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Measuring Outcomes in the Independent Living Movement

This article is also available at: http://www.ilru.org/html/publications/outcome_measures/ncil-website-blurb-for-ILNet-2.doc
One of the most significant changes in the nonprofit world during the past few years has been the big emphasis on outcomes – outcomes being defined as changes in knowledge, skills, attitudes, values, behavior, condition, or status of the persons or communities we work with.  We can hardly turn around these days without hearing about outcomes, results, impacts, improvement, or accountability.  Many of our colleagues in human services and advocacy are already identifying the outcomes they want to achieve, regularly measuring their progress, and using what they learn to improve their programs and to document their successes.  The outcome measurement train isn’t coming down the track – this train’s already here.

Those of us in the IL movement are ready, even eager, to jump on this train.  We know without a doubt that we help the people we serve, and we know we change communities for the better.  For that reason, we look forward to showing ourselves, our funders, our partner agencies, the persons we serve, and the general public that we do an excellent job.  But we also know in our hearts that we could probably accomplish even more.  So we welcome the chance to better define our hoped-for outcomes, to find ways to measure how well we’re doing, and to make improvements where they’re needed.

Someone described not measuring program outcomes as like managing a baseball team, but without being able to see the scoreboard.  Or driving to a new destination, but without having a map.  It’s simply not possible to manage well if we don’t know how we’re doing right now.  Of course, it’s also important to use that information wisely when we have it, but first we have to know our outcomes.

For that reason, NCIL has launched a 16-person Outcomes Task Force to move our IL community more firmly into measuring outcomes.  This task force has been operating for several months, and we expect it to continue for the foreseeable future.  There’s a lot of work ahead, but we’re making steady progress.  In order to bring you up-to-date on our work and to seek your input, we’ve placed several products on this website: this brief introduction, a draft logic model of the CIL program , and a way you can help us decide what to measure in order to gauge our progress (our measurable indicators) .  Below we will explain both logic models and measurable indicators.

Measuring outcomes starts with three key steps: (1) developing a logic model of our program, (2) identifying the outcomes we want to measure, and (3) creating measurable indicators of each outcome.
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Step One: A Draft Logic Model of the CIL Program

The phrase “logic model” is jargon, to be sure, but it’s also a phrase that’s becoming more common all the time.  Perhaps you’ve heard it from a government agency, your local United Way, or a foundation, since more and more funders are routinely asking their grantees to develop logic models.  But what exactly is a logic model?  The answer is pretty simple:  A logic model is a way to show visually, on one page, what a program does (its activities), what it’s trying to achieve (its desired outcomes), and in what order (the different levels of outcomes).  The lines connecting the boxes show how each of these pieces fit together.

The Outcomes Task Force has created a draft logic model for the CIL program, so let’s learn from that example.  As you can see, the bottom row (yellow) shows the CIL program’s three main activities: IL services, I&R, and systems advocacy.  The rest of the page shows the CIL program’s desired outcomes, divided into the levels of initial outcomes (orange), intermediate outcomes (red), and ultimate outcomes (blue).

Working up the logic model from the bottom row, immediately above each activity is the initial outcome that each activity hopes to produce.  For example, the initial outcome of systems advocacy is that “barriers and problems are identified”.  But why?  Why do we want to identify barriers and problems?  The answers are in the two outcomes right above this box – we want to identify barriers and problems so that “A consumer agenda for change exists” and “Active coalitions exist around our issues”.  But why do we want a consumer agenda for change to exist?  Again, the answer is right above that box – we want a consumer agenda for change to exist so that “Decision-makers agree with our agenda”.

Using slightly different words, but looking at the same boxes, we see that IF we do systems advocacy, THEN barriers and problems will be identified.  And IF barriers and problems are identified, THEN a consumer agenda for change will exist AND active coalitions will exist around our issues.  And IF a consumer agenda for change exists, THEN decisions-makers will agree with our agenda.

In this same way, we can ask this why? question and draw these IF-THEN connections all over the logic model.  Doing so shows us very clearly what the CIL program is all about.
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Step Two: Desired Outcomes of the CIL Program

Our CIL logic model contains 20 different boxes.  Three of these boxes represent our three different activities, and the remaining 17 boxes represent our 17 different desired outcomes.  That is, the CIL program as a whole wants to achieve 17 different outcomes.  Some of these outcomes are for individuals (the left side and middle of the logic model) and some of these outcomes are for communities (the right side of the logic model), but each of the 17 outcomes is important.

Ideally we would like to measure our progress on all 17 desired outcomes, but in the real world we probably won’t have the time, money, or people to measure them all.  Eventually we’ll need to pick and choose which ones to measure.  It may be that all CILs measure the same outcomes, or this may vary from CIL to CIL, depending on the local interests.  At this stage, our Task Force isn’t deciding which outcomes we should measure – for now, we’re looking at all 17.

Step Three: Measurable Indicators of Desired Outcomes

In measuring outcomes, the “rubber meets the road” when we wrestle with how to measure our progress on a desired outcome.  Until we do this, we have warm, fuzzy concepts (“Communities are fully accessible”), but how do we measure that?  How do we know the extent to which a community is fully accessible without measuring something?  For example, maybe we measure “the number and percentage of multifamily housing properties in our community that meet fair housing requirements”.  Or maybe we measure “the length of waiting lists for Section 8 vouchers or affordable, accessible housing”.  Or maybe we measure something else – but we must measure something specific, and what we measure is called our measurable indicators.

Our Task Force is now wrestling with this step of the process – we are creating a laundry list of possible measurable indicators for each of the 17 desired outcomes of our logic model.  We have some first ideas, but we need more.  Elsewhere on this website is an easy way for you to give us your ideas for how to measure CIL outcomes, and we hope you’ll give us lots of ideas.  Don’t worry about the exact form or wording of your suggestions – we have experts to help us with that.  What we need are your creative, real-world ideas of what might be good to measure.  Please give us as many ideas as you possibly can, and we promise that the Task Force will consider each one seriously.

Conclusion … For Now

Measuring outcomes is important for the IL movement.  We agree wholeheartedly with this emphasis, and our Task Force is working hard to develop ways for us to do this.  We need your help in order to capture and reflect the reality of local CILs, so please do give us your best ideas.  For our part, we promise to keep you fully up-to-date on our progress.  Please watch this space for future postings.
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Why Measure Outcomes?

Increase effectiveness

Communicate value

graphic: megaphone
Who’s Focusing on Outcomes?

*
Government at all levels

*
National nonprofit associations

*
Local nonprofit agencies

*
Foundations

*
Accrediting bodies

*
Private sector

*
International development agencies
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Outcome Measurement Resource Network 

Welcome to United Way of America's Outcome Measurement Resource Network. As leaders in results-oriented philanthropy, United Way of America and United Way organizations across the country have championed the adoption of outcome measurement by health and human service programs. The Resource Network offers information, downloadable documents, and links to resources related to the identification and measurement of program- and community-level outcomes.

The Outcome Measurement Resource Network has 7 sections: 

Home

Purpose and FAQs (Frequently Asked Questions)

What's New?
Listing of recent additions and sign up option to receive email notifications when the Outcome Measurement Resource Network is updated

Outcome Measurement: What and Why?
Introduction to what outcome measurement is and is not, key terms, and the rationale for and benefits of engaging in outcome measurement

UWA Outcome Measurement Resources
Descriptions, excerpts or downloadable copies of United Way of America outcome measurement resources

Who is Involved in Outcome Measurement?
Selected outcome and performance measurement initiatives within the United Way system; national health, human service, and youth-serving organizations; public sector agencies; and other nonprofit organizations
Resource Library 
Full-text resources and links on program outcome measurement, community-level initiatives, and related topics

United Way of America 701 N. Fairfax Street, Alexandria, VA 22314
Local United Way Listing 
Visit us in Spanish at unitedway.org/espanol 
2007 United Way of America. All Rights Reserved
This webpage is available at: http://national.unitedway.org/outcomes/
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Program Outcome Model

Inputs
Resources dedicated  to or consumed by the program

· money

· staff & staff time

· volunteers & volunteer time

· facilities

· equipment & supplies

Activities

What the program does with inputs to fulfill its mission

· feeding and sheltering homeless families

· providing job training

· educating teachers about signs of child abuse

· counseling pregnant women

Outputs

The volume of work accomplished by the program
· # of classes taught

· # of counseling sessions conducted

· # of educational materials distributed

· # of service delivered

· # of participants served

OUTCOMES!

Benefits or changes for participants in program activities

· new knowledge

· increased skills

· changed attitudes or values

· modified behavior

· improved condition

· altered status

Inputs, Activities, Outputs, and Outcomes

Here’s an easy way to remember the differences among these four key concepts:

An INPUT is usually expressed as a NOUN 

(the name of a person, place, thing, or concept).  For example: staff, volunteers, clients, facility, food, money, time.
An ACTIVITY is usually expressed as an “-ing” VERB 

(a gerund).  For example: feeding homeless people, training people for jobs, counseling pregnant women, mentoring teenagers.

An OUTPUT is usually expressed as the VOLUME of work 

accomplished 

by an activity (number of things produced).  For example: number of homeless people fed, number of people trained for jobs, number of pregnant women counseled, number of teenagers mentored.
An OUTCOME is usually expressed as a CHANGE in people.  For example: a change in knowledge, skills, attitudes, values,  behavior, condition, or status. 
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Examples of Diverse Programs and Possible Outcomes

Comprehensive child care
Possible Outcomes: 


* Children exhibit age-appropriate physical, mental, and verbal skills

* Children are school-ready for kindergarten

General Equivalency Diploma (GED) preparation

Possible Outcomes:
* Participants obtain their GED certificates

* Within 6 months after obtaining their GED, participants are employed full-time

Outpatient treatment for adolescent substance abusers


Possible Outcomes:
* Adolescents increase their knowledge about the effects of substance abuse and substance abuse addiction

* Adolescents change their attitudes toward substance abuse

* Graduates remain free of substance abuse 6 months after program completion

Congregate meals for senior citizens


Possible Outcomes:
* Seniors interact socially with peers

* Seniors are not home-bound

* Seniors eat a nutritious and varied diet

* Seniors exhibit fewer health problems

Overnight camping for 8- to 12-year-old inner-city boys


Possible Outcomes:
* Boys learn outdoor survival skills

* Boys feel more competent

* Boys develop and maintain positive relationships with their peers

Outputs versus Outcomes:

What’s the Difference?

Comprehensive child care

Possible Outputs (volume of work accomplished)

* Number of children cared for

* Number of child-days of care

Possible Outcomes (changes in people)

* Children exhibit age-appropriate physical, mental, and verbal skills

* Children are school-ready for kindergarten

General Equivalency Diploma (GED) preparation

Possible Outputs (volume of work accomplished)

* Number of participants tutored

* Number of tutoring sessions held

* Number of participants tested and re-tested

Possible Outcomes (changes in people)

* Participants obtain their GED certificates

* Within 6 months after obtaining their GED, participants are employed full-time

Congregate meals for senior citizens

Possible Outputs (volume of work accomplished)

* Number of seniors served lunch

* Number of seniors led in exercise programs

* Number of tables of seniors organized for after-lunch games

Possible Outcomes (changes in people)

* Seniors interact socially with peers

* Seniors are not home-bound

* Seniors eat a nutritious and varied diet

* Seniors exhibit fewer health problems
Inputs through Outcomes: 

The Conceptual Chain

Inputs Lead to

Activities which lead to

Outputs which lead to

Initial Outcomes which lead to

Intermediate Outcomes which lead to

Longer-Term Outcomes
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Activities Lead to Outcomes: A Chain of Influences

If…  These Activities

Then… This Outcome

Then… This Outcome

Then… This Outcome
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Common Chain of Influence

If… These Activities

Then . . . this change in knowledge

Then . . .  this change in behavior
Then… this change in condition/status
A Sample Logic Model

Teen Mother Parenting Education Program

IF… These INPUTS: 
MSW program manager; assistant program manager; part-time RN instructor; MFCC counselor; social work and counseling interns; nationally certified educational manuals, videos and other instructional materials; facilities; funding

Then… Ideally, these ACTIVITIES: 

· Program manager and RN instructor provide classes for pregnant teens on prenatal nutrition and health; delivered in high schools twice a week for one hour.

· Program manager and RN instructor provide classes on infant health care, nutrition, and social interaction; delivered in high schools twice a week for one hour.

· Counselor meets individually with teens once per week to support application of material presented in classes to teens’ situations.

And If Those ACTIVITIES, Then… Ideally, these OUTPUTS will follow: 

· Number of teens served in prenatal classes; infant care classes

· Number of hours of instruction provided in prenatal classes; infant care classes

· Number of hours of counseling provided to pregnant teens; mothers of infants
And If Prenatal Care Classes/Counseling, Then… Ideally, these OUTCOMES will follow: 

· Pregnant teens know prenatal nutrition and health guidelines.

· Pregnant teens follow prenatal nutrition and health guidelines.

· Pregnant teens deliver healthy babies.

Or If Infant Care Parenting Classes/Counseling, Then… Ideally, these OUTCOMES will follow:  

· Teen mothers know infant nutrition, development, safety, and social interaction guidelines.

· Teen mothers provide proper health care, nutrition, and social interaction to their babies.

And If Those Outcomes, Then… Ideally, this Ultimate OUTCOME will follow: 

· Babies achieve appropriate 12-month milestones for physical motor, verbal, and social development.

A Sample Logic Model
Literacy-oriented Employment Program

IF… These Inputs: 

Program manager; three teachers and two teacher assistants; vocational counselor; volunteer coordinator and team of volunteers; widely used/tested literacy and vocational skills curricula for populations like those recruited for this program; vocational software; computers, videos, and other teaching tools; funding; facilities

And If those INPUTS, Then… Ideally, these ACTIVITIES will follow: 

· Literacy classes on reading, writing, speaking English (5 days/week, 6 hours/day; for up to 6 months)

· Workplace skills classes (5 days/week, 6 hours/day for 3 months) on work habits, time management, teaming, interpersonal communication, problem solving, using computers, customer service

· One-on-one vocational counseling sessions (1 hour/week) focused on job interests, job search, interviewing skills

· Weekly follow-up coaching, problem-solving phone calls/meetings by volunteers, counselor, teachers with participants who obtain employment

And If Those ACTIVITIES, Then… Ideally, these OUTPUTS will follow: 

· Number of participants served

· Number of literacy classes held

· Number of hours of literacy training provided

· Number of hours of workplace skills training provided

· Number of hours of vocational counseling sessions conducted

· Number of weekly follow-up phone calls/meetings with participants once employed

And If Follow-Up, Then… Ideally, these OUTCOMES will follow: 

· Graduates identify work-related problems.

· Graduates identify solutions to work-related problems.

· Graduates resolve work-related problems.

Or If Literacy Classes, Then… Ideally, these initial OUTCOMES will follow: 

· Program graduates are proficient in reading, writing, speaking English. 

· Graduates are able to fill out job applications.

· Graduates have key workplace skills.

· Graduates interview effectively.
Or If Workplace Skills Training, Then… Ideally, these initial OUTCOMES will follow: 

· Graduates have key workplace skills.

Or If Vocational Counseling, Then… Ideally, these initial OUTCOMES will follow: 

· Program graduates know effective interview skills.

· Graduates interview effectively.

And If Those Initial OUTCOMES, Then… Ideally, this intermediate OUTCOME will follow: 
· Graduates obtain full-time employment appropriate for their skills.

And If These Intermediate OUTCOMES, Then… Ideally, this ultimate OUTCOME will follow: 

· Graduates remain employed 6 months after program.
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Ways a Logic Model

Is Useful By Itself

· Create a shared vision of the program

· Make the program’s theory very explicit

· Recruit, orient, and train staff

· Help allocate resources properly

· Communicate the program’s intent to stakeholders

· Explain the program to potential clients

· Negotiate “fair” accountability with funders and others

· Guide a systematic review of outcome data in order to identify improvement opportunities
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Outcome  Indicators
The specific things we measure in order to show how fully the desired outcome is being achieved.
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Possible Outcomes & Indicators for Various Programs
Comprehensive child care

Possible Outcomes: 


* Children exhibit age-appropriate physical, mental, and verbal skills

* Children are school-ready for kindergarten

Possible Indicators: 

*  Number and % of full-year children who pass [the school-approved test] to determine school readiness
General Equivalency Diploma (GED) preparation

Possible Outcomes:

* Participants obtain their GED certificates

* Within 6 months after obtaining their GED, participants are employed full-time

Possible Indicators: 

*  Number and % of GED graduates who are regularly paid at least a minimum wage for at least 35 hours per week
Outpatient treatment for adolescent substance abusers


Possible Outcomes:

* Adolescents increase their knowledge about the effects of substance abuse and substance abuse addiction

* Adolescents change their attitudes toward substance abuse

* Graduates remain free of substance abuse 6 months after program completion

Possible Indicators: 

*  Number and % of adolescents attending sessions at least 3 days per week who can describe 5 harmful effects of using drugs
Congregate meals for senior citizens


Possible Outcomes:

* Seniors interact socially with peers

* Seniors are not home-bound

* Seniors eat a nutritious and varied diet

* Seniors exhibit fewer health problems

Possible Indicators: 

*  Number and % of seniors attending at least twice a week who can name 3 or more new people they have met here
Overnight camping for 8- to 12-year-old inner-city boys


Possible Outcomes:

* Boys learn outdoor survival skills

* Boys feel more competent

* Boys develop and maintain positive relationships with their peers

Possible Indicators: 

*  Number and % of campers who had no school-time altercations with other boys for the first three months of the school year
Key Traits of a Good Indicator

A good indicator is SMART:

Specific –The indicator is clear enough that different people would measure the same thing in the same way

Measurable – The necessary information can be observed, counted, or weighed with reasonable efforts and costs

Ambitious –The indicator sets a high standard for program participants to achieve the desired outcomes

Realistic – The standard is not so high that program participants cannot achieve it with reasonable effort

Timely –The indicator is measured during an appropriate period of time to provide useful information

Outcome Measures Task Force –

Logic Model for Independent Living (Text Version)

This logic model is also available at: 

http://www.ilru.org/html/publications/outcome_measures/logic-model_visual-12-06.doc
A logic model is a way to show visually, on one page, what a program does (its activities), what it’s trying to achieve (its desired outcomes), and in what order (the different levels of outcomes).   It does this by showing separate boxes, connected by lines and arrows.  This narrative is an attempt to put into words the visual logic model developed by the NCIL Outcome Measures Task Force.

In this logic model, there are three types of center activities represented in three separate boxes along the bottom of the page:

· IL Services (Peer Support, Skills Training, Transition Assistance, Individual Advocacy)

· Information and Referral

· Systems Advocacy

As a result of carrying out these three activities, centers achieve initial, intermediate, and ultimate outcomes.  These outcomes are represented by boxes that flow upward from each activity box.  The combination of carrying out these three types of activities eventually leads to our ultimate desired outcome, “People with disabilities are fully mainstreamed into American Society.”  In other words, the outcome boxes all converge at one ultimate outcome at the top of the page.

Although there is some crossover between these three streams (or columns), most desired outcomes flow from one set of activities directly upward.  Using an “If – Then” logic as we work our way up the page from activities to the ultimate outcomes, the logic model may be described this way:  

On the left side is the IL Services stream.  Because of IL services, persons with disabilities first have the skills and knowledge to support their choices.  If they have these skills and knowledge, then they will make their own choices.  If they make their own choices, then they will simultaneously regard themselves as more independent and also will, in

 fact, be more independent.  If they both regard themselves as more independent, and are, in fact, more independent, then persons with disabilities will participate in communities to the extent they wish.  This is the top of the IL services stream.

In the middle is the Information and Referral stream.  Because of I&R, persons with disabilities first see different possibilities and simultaneously have a community, identity, or culture.  (These two outcomes are achieved mostly due to I&R, but IL services also contribute.)  If persons with disabilities both see different possibilities and have a community, identify, or culture, then they will advocate for increased community supports.  This is the top of the I&R stream.

On the right side is the Systems Advocacy stream.  Because of systems advocacy, barriers and problems are first identified.  If these are identified, then two different outcomes will be achieved: a consumer agenda for change will exist and active coalitions will exist around our issues.  Each of these two outcomes then leads to a “mini-stream” of its own.  First, if a consumer agenda for change exists, then decision makers will agree with this agenda.  If decision makers agree with this agenda, then communities will have more resources.  This is the top of one “mini-stream”.

At the same time, if active coalitions exist around our issues, then methods and practices will promote independence.  If methods and practices promote independence, then resources will support independence and individual choice.  This is the top of the other “mini-stream”.

These two “mini-streams” then merge.  If communities have more resources AND resources support independence and individual choice, then communities will be more accessible (in terms of housing, transportation, information, employment, education, assistive technology, health care, etc.).  This is the top of the systems advocacy stream.

Finally, the top outcomes from each of these three streams of outcomes (left, middle, and right) all combine to achieve the ultimate outcome.  That is, if persons with disabilities participate in communities to the extent they wish AND if they advocate for increased community supports AND if communities are more accessible, then persons with disabilities will be fully mainstreamed into American Society.
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ILRU/NCIL 
National Training & Technical Assistance Project
WIN $100 OR a free registration to the NCIL Conference!

The Task Force is asking you--IL ADVOCATES--for ideas on how to measure outcomes  of IL services.  We have developed some draft outcomes and begun the process of identifying some ways to measure them. 

Now.......we NEED YOUR HELP!!

The Task Force willl award either a $100 cash prize OR a free registration to the NCIL Conference (a $265 value) to the five best new ideas for outcome measures.
1. If we want to know if: People with disabilities (PWD) participate in communities to the extent they wish…

Would it Make Sense to Measure: 

A. # and % of PWD served by the CIL within the past year who report they are “satisfied” or “very satisfied” with the extent of their participation in the community 
__Use It  or __Lose It

B. # and % of PWD served by the CIL within the past year who report they “agree” or “strongly agree” with the statement “I take part in community activities to the extent I want to.” 
__Use It  or __Lose It

C. # and % of PWD served by the CIL within the past year who report they “regularly” or “often” participate in activities outside their homes.
__Use It  or __Lose It

. . .but an even better thing to measure would be (Please suggest your new idea):

This webpage is available at: http://www.ilru.org/html/forms/indicator2.html
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Possible Sources of Program Outcome Data
Existing Information

· Case/client records 

· Documents of various types
· Data files (paper or electronic)

Individuals
· Program participants 

· Others who know participants 

· Other individuals/general public

Physical/environmental conditions
· Physical environment
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Possible Methods of Collecting Program Outcome Data
· Data file review

· Document review

· Record review

· Questionnaire

· Interview

· Observation

· Testing

· Mechanical measurement
Ways to Analyze Outcome Data

Begin With the Basics

*
Calculate overall outcomes for all clients

*
Compare these to earlier outcomes

*
Compare these to pre-established targets

*
Compare these to any outside standards

*
Compare these to similar programs

Delve Deeper into Subgroups

*
Compare outcomes by demographic groups

*
Compare outcomes by service characteristics

*
Do the basics (above) for relevant subgroups

*
Examine patterns across different outcomes

Make Sense of the Numbers

*
Identify which findings to highlight

*
Seek explanations for the key findings

USE Outcome Data to Manage for Success

Increase effectiveness

*

*

*

*

Communicate value

*

*

*

*

Other creative uses

*

*

*

*

Notes: 
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