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Making Sense of What Happens
as a Result of Our Efforts

Betty Bekemeier

Qverview

Measuring and articulating what we do and what
we want to accomplish

+ Why this is important.

+ What this process
looks like.

+ What it mean for us.

+ How you might do this.

+ What comes next.

Goals

+ Build capacity for understanding the
basics of performance measurement
for public health services.

*

Build consensus and appreciation
for the importance of measurement
systems for public health activity.

*

Both goals ultimately help improve
quality and health in communities
and populations.

W Northwest Center for
Public Health Practice

Logic Models and Outcome Measurements
Hi, my name is Betty Bekemeier, and I'm from the
Northwest Center for Public Health Practice. I've been
faculty at the School of Public Health at the University of
Washington since 2001. Before coming to the University,
| worked in practice in local public health settings mostly
throughout Washington State. Once at the University of
Washington, | also worked with numerous state health
departments throughout the US, in connection with my
role with the Robert Wood Johnson Foundation’s Turning
Point National Initiative.

Today I'll be providing you with an overview and basic
introductory information on logic models and outcome
measurement. This module takes most people about 45
minutes.

Overview

Id like to start with a bit of an introduction. Outcome
measurement is all about measuring and articulating what
we do and what we want to accomplish when we do it.
That's what I'll be talking about in this module. First Ill
talk about why outcome measurement is important. Then
I'll talk about what the process looks like, what it means
for us, and how you might do this. At the end Il briefly
talk about what comes next and a little bit about ways in
which you might use this process.

Goals

The goals of this module are pretty simple.

Our first goal is to build capacity in the local public
health workforce for understanding the basics of perfor-
mance measurement for public health services.

Our second goal is to build consensus and appreciation
within the local public health workforce for the impor-
tance of measurement systems for public health activity.

And of course, both of these goals are ultimately to
help all of us improve quality and health in our commu-
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nities and populations. This training will not make you an expert. Instead,
this online module is designed to provide a basic overview and give public
health staff some common language so that we can work together better and

improve our programs and activities.

|_earning Objectives

Training participants will be able to:

-

Describe the components and uses of a logic model

-

Define outcome measurements and why they are important

-

Differentiate between indicators and outcome measures

-

Describe potential uses of outcome measures

-

Identify measurable outcomes

-

Determine levels (e.g., community, system, agency, program)
of outcomes

.

Identify outcomes vs. goals and objectives

Learning Objectives

Since every training module ought to start with learning
objectives, | want to say a little bit about what you'll be
able to do by the end of this module.

First, you'll be able to describe the components and
uses of a logic model. You'll able to define outcome
measurements and why they are important. You'll also
be able to differentiate between indicators and outcome
measures. You'll be able to describe some potential uses
of outcome measures within your own agency and your
own programs. You'll also be able to identify measurable
outcomes. You'll be able to determine levels of outcomes,

for example, community, system, agency, or programmatic levels. And, lastly,
you'll be able to identify outcomes versus what are commonly referred to as
goals and objectives.

What Is Outcome Measurement?

Outcome measurement is a
systematic way to assess the
extent to which a program has
achieved its intended results.

¥/ Al O egerday  Today
_ + More often + Focusing on
C o T VW
focused on what happens
what we did. when we do it!

What is changed in the lives of the families, our agency, the
ity, or our system as a result of what we’ve been

doing?
QL))/
\I)\Ii
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What Is Outcome Measurement?
Let’s start with the most basic question. What is outcome
measurement?

Outcome measurement is just a systematic way to
assess the extent to which a program has achieved its
intended results. Traditionally we’ve often been more
focused on what we did. We've gotten very good at
counting how many times we’ve made a home visit or
given a shot or saw so many clients in our clinic. But
more and more we need to focus on what happens
when we do the things we do. So, to get there, outcome
measurement starts with a very simple but important

question: What is changed in the lives of the families, or our agency, or the
community, or our system as a result of what we’ve been doing?



Transcript
Logic Models

T
&Outcome Measurement e

What Is Outcome Measurement? (cont.)

Outcomes are less like:

+ How many visits did | make to families in my community?

+ How many people came to my clinic?

Outcomes are more like:

+ What's the number of pregnant women getting prenatal care
in the first timester now in my population?

-

What's the proportion of healthy food snacks offered and
purchased out of school vending machines in my school district?

-

What is the number of children fully immunized in my county’7
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Xl,<

!!!Elllg

Ways to Think about Outcome Measurement

+ Performance measurement
+ Evaluation

+ Logic models

. .these are not mutually
exclusive!

a1 e

Performance or outcome measurement is the regular
collection and reporting of data to track the work we
produce and the results we achieved.

Outcome measurement is of little value unless

it leads to further decisions and actions that 2.2
improve performance. \7'],])/
4558
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What Is Outcome Measurement? (cont.)
Outcomes are less like, for example, “How many visits

did I make to the families in my community?” or “How
many people came to my clinic?” Instead, our questions
are more like: “What'’s the number of pregnant women
getting prenatal care in the first trimester now in my popu-
lation?” or “What's the proportion of healthy food snacks
offered and purchased out of school vending machines

in my school district?” or “What's the number of children
fully immunized in my county?”

Ways to Think about Outcome
Measurement

Performance measurement, evaluation, and logic models
are all terms you will hear in conjunction with the idea of
outcome measurement.

People sometime use these terms to mean overlapping
things, and occasionally use them interchangeably. None
of these terms are mutually exclusive from one another,
and they’re all interrelated. When we talk about outcome
measurement, it's something we do when we evaluate
our programs. Logic models are one tool we can use to
perform outcome measurement.

In any case, these terms are sometimes like moving targets. They mean
different things to different people, but they all advance what we are trying
to do, and that is, measure our outcomes. Performance or outcome measure-
ment can be understood to be something like the regular collection and
reporting of data to track the work we produce and the results we have
achieved or are achieving.

Ultimately, however, outcome measurement is not an end in itself, it is
rather a means to an end. Outcome measurement itself is of little value unless
it leads to further decisions and actions that seek to improve the performance
of a program, or of an agency, or even of an individual.

Why Do We Need to Do This?

So, why do we need to do outcome measurement? It's hard work. Well, for
one thing, there’s a lot of talk these days about accountability. We need to

provide accountability. Also, outcome measurement helps us to improve our
program quality. It can help support decision-making about how we allocate
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WWhy Do We Need to Do This?

+ To provide accountability.
+ To improve program quality.

+ To make decisions about
how we allocate resources.

+ To help us market our
programs or help programs
market themselves.

+ To improve the health of our
communities.

Accountability

there’s been i
emphasis on our contributions to the
public’s health. We need to be
accountable.

Program Quality

Many state and local health

departments have been setting

standards. This relates to program

quality.

Resource Allocation

Measuring our outcomes helps us

establish the contribution of our
This relates to i

about how to allocate resources.

Program Marketing

Articulating the contribution of our
resources and activities helps us
market our programs.

resources. It can help us market our programs or help
our programs market themselves. And, again, all of this
is ultimately to improve health in our communities. Now,
I’'m going to talk about a few examples of these different
bullet points.

In terms of accountability: Nationally, there’s been
increasing emphases on articulating what we do and what
our contributions are to the public’s health. This is related
to, for example, funding pressures. The outcomes of our
programs really need to support what we are doing with
our finances—in all of this we need to be accountable.

Many of our state and local health department systems,

or public health systems on a larger scale have also been setting standards

for themselves. That relates to program quality—or making certain that the

public can expect that we are striving for a particular standard of health in our

communities. Standards also relate back to accountability to the taxpayer.
Measuring our outcomes also helps us establish the contributions of our

resources, our staff, our buildings, and our technology to the health of our

communities. This can direct decision-making about how we allocate those

resources.

Articulating this contribution of our resources and activities also helps us
market our programs and what we do.

This is all about improving health in our communities. We don’t do this just
to give people jobs or to sell a product.

+ Goal: To make a better time than
last year

+ Resource: New running shoes
+ Activities: Running workouts

+ Outputs: Train 5 days a week;
keep increasing #s of miles

+ Outcomes: Training times/mile,
overall time/distance, better energy
level or blood pressure

[E veryday Example: Marathon Runner

Everyday Example: Marathon Runner

Now, let’s see what this might look like. We'll start with
a scenario outside of public health. We'll look at a mara-
thon runner who wants to run her second marathon. Even
if you're not a runner it is easy to see that when a runner
trains at various distances and keeps track of the time and
distance of a run, these activities can assist her in deter-
mining whether some change in her race strategy might
make sense in order to improve last year’s time in a race.
Let’s look at the components of this example. If I'm a
runner:

My goal might be to complete the marathon and make

a better time than last year and thereby to improve my performance.

My resources could be that | want a new pair of running shoes. | think
a better pair of running shoes, for example, will really help me run better.
Besides making me look good, of course.
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My activities might be that I'm going to have a regular running workout for

myself.

And, specifically, my outputs might be that | train five days a week and |
keep increasing my number of miles.

My outcomes might be that my training times per mile improve by a
certain amount, my overall time and distance improve, and maybe my energy
level is better or | get a better blood pressure out of this activity. There could
be a variety of different outcomes | might be looking for.

How Do We Do This?

R ™

agoal.

Run a faster marathon.

+ Define activities.

Train 5 days a week, increase miles.

+ Define outcomes.
Develop conditioning, increase my

endurance.

+ Identify inputs or resources.
Buy new shoes.

+ Build consensus around these measures.

Build consensus around outcomes we
are going to measure for ourselves as a

pair.

How Do We Do This?

So in terms of how we do outcome measurement, let’s
take a look at what | just did with the runner example.

First, | set a goal for myself. I'm going to run a faster
marathon. | define my activities. I'm going to train five
days a week, and increase my number of miles. | identi-
fied my inputs, or resources. I'm going to buy a new pair
of running shoes. And, | define my outcomes. I'm going
to develop my physical conditioning and increase my
endurance.

We also put down here “build consensus around these
measures.” That’s because that’s something we often do

in outcome measurement. In the case of this running example, maybe I'm
going to do this with my best friend and the two of us need to build consen-
sus about the outcomes we are going to measure for ourselves as a pair.

Why? Why?
Resources Activities

(running (running)
shoes)

the results of our efforts?

So That So That

L_ogic Models: “So That” Chains

Setting up elements in a linear chain:

What did we intend to achieve and what were

Why? Why?
Outputs Outcomes Goal
(so many (increase (improve
runs a mileage, time,
week) improve decrease
speed and blood
stamina) pressure)
So That So That
Ao
N4
X
1
o

Logic Models: “So That” Chains

Now, if we can set these same elements up in a linear
chain, we start to see what we call a logic model. So, if we
think first in terms of my resources, those running shoes,
remember? And we say, why do | need those running
shoes? Well, they are so that | can go running. So, why do
| go running? Why do | do my workout activity?

| do this so that | can make sure and get in so many
runs a week and work my way up to at least 20 mile runs
before the day of my marathon. These are my “outputs”
or my units of activity. But why do | need to do this many
units of activity? It’s so that | can ultimately go the full 26

miles and improve my speed and stamina. So why do | want to do that, why
do I want to go through all that hard work? It’s so that | can improve my time
from last year. Or perhaps my goal is to decrease my blood pressure.

In the past we often stopped putting the “so that” statements after our
inputs. The work we did in our health departments or in our public health
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settings often kind of stopped after we looked at how many of something
we did, or how many clients we saw, or how many shots were given. This is
what kept us sometimes from answering the real questions that are related to
what we intended to achieve and what were the results of our efforts. That’s
outcome measurement.

Outcome Evaluation Logic Model
utcome Evaluation Logic Model . .
O ’ We can look at the “so that” logic model chain in
Recources another way. We might start with our goals. As we define
What must this program have a common goal, we might ask ourselves, what core
in order to function well? .
Goals community values does my program address?
What core community values . .
does my program address? Activities Then what are the resources we have to achieve this, or
our Intended rosultsr what must this program have in order to function well?
Then we look at what activities we have. What must we
Outcomes Outputs . . .
So what? What difference How much do you do do to achieve these intended results? And what might be
foes ourprogram make? forhow many people? our interventions to improve individual or family life in
our communities?
And then, how much of this do we have to do and for
how many people to reach our outcomes, that is, what difference has our
’ 7
program made?

Then again, look back at our goals.

There are different ways of looking at this diagram. If we go clockwise in
the direction of the arrows, that’s what we're doing when we're evaluating
our program and seeing how we did.

We might also go counterclockwise and that might be what we're doing
when we’re planning in our communities and in our county. We look at what
goals we all have together and what outcomes we would like to see achieved,
and then how much would we need to do of what, what activities, and
thereby what resources, and so on.

Developing an Outcome Evaluation Logic
Developing an Outcome Evaluation Logic Model Model
P — . . .
rocess Outcomes A more typical logic model might separate out the
RESOURCES ACTIVITIES OUTPUTS OUTCOMES GOALS .
pa— TN e — — elements in terms of the processes and the outcomes.
inputs. providing the service or medium, or impact(s) . . .
Eememsor  pogam.  product fongertem  expected o First, in terms of processes, that might be the resources
ingredients Specific units. How changes oceur, . .
tat = processesor > many,over > antcpatedin " usually we look at: consider those running shoes for our mara-
constitute events what participants’ beyond what
the program. undertaken. duration? lives or in oreprogram thon/ or in the case Of a youth tObaCCO prevention
organizational alone can
ity achieve. H H
REa program, it might be our health educators, our partner-
Gl R o i ships with schools, or our data collection systems.
i istribu among grade e
i sehoss Nomberol sty Then, what are those activities that we need to have to
Eya;serﬂ\eclion smoking prevention
presentations
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conduct the work, that is, the specific processes or events we undertake. In
this case the activity is our tobacco prevention program.

Then we define our outputs. Outputs are units of service or product units.
So how many did we do of what over a particular period of time. In this
example, outputs include a certain number of anti-smoking posters distrib-
uted, and a number of classrooms receiving smoking prevention presentations
from our public health educators.

Then we start looking at our outcomes. Outcomes might be short,
medium, or long term changes that we anticipate. In this case, the outcome
is a reduced rate of initiation of smoking among 10™ grade students in my
community.

And, ultimately, our goals are the ultimate impact that we expect to see
occurring. Our goal in this case is healthy youth. Goals may be much bigger
than just our program. Goals are often things that our program contributes to
but which are also supported by other things going on in the community, such
as among other providers, or other activities going on within our public health
agencies. Goals are bigger than just our one program, or our single activity, or
the processes we're looking at.

In any case, we look at this diagram and we see that logic models are not
linear, they are in fact, circular. Remember that a logic model or outcome
measurement is not an end in itself, but really a means to an end. Ultimately,
we need to go back and look at our outcomes and make decisions about:
whether we need more resources, whether we are achieving our goals or our
outcomes, and whether we should make changes in our programs in terms
of the activities or outputs that we are performing.

Exercise 1

Why Use a Logic Model?

A logic model:
+ Clarifies each program element.

and activities to expected outcomes.

-

it will produce.

+ Summarizes how program parts relate
to the whole.

.

Makes explicit the theory of how the
program works.

.

desired outcomes.

+ Shows the relationship of inputs/resources

Links what we are doing and the change

Helps us see how the path we want to use will lead to the

Why Use a Logic Model?

You may be asking yourself, why should we use a logic
model? We don’t have to use a logic model to do evalua-
tion or measure the outcomes of our programs. But, logic
models are a very handy way of clarifying each element
in our program. They also help us see the relationships of
the inputs, that is, our resources, or our activities to our
outcomes. It’s that link between what we are doing and
the changes it will produce. We really want to be looking

+ |dentifies categories to measure in the program 2o 1
Idenifies 13’)?,) -4 for how these links are made.
,;7,):[2 . . . .
!!!wa A logic models is also a graphic summary in clear

language of how the program parts relate to the whole,
making explicit the underlying theory of our program as well. This helps us
understand questions like: how does this program really work?
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A logic model helps us see how the path that we want to use in our
program or processes will (or perhaps won't, given its current process or the
way we're currently doing it), lead to the outcomes that we’d like to achieve
with people. And then, the logic model identifies those categories we want to
measure for our program and our evaluation. It helps identify the major ques-
tions, those outcomes that we want to answer. And this takes time, but it’s
time well spent.

Logic Models: Public Health Example
| ogic Models: Public Health Example , ,
Example: Immanizaton Gl We've talked about a marathon runner, but now let’s talk
about an example related to public health. Let’s look at an
Staff Imm. # of L ine__,, Healthi H H H H
el s m L, Mt immunization clinic.
disease .
Participants We can start by looking at our resources or our program
So That So That So That So That . . .
'S 'S o oS inputs. In this case, they might be our staff, our funds,
Outcomes should be even our participants that come to our immunization
Meaningful ..
Achiovable clinic. So why do we have these staff or resources?
Make a real difference in our community It’s so that we can carry out our program, in this case,
Yot Q conduct our clinics. We have this immunization clinic so
"!ﬂ'"ﬂ that we can conduct our outputs such as services or prod-

uct units, in this case, the number of immunizations we
give.

These resources, activities, and outputs all create the outcomes of change
in our community such as less occurrences of vaccine-preventable diseases.
This will happen ideally as a result of our specific efforts in this immunization
clinic.

Outcomes should be directly related to the core work we're doing, they
ought to be meaningful, they ought to be achievable, they ought to make a
real difference in our community. And they ought to be useful, they should
help us in our decision making.

So now, in this case, it’s not just our immunization clinic that is creat-
ing healthier communities, but our immunization clinic is contributing to
the bigger, broader, goal. There are other programs in our agency or in our
community that also contribute to this goal.

Writing Outcome Statements: Change

I've been differentiating a bit between outcomes and goals. Writing outcome
measurements can be one of those more difficult things to do in a logic
model, so 1I'd like to talk a little bit about that in terms of the different kinds
of outcome statements we can write or provide. How do these outcomes
differ, what do they look like? Outcome statements can be written in terms
of change statements, targets, or benchmarks. So, first, let’s talk about change
statements.
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Writing Outcome Statements: Change

¢ Can be difficult to write
+ Can be written in terms of change statements, targets, or benchmarks

Formula for writing a good change statement

The change or

desired effect In what For whom
Increase

Decrease

Attitudes
Perceptions

Population group
Program participant

Maintain Knowledge Client
Improve Skills Individual
Reduce Behavior Family
Expand Agency Neighborhood

Organization Community

Example:

Increase immunization rates among children in our

community

Writing Outcome Statements: Targets

Formula for writing a good target statement

The target For whom In what
Percentage Population group Attitude
Rate Client Perception
Ratio Individual Knowledge
Amount Family Skill
Neighborhood Behavior
Organization Condition
Agency
Community
Example:
80% two-year-old children will be immunized

according to
recommended
schedule

Writing Outcome Statements: Benchmarks

Benchmarks are more specific and use comparative targets.

Amount of Against what

change For whom In what standard
Example:

Increase rate to  children ages immunization as compared to
90% by 2010 0-24 months current rate of 70%

+ Need a baseline

+ Build baseline into evaluation

A change statement is an outcome measurement that
we're going to write when we talk about increasing or
decreasing something. In our vaccine preventable disease
example we could say we want to increase the immuni-
zation rate among children in our community. We can
use this formula to help write a change statement by
using one of these words for a change or desired effect.
And then, what do you want to change, in what, and for
whom—for the people in your community.

Writing Outcome Statements: Targets

Alternatively, your outcome statement could use targets.
Using our immunization example, we could say we want
to immunize 80 percent of two year old children in the
community according to the recommended immunization
schedule. This is more specific than the change statements
talked about previously. Here we really want to provide
the target we're looking for be it in a percentage, a rate,
or the amount for whom in what. We're displaying what
we want to accomplish.

Writing Outcome Statements: Benchmarks
When we use benchmarks in our outcome statements,
they're even more specific, and they use comparative
targets, like maybe we’ll increase the immunization rate to
90 percent by 2010 for our children age 0 to 24 months,
as compared to the current 70 percent immunization rate
for this age group in my community.

If we use an increase by so much of a percent, this
means, that we'll need to have a baseline in our commu-
nities. We have to have this already in place, or build it
into our evaluation.

Outcome Levels

At the beginning of this module, | mentioned that there are different ways to
look at outcomes in terms of levels.

We can use logic models to look at our own individual performance if we
want to. On the job | might use a logic model to improve my own work. Or |
might use one with a staff person.
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Qutcome Levels

+ Individual performance outcomes

Improve my own work
Use with a staff member

+ Program outcomes

Changes in individuals/families
Specific to families participating

+ Agency outcomes

Programs address a concern
Each program identifies what they are doing

+ Community outcomes

Multiple agencies/programs contribute

+ System outcomes

Focus on improving whole system
No agency does this alone

We often use logic models for program outcomes. We
might want to see changes in individuals or in a number
of families that we think are influenced by our program
alone. These outcomes are going to be specific to the
families who are participating in our program or with our
organizations.

Outcomes can also be at an agency level. One agency |
worked with decided on a certain set of priorities that all
staff members were going to work toward together. One
priority was reducing tobacco use in their community. The
agency looked at each of their programs and asked each

program to identify what they were going to do or were
already doing to reduce tobacco use. As an outcome, the agency is making
certain that all of their programs are addressing tobacco use.

A community level outcome might be based on a number of organiza-
tions or programs. This might be a joint effort by multiple agencies, funders,
or community based organizations. For instance, the community as a whole
might decide to decrease teen pregnancy in their county. Each agency or
each community-based organization is going to see how they can contribute
to that broader outcome.

And, finally, we have system level outcomes. This might be a group of agen-
cies working together to improve their overall responsiveness to emerging
public health issues. They might all be working on improving their systems as
a group to be ready to respond to any new health threat such as the arrival of
West Nile Virus. Again, this is focused on improving a system as a whole, and
no one agency would be doing this alone.

These outcome levels can overlap and aren’t hard and fast. They are differ-
ent ways of looking at how we can use our logic models.

Exercise 2

Qutcomes vs. Goals and Objectives

How outcomes are similar to and different from

goals and objectives

Program or

Goal

Outcomes vs. Goals and Objectives

Let’s talk for a minute about outcomes and how they are
similar to and different from goals and objectives. This

Mental health services to individuals quite often gets people hung up.
component  suffering from depression . . .

Provide comprehensive and approprate - This slide gives us an example of a mental health

treatment in the most efficient way. Traditionally . . .. .

used to services program to aid individuals suffering from depres-

Objective Develop case management plans manage . . . .

matching individuals to the appropriate direction of sion. The goal of this program might be to provide compre-

level of an array of services within one programs

Outcome

week of intake interview.

their level of functioning.

Eighty percent of clients will improve } Look at how

hensive and appropriate treatment in the most efficient
the community | way. The objective, however, is to develop case manage-

is going to be

different ment plans matching individuals to the appropriate level of

10
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an array of services within one week of an intake interview. But our outcome
in this case might be that 80 percent of these clients will improve their level
of functioning.

Goals and objectives are what we have traditionally used to manage
the direction of our programs and our organizations. But when we shift to
outcome measurement it supplements our goals and objectives with more
carefully considered outcome statements that really look at how our clients
are or how the community is going to be different as a result of what we are

doing.
N SMART Objectives
§  goal st:; f“:/:sisa broadly statod intonion abost what A goal statement is a broadly stated intention about what
we hope (o have Qﬁgﬁ’ggiﬁgggﬂgﬂiﬁ the community, not we hope to have happen differently in the community in

. JC)bject_ive.s are specific, measurable accomplishments within a broad way, not jUSt as a result Of thiS one program.

. Z.&Zr::;bli;:,a::e In contrast, objectives are specific measurable accom-
e e plishments within a certain time frame. They always begin
Attainable with an action verb.

e sound These objectives are SMART. You may have heard of
f:i’ff’ze sanngs betan ety nd ot 006, g3 SMART objectives. That means that the “s” is specific, the
O’i “m” is measurable, the “a” is attainable, the “r” is realistic,
e and the “t” is time bound. An example of a SMART objec-

tive might be to provide six trainings between February
and April of 2008. It's what I'm going to do, or what the staff are going to do.

Again, our outcomes are what is going to happen in the community or with
the client or with our system as a result of these activities.

So, remember our number one question that we're always asking
ourselves: what has changed in the lives of these families, or individuals, or
community members as a result of this program? That’s our outcome.

The notion of SMART objectives can also help you write a better outcome
statement. Outcomes can also be SMART, that is, specific, measurable, attain-
able, realistic, and time bound.

*

*

*

*

*

|ndicators Make Outcomes Measurable

Indicators:

Indicators Make Outcomes Measurable

Another sometimes tricky point is the difference between
outcomes and indicators. Indicators are how we make
outcomes measurable. Indicators are more specific than

o outcomes. They provide the evidence for you and for
Provide evidence that you are . .
achieving your goal others that you are achieving your goal. Indicators are
Can be, seen, heard, or read something that can be seen, heard, or read. They're
Are detailed and specific very detailed and specific. They are evidence that the
Are evidence that outcomes are being met .

outcomes are being met.

So, even if you don’t see the indicators in the logic

Make outcomes measurable

Are more specific than
outcomes

Are used to measure an outcome 2:3)
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models I've been showing you they really are part of an outcome, they are
the part that allows us to measure that outcome, or what'’s happening as the
result of our efforts.

[Examples of Indicators

Program: Health Promotion—Diabetes Prevention

Outcomes Indicators

Increased + Clients will report greater awareness of Indicators

access to available resources. driven by
resources + Clients will report using more resources than + Data that

they did before the education program. you have
Improved + Clients will engage in exercise or some form of access to
healthy physical activity at least three times per week. already
lifestyle + Clients will maintain low sugar diet. + Datayou

+ Clients will undergo health screenings every can easily

two months. collect
Improved + Participants in community workshops will report ~ Measure
community improved understanding of disease and its indicators with
concern for impact on individuals with diabetes. + Survey
diabetes + Participants in community workshops will report

increased knowledge of the signs of diabetes. M 2:;';

Examples of Indicators

This slide is an example of what | mean by indicators.
You'll see in this health promotion diabetes program that
we've listed three outcomes. In this case, they are change
statements. For each, there are two or three indicators.
Please take a minute to read the outcomes and indicators
and see how they relate.

Typically, you will have two or three indicators for an
outcome unless that outcome is very straightforward.
Indicators are really just a more precise way of measur-
ing your outcomes. Sometimes indicators are driven by
what kind of data you have access to already, or what

kind of data you can easily collect. In this case, an outcome for this program
is increased access to resources. An indicator here could be that clients will
report greater awareness of available resources, and that clients will report
using more resources than they did before the program.

You might measure these indicators, with a survey, for example. You could
be surveying participants, or you could do chart audits or go through various

other means.

These indicators could be even further detailed with the number of clients

who report a certain amount of awareness or a certain number of resources
they are using and over a particular period of time. You can always add more
detail to your indicators. These are just some examples of what you could do

with your indicators to make your outcomes more measurable.

L ogic Models: Public Health Example

Example: Immunization Clinic

Staff —_ Imm — #of —_ Less_ —_ Healthierﬂ
Funds clinic shots vaccine communities
preventable
Participants disease
Indicators
+ Change

Increase the immunization rates in our community
+ Target
Immunize 80% of two year old children in the community

+ Benchmark statements

Increase the current 70% immunization rate for children
ages 0 to 24 months to 90% by the year 2010.

Logic Models: Public Health Example

Let’s look back at our public health logic model example,
one more time. We've talked about the resources, activi-
ties, outputs, outcomes, and goals in this logic model.
Now, let’s look at possible indicators. How are we going
to make this outcome, less occurrence of vaccine prevent-
able disease, measurable?

Remember, outcome measurements can be written as
change, target, or benchmark statements. This logic model
already contains an implicit change statement. A change
statement is an outcome measurement which talks about
increasing or decreasing something. In this case, we want
to increase the immunization rates in our community.

12
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However, maybe our logic model would benefit from a more specific
outcome measurement. In this case, we could use a target statement. We
could say we want to immunize 80 percent of two year old children in our
community according to the recommended schedule. Eighty percent of two
year old children is the target that we are working to reach here.

Finally, if we want to get even more specific, we could use a benchmark
statement with comparative targets. We could say we want to increase the
current 70 percent immunization rate for children ages 0 to 24 months to
90 percent by the year 2010. Seventy percent and 90 percent here are the
comparative targets and they let us know where we started and where we

plan to go.

Summary

+ Itis important to measure the outcomes of what we
do and how our efforts affect our communities.

*

Outcome measurement is not an end in itself, but a
means to an end.

*

It is of little value unless it leads to decisions and
actions that seek improvement.

*

Performance improvement does not happen
miraculously. It involves specific steps and
techniques.

Summary

Now that we’ve talked a bit about outcome measurement
and logic models, | hope I've increased your apprecia-
tion for how important it is to measure the outcomes of
what we do and how our efforts impact our communities.
Remember, outcome measurement is not an end in itself.
It's rather a means to an end. Our outcome measurement
is of little value unless it leads to further decisions and
actions that seek to improve our program, or our agency,
or my own work performance.

Performance measurement and improvement of our
programs does not happen miraculously. It involves a

number of specific steps and techniques. These steps are used in and outside
of the field of public health to improve quality and performance.

What Next with Outcome Measures?

+ Goals

Understand the basics of performance or outcome
measurement for our services.

Create more appreciation for doing outcome
measurement.

¢ Create a logic model for your program or project.

+ Work with peers to examine what happens via your
efforts.

+ Learn more about outcome measurement.

What Next with Outcome Measures?
You might be wondering, what should | do next in terms
of outcome measurement?

Well, if you remember, a goal of this training was for
you to understand the basics of performance or outcome
measurement for our services and to create more appre-
ciation for these processes. So, one way to explore this
further might be to experiment with creating a logic
model for your own program or project. Or you might
have a director in your department or a leader in your
program who's doing this already. Work with them or
work with your peers to examine what happens via your

efforts, what happens in your community based on what you’ve been doing.
Another option is to learn more about outcome measurement. Remember,
this is just a basic training and there are many more resources available.
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