTS.: List the program(s) inputs - i.e. the resources, people, skills, knowledge and tools being used to deliver services.

Resources dedicated to or
consumed by the program:
i.e.. money, staff, time, facilities
volunteers, equipment, supplies
Constraints on the Program:
Laws, regulations, requirements

v
STRATEGIES: List the strategies - i.e. things done to, for or with the population intended to lead to the desired

change.

What the program does with
inputs to fulfill its mission:
Activities

Services

Processes

OUTPUTS: List the outputs - i.e. the product of the activity, service or process. List in quantitative measures.

The direct product of program
Activities, Services or
Processes.

SHORT-TERM OUTCOMES: List the short-term benefits expected from the target population.

Short-term outcomes should
focus on changes in:
Knowledge, Attitude, or Skill
of the target population.
INDICATORS: List the indicators that will be used to measure the changes/benefits.

Use the indicators to quantitatively
describe the program(s) intended

v measurable results.

MID-TERM OUTCOMES: List the mid-term benefits expected from the target population.

Mid-term outcomes should

focus on changes in:

Behavior

] of the target population.

INDICATORS: List the indicators that will be used to measure the changes/benefits.

Use the indicators to quantitatively
describe the program(s) intended
measurable results.

NS

LONG-TERM OUTCOMES: List the long-term benefits expected from the target population.

Long-term outcomes should
focus on changes in:
Condition or Altered Status
of the target population.

]

INDICATORS: List the indicators that will be used to measure the changes/benefits.
Use the indicators to quantitatively
describe the program(s) intended
measurable results.
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Logic Model Framework 2

GOAL.: Describe the goal of your program: a broad statement of intended change which identifies the target population.

THEORY: Explain the theory behind why the program(s) approach will work.

TARGET POPULATION: Describe the population of clients that will be served.

LONG-TERM OUTCOMES: List the long-term benefits expected from the target population.

Long-term outcomes should
focus on changes in:
Condition or Altered Status
of the target population.

INDICATORS: List the indicators that will
be used to measure the changes/benefits.
Use the indicators to quantitatively
describe the program(s) intended
measurable results.

=)

MID-TERM OUTCOMES: List the mid-term benefits expected from the target population.

Mid-term outcomes should

focus on changes in:

_ Behavior
of the target population.

INDICATORS: List the indicators that will
be used to measure the changes/benefits.
Use the indicators to quantitatively
describe the program(s) intended
measurable results

=)

SHORT-TERM OUTCOMES: List the short-term benefits expected from the target population.

Short-term outcomes should
focus on changes in:
Knowledge, Attitude, or SKill
of the target population.

INDICATORS: List the indicators that will
be used to measure the changes/benefits.
Use the indicators to quantitatively
describe the program(s) intended
measurable results

=)

OUTPUTS: List the outputs - i.e. the product of the activity, service or process. Listin quantitative measures.

The direct product of program
Activities, Services or
Processes.

= =

STRATEGIES: List the strategies - i.e. things done to, for or with the population intended to lead to the desired change.

What the program does with
inputs to fulfill its mission:
Activities

Services

Processes

= =

INPUTS: List the program(s) inputs - i.e. the resources, people, skills, knowledge and tools being used to deliver services.

Resources dedicated to or
consumed by the program:
i.e.: money, staff, time, facilities
volunteers, equipment, supplies
Constraints on the Program:
Laws, regulations, requirements
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