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Ten Questions

Learning Objectives:
· Begin to think about Community Action in terms of self-sufficiency and community transformation and placement of ROMA into this context. 

· Begin to think about establishing baselines to evaluate progress.

1. True or False: Community Action differs from other human service programs with its focus on self-sufficiency and community transformation, in addition to providing services to low-income people.

2. True or False: Community Action is a collaborative effort at the client, agency, and community level. 

3. True or False: CSBG funds are a dedicated funding stream to support the work of Community Action. 

4. True or False: The best way to measure the impact of Community Action is by reporting the utilization of programs and services exclusively funded by the Community Services Block Grant.      

5. True or False: ROMA is the exclusive reporting of data to state and federal government.

6. True or False: ROMA is a sound management practice that supports the administration of a CAA’s programs and services, including the measuring and reporting of family, agency and community outcomes.

7. True or False: Outcomes are used to measure effectiveness, impact, and performance.    

8. True or False: The use of outcomes improves agency competitiveness and marketability.

9. True or False: Outcome data must be collected for each client.

10. True or False: Implementing ROMA in your CAA will not take additional resources, time, or effort and will not affect the way programs and services are delivered.

Please Note: There are many terms for the beneficiaries of services. Commonly used terms include: client, consumer, customer, individual, family, recipient, and patient.  For purposes of clarity, the term “client” will be used to define the beneficiary of the service.
Module One

History, Purpose, and Perspective 

History, Purpose, and Perspective 

Learning Objective: Review historical milestones to introduce the mission of Community Action, which provides the context for ROMA implementation.  

1964 – The Beginning

Congress passes the Economic Opportunity Act establishing and funding Community Action Agencies and Programs.

1970 – The Mission and the Model

Issuance of OEO Instruction 6320-1 establishes the mission and the model (family, agency and community) of Community Action:

“To stimulate a better focusing of all available, local, state, private, and Federal resources upon the goal of enabling low-income families, and low-income individuals of all ages in rural and urban areas, to attain the skills, knowledge, and motivations and secure the opportunities needed for them to become self-sufficient.”      Family
“The Act thus gives the CAA a primarily catalytic mission: to make the entire community more responsive to the needs and interests of the poor by mobilizing resources and bringing about greater institutional sensitivity. A CAA’s effectiveness, therefore, is measured not only by the services which it directly provides but, more importantly, by the improvements and changes it achieves in the community’s attitudes and practices toward the poor and in the allocation and focusing of public and private resources for antipoverty purposes.”     Community
“In developing its strategy and plans, the CAA shall take into account the area of greatest community need, the availability of resources, and its own strengths and limitations. It should establish realistic, attainable objectives, consistent with the basic mission established in this Instruction, and expressed in concrete terms which permit the measurement of results. Given the size of the poverty problem and its own limited resources, the CAA should concentrate its efforts on one or two major objectives where it can have the greatest impact.” Agency
Go to Appendix One: OEO Instruction 6320-1, November 16, 1970, Donald Rumsfeld, Director. 

History, Purpose, and Perspective 
1981 – The Block Grant

Enaction of the Community Services Block Grant changes the regulatory and funding basis of Community Action Agencies.

1993 – Measurement and Accountability

Congress passes the Government Performance and Results Act (GPRA). “The purposes of this Act are to – improve Federal program effectiveness and public accountability by promoting a new focus on results, service quality, and customer satisfaction – help Federal managers improve service delivery, by requiring that they plan for meeting program objectives and by providing them with information about program results and service quality.”

· Establish performance goals to define the level of performance to be achieved by a program activity.

· Express such goals in an objective, quantifiable, and measurable form.

· Describe the operational processes, skills, technology, and the human capital, information, or other resources required to meet the performance goals.

· Establish performance indicators to be used in measuring or assessing the relevant outputs, service levels and outcomes of each program activity.

· Provide a basis for comparing the actual program results with the established performance goals.

· Describe the means to be used to verify and validate measured values.

Go to Appendix Two: Government Performance and Results Act of 1993, (b) Performance Plans and Reports, Section 1115. Performance Plans.

History, Purpose, and Perspective 
1994 – Six National Goals

The CSBG Monitoring and Assessment Task Force supported by the Administration for Children and Families, Office of Community Services (OCS), and the U.S. Department of Health and Human Services produced a National Strategic Plan that identified six national goals for community action.

Goal 1.  Low-income people become more self-sufficient.

      (Family)

Goal 2.  The conditions in which low-income people live are

      improved. (Community)

Goal 3.  Low-income people own a stake in their community. 

      (Community)

Goal 4.  Partnerships among supporters and providers of

services to low-income people are achieved. (Agency) 

Goal 5.  Agencies increase their capacity to achieve results. 

      (Agency)

Goal 6.  Low-income people, especially vulnerable 

populations, achieve their potential by strengthening family and other supportive systems. (Family)
History, Purpose, and Perspective 
1998 – ROMA 

ROMA is a sound management practice that incorporates the use of outcomes or results into the administration, management, and operation of human services.  CAAs must focus on the outcome—the result or the product—in addition to the services and activities of the program. 

In response to GPRA and the recognition by OCS that the CAAs could benefit from developing their own management and accountability practices, the CSBG Act was amended to mandate implementation of a comprehensive performance-based management system across the entire Community Services Network. This system, named “Results-Oriented Management and Accountability,” or ROMA, required reporting from all CAAs and CSBG funded agencies beginning October 1, 2001. 

State government and the CAAs have significant discretion and flexibility in their programming. Successful ROMA implementation must accommodate these differences while supporting national measures.

In the ROMA model, data is collected to develop a body of information used by CAA managers to support their on-going management of the agency. ROMA focuses on the outcomes resulting from agency activities in addition to the traditional counting of clients and units of service. Budget is linked to outcomes in addition to expenditure and service data.
History, Purpose, and Perspective 
2001 – Focus on Client and Community  

The Office of Community Services issues Information Memo 49 –Program Challenges, Responsibilities and Strategies – FY 2001-2003. The six national ROMA goals reflect a number of important concepts that transcend CSBG as a stand-alone program. The goals convey the unique strengths that the broader concept of Community Action brings to the Nation’s anti-poverty efforts. 

1. Focusing our efforts on client/community/organizational change, not particular programs or services. As such, the goals provide a basis for results-oriented, not process-based or program-specific plans, activities, and reports.

	CAAs are client and not program based delivery systems; the effectiveness of Community Action is measured by the positive impact on the client resulting from participation in all programs of the CAA; CAAs work to improve their community as well as their internal management processes.


2. Understanding the interdependence of clients, communities, and programs. The (six national) goals recognize that client improvements aggregate to, and reinforce, community improvements, and that strong and well-administered programs underpin both.

	Emphasizes the interdependence of the family, agency and community model whose effectiveness depends on sound agency management.   


3. Recognizing that CSBG does not succeed as an individual program. The (six national) goals presume that Community Action is most successful when activities supported by a number of funding sources are organized around client and community outcomes, both within an agency and with other service providers.

	Establishes that CSBG is part of the CAA and not an individual program, that CAAs work best in partnership and collaboration with other community based organizations, that CSBG funds are used to leverage other agency and community resources, and that all activities and outcomes of a CAA whether funded by CSBG or other sources are reportable. 


Go to Appendix Three: CSBG Program Information Memorandum Transmittal No. 49, February 21, 2001. 

History, Purpose, and Perspective
2005 – Implementation of National Indicators of

                  Community Action Performance

The Office of Community Services (OCS) participated in a Program Assessment and Rating Tool (PART) review administered by the Office of Management and Budget (OMB), which raised several questions regarding the implementation and reporting of ROMA data across the country.  

PART questioned, especially, the way individual states/eligible entities had established performance goals and performance indicators.  It was suggested that a national system be adopted to standardize this information for everyone.

	Further information about the PART review process including performance data and a detailed review of CSBG can be found at:

http://www.whitehouse.gov/omb/budget/fy2005/part.html 


In response to OMB and its issuance of PART, OCS has moved to institute the first mandatory reporting for 2005.
Implementation of National Indicators of Community Action Performance

Twelve (12) national performance indicators were created collaboratively within the Community Services Network to enable approximately 1,000 diverse community action agencies in 52 states and territories to present a more uniform and coherent national picture of their work and accomplishments.
Reporting of national performance indicators is an important component of the broader community action initiative to use results-focused management principles to revitalize and strengthen the entire Community Services Network.   
The 12 National Performance Indicators are about Community Action, not just the Community Services Block Grant. Outcomes should be counted and reported from all relevant community action programs and activities.

Agencies should report outcomes only for those National Performance Indicators for which they have supporting programs and activities.

The 12 National Performance Indicators reflect only a portion of the work and accomplishments of Community Action. This is not our complete story, but a selective sampling of what we do.

Community Action Agencies should continue to report annually on their full range of ROMA outcomes in addition to reporting on the 12 national indicators. 
* It is important to note that each National Indicator is followed by sub indicators.  

There are actually 76 indicators and sub indicators which are a part of the accountability system for 2005. 
A list of all the National Performance Indicators can be found in Appendix 4.
Efforts like those of PA FACS Report (see Appendix 5) and the work of the Monitoring and Assessment Task Force (MATF) formed the basis of the National Indicators of Performance for Community Action. 
Module Two

Introduction To Outcomes

What are Results? What are Outcomes?

Learning Objectives:

· Become familiar with terminology and concepts underlying ROMA.

· Recognize that Community Action has three dimensions: family, agency, and community.  All three, not just family, constitute good Community Action practices.

1. Outcomes or results are benefits to individuals, families, organizations, and communities derived from participation in a program or service. Outcomes are always measurable.

2. CAAs, whether community-based organizations or agencies of local government, produce results, or outcomes that benefit individuals, families, and the communities in which they live. 

3. CAAs are held accountable for producing outcomes and must demonstrate the capacity to manage and deliver services in an efficient and effective manner.

4. CAAs produce family, agency, and community outcomes:
· Family outcomes describe the transition toward and achievement of self-sufficiency, and the supports necessary to ensure well-being.

· Agency outcomes describe the capacity of the CAA to use sound management practices in the delivery of programs and services. 

· Community outcomes describe the ability of the CAA to mobilize public and private resources that support low-income persons in their transition to self-sufficiency, the use of these resources to improve community infrastructure, and the involvement of low-income persons in community organizations and activities.
What are Examples of Family Outcomes?

Low-Income People Become More Self-Sufficient

(Goal 1)
	Learning Objective: Self-sufficiency is more than employment and employment related activities. It can also include outcomes from support activities necessary for the movement towards self-sufficiency and the reduction and elimination of barriers preventing self-sufficiency. 


· Unemployed persons obtained employment or self-employment. 

· Employed persons obtained better employment or self-employment. 

· Persons maintained employment for at least 90 days.

· Persons increased earned income. 

· Household resources increased from non-employment sources.

· Persons increased their ability to manage income and accumulate and use assets to achieve self-sufficiency.

· Persons obtained adequate, safe, affordable, unsubsidized, permanent housing.
· Barriers to employment and self-sufficiency were eliminated or reduced. Outcomes from support activities necessary for the movement towards self-sufficiency were achieved.
	The FACS Report/Outcome Catalog can support management’s use and reporting of national performance indicators for Community Action. Reporting Goal 1 outcomes is usually the responsibility of direct service workers.


Go to Appendix Five: Source: Generic 2003 FACS Report/Outcome Catalog adopted for use in Pennsylvania, Connecticut, West Virginia, Georgia, Florida and Washington. 

What are Examples of Family Outcomes?
Low-Income People, Especially Vulnerable Populations, Achieve Their Potential by Strengthening Family and Other Supportive Systems (Goal 6)

	Learning Objective: There is a broad range of outcomes that are achieved by persons or families who maintain a level of self-sufficiency or well-being as a result of Community Action. 


· Increased education or skills. 

· Increased families’ skills and strengthened families.

· Increased ability to manage income.

· Obtained, maintained, or improved housing arrangements.

· Reduced or eliminated an emergency need.

· Improved or maintained nutrition.

· Obtained access or links to services.

· Improved or maintained physical or behavioral health.
· Children and youth participate in services that support their growth and development.

· Seniors participate in services that support independent living.
	The FACS Report/Outcome Catalog can support management’s use and reporting of national performance indicators for Community Action. Reporting Goal 6 outcomes is usually the responsibility of direct service workers.


Go to Appendix Five: Source: Generic 2003 FACS Report/Outcome Catalog adopted for use in Pennsylvania, Connecticut, West Virginia, Georgia, Florida and Washington. 

What are Examples of Agency Outcomes?

Partnerships among supporters and providers of services to low-income people are achieved (Goal 4)

	Learning Objective: It is not the existence or counting of partnerships and collaborations but the impact these arrangements have on clients and their communities.  


· Partnerships or collaborations to coordinate service delivery, improve program efficiency, streamline administration, and/or eliminate the duplication of services.

· Partnerships or collaborations to improve community planning.

· Partnerships or collaborations to achieve specific family outcomes.

	The FACS Report/Outcome Catalog can support management’s use and reporting of national performance indicators for Community Action. Reporting Goal 4 outcomes is usually the responsibility of executive management.


Go to Appendix Five: Source: Generic 2003 FACS Report/Outcome Catalog adopted for use in Pennsylvania, Connecticut, West Virginia, Georgia, Florida and Washington. 

What are Examples of Agency Outcomes?

Agencies increase their capacity to achieve results (Goal 5)

	Learning Objective: Leveraging of community resources, agency capacity building and growth towards management excellence are ROMA outcomes.  


· Agencies leverage external resources to increase their capacity to serve low-income people.

· Agencies leverage external in-kind and donated resources to increase their capacity to serve low-income people.

· Agency is organized around the client and operates its programs, services, and activities toward accomplishing family and community outcomes.

· Agency has the capacity to report client progress towards self-sufficiency.
· Agency has provided Results-Oriented Management and Accountability training to board and staff.
· Agency programs achieved accreditation demonstrating that program obtained a level of excellence or met or exceeded nationally recognized standards.
· Agency staff obtained credentials that improve their capacity to achieve results.
	The FACS Report/Outcome Catalog can support management’s use and reporting of national performance indicators for Community Action. Reporting Goal 5 outcomes is usually the responsibility of executive management.


Go to Appendix Five: Source: Generic 2003 FACS Report/Outcome Catalog adopted for use in Pennsylvania, Connecticut, West Virginia, Georgia, Florida and Washington. 

What are Examples of Community Outcomes?
The conditions in which low-income people live are       improved (Goal 2)

	Learning Objective: Community outcomes are an integral part of Community Action and describe the allocation and focusing of public and private resources for antipoverty purposes, improvement in the community infrastructure, and creation of employment and other resources to support low-income people in their transition towards self-sufficiency.            


Low-Income people have improved access to employment, housing, capital, and essential services.

Municipal infrastructure is maintained or improved.
The supply of jobs, adequate and affordable housing, community facilities, capital and lending programs or essential services is increased.

CAA resources expand capacity of other agencies to serve low-income people.

Investment in the community benefits low-income people.
The quality of life in low-income neighborhoods is improved.
	The FACS Report/Outcome Catalog can support management’s use and reporting of national performance indicators for Community Action. Reporting Goal 2 outcomes is usually the responsibility of executive management.


Go to Appendix Five: Generic 2003 FACS Report/Outcome Catalog adopted for use in Pennsylvania, Connecticut, West Virginia, Georgia, Florida and Washington. 

What are Examples of Community Outcomes?
Low-income people own a stake in their community (Goal 3)

	Learning Objective: Community outcomes are an integral part of Community Action and describe the participation of low-income people in community organizations and community activities including volunteer and paid involvement. It includes business and home ownership, indicators of positive community change, and stability.  


Low-income people participate in formal community organizations, government, boards or councils that provide input to decision-making and policy setting through CAA efforts. 

Low-income people participate in advocacy activities.

Low-income people participate in social or volunteer activities.

Low-income people own businesses or homes in their communities.
	The FACS Report/Outcome Catalog can support management’s use and reporting of national performance indicators for Community Action. Reporting Goal 3 outcomes is usually the responsibility of executive management.


Go to Appendix Five: Source: Generic 2003 FACS Report/Outcome Catalog adopted for use in Pennsylvania, Connecticut, West Virginia, Georgia, Florida and Washington. 

Comparison of Family, Agency, and Community Outcomes for Employment
	Learning Objectives: CAAs produce employment outcomes in the family (Goals 1 and 6), agency (Goals 4 and 5) and community (Goals 2 and 3) levels. While many social sector organizations can help people find employment, CAAs also create jobs, reduce barriers, leverage funds for training, and contribute to the overall economic development of the community.   


Family level employment outcomes can address an individual’s employment status such as:

· Full time employment with or without benefits.

· Part time employment with or without benefits.

Agency level employment outcomes can address the relationship of the CAA with other government, community, and private sector organizations to provide additional resources and access to employment: 

· Partnership with public agency for job training and employment placement for low-income people.

· Agreement with a private corporation for placement of low-income people into entry-level employment.

Community level employment outcomes can address factors that affect the ability to secure and maintain employment: 

· Working with local economic development agency to create jobs. 

· Working with local transit authority to add bus routes increasing the availability of public transportation for low-income persons. 

· Working with employers to secure additional funding expanding the availability of second shift childcare for low-income persons. 

The Environment for Outcomes

Learning Objectives:
· Outcome information is more than compliance reporting.

· The dissemination of outcome information is used internally by the CAA to manage its operations and is used externally to market its successes, gain public approval and improve funding opportunities.

· Competition and Privatization

· Changes in Public Policy and Funding

· Personal Responsibility Act – Welfare Reform

· Changing Demographics 

· Government Performance and Results Act (GPRA), 1993

Application of Outcomes for Management
· Stewardship, Accountability, Public Trust, and Credibility

· Demonstrate Impact to Funders

· Program Assessment, Quality Assurance and Budgeting

· Return-On-Investment
· Human Resources
· Influence Client Decisions

Communicating and Marketing Outcomes

· Improve Funding Opportunities 

· Gain Public Support and Improve Public Image

· Influence the Media 

· Address Legislative and Political Needs 

Go to Appendix Six: – Application of Outcomes for Management, Communicating, and Marketing

Benefits of Outcomes For Managers, Staff, and Clients

Learning Objective: Outcome information is useful to all staff in a CAA as well as the clients.
Managers:

· Describe what is actually going on and how well it is being done.

· Describe what is meaningful data to managers and line staff.

· Focus work efforts and help staff measure accomplishments.

Staff:

· Realistic expectations for clients.

· Receive feedback directly from clients on successful aspects of the program.

· Increase morale by knowing which clients are helped.

· Help identify clients who can best benefit from services.

· Less burnout (feel you have accomplished something).

Clients:

· Helps clarify what is expected of them when participating in the program or receiving the service.

· Creates a common language for communicating expectations between the client and the provider.

· Better able to measure one’s own progress or achievement towards a goal. Know when achieving a benchmark or milestone.

Module Three

Introduction to the Drucker Foundation Workbook
It’s About Management, Accountability, and Results!

Learning Objective: The Drucker Foundation Workbook is a comprehensive planning tool that CAA’s can use to support their implementation of ROMA.
“All social sector organizations share the common “bottom line” of changed lives. This is where results are – in the lives of people outside the organization – and achieving these bottom-line results is of absolute importance.”
“Social sector organizations have to think through very clearly what results are for their programs and services. They must demonstrate both commitment and competence in a highly demanding environment. People are no longer interested to know, “Is it a good cause?” Instead, they ask, “What is being achieved? Is this a responsible organization worthy of my investment? What difference is being made in society, in this community, in the life of individuals?” The successful social sector organization will hold itself accountable for performance inside the organization – for effective marketing, exemplary management of human and financial resources, for contributions in all areas – but always with the central focus on its bottom line: changed lives.”
“Social sector organizations with vision and new mind-sets will forge relationships crossing the private, public and social sectors to build partnerships and community. They will welcome the challenge of accountability, define and achieve meaningful results, and articulate their accomplishments in a way that draws interest, energy, and support their mission. They will change lives.”

“The demand that social sector organizations show results is not a passing trend. Nor should it be. The demand today and for the future is performance. The first requirement of volunteers, partners, and funders at all levels is to see that a difference is being made. They are asking, How are you changing lives and communities for the better?”
Source: Peter F. Drucker and Frances Hesselbein – The Drucker Foundation Self-Assessment Tool – Participant Workbook, 1999.

Managing Your Community Action Agency

The Context for Outcomes

Learning Objectives:

· Become familiar with the Drucker principles for managing social sector organizations.  

· Recognize the relationship between the organization’s mission, the needs of their clients or customers, the delivery of services, and the expected outcomes.  

· Recognize that implementation of ROMA can be supported by completion of the five Drucker Self-Assessment Questions.

· Take the Drucker Foundation Workbook book back to your CAA for a “second look.”  

The Drucker Foundation Self-Assessment Participant Workbook
Question 1: What Is Our Mission?




13 
What Is the Current Mission?






17

What Are Our Challenges?







18

What Are Our Opportunities?






19

Does the Mission Need to Be Revisited?





20
Question 2: Who Is Our Customer?




21 
Who Are Our Primary and Supporting Customers?



25

How Will Our Customers Change?





26
Question 3: What Does the Customer Value?


31 

What Do We Believe Our Primary and Supporting Customers Value?
35

What Knowledge Do We Need to Gain from Our Customers?


36

How Will I Participate in Gaining This Knowledge?



38
Question 4: What Are Our Results?




39

How Do We Define Results?






45

Are We Successful?







46

How Should We Define Results?






48

What Must We Strengthen or Abandon?





49
Question 5: What Is Our Plan?





51

Should the Mission Be Changed?






57

What Are Our Goals?







58
Source: Peter F. Drucker, The Drucker Foundation Self-Assessment Tool – Participant Workbook, Jossey-Bass Publishers, 1999.

Go to Appendix Seven: – Peter F. Drucker Article

Module Four

Building Blocks
Let’s Begin – Building Block #1 – Mission

Learning Objectives:

· A mission concisely describes the purpose of an organization or program, who it serves, and what it intends to do and accomplish. A CAA must have an overall mission statement and should have sub-mission statements for its various programs.

· Organizations need to review their mission statements annually and revise them accordingly.  Anytime an organization adds or drops a program or service, the mission should be reevaluated.  

Please write a mission statement for your Community Action Agency or a specific program or service.

	Hint: Does your mission statement contain references to the population being served, the services they receive, the relationship to the community and the expected outcomes for the client? Can it fit on a T-shirt or on the back of a business card?

Hint: Key Words
· Population – Low-income, poverty, special needs.

· Services – Social, human, educational, health, or community services.

· Relationship – Partnership, collaboration, referral, agreement, contract.

· Outcomes – Self-sufficiency, independent, well-being, ready-to-learn.
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               Mission:
Let’s Begin – Building Block #2

Identified Problem, Need, or Situation 

Learning Objectives

· A needs assessment is part of an agency’s strategic planning process and is one of the building blocks for developing outcomes.

· It is necessary to identify (tag) each Problem, Need, or Situation statement by F (Family), A (Agency), or C (Community). Proper identification of the problem sets the path for the solution.
· This exercise can be conducted in your own agency using “key informants.” 

Identify the top three needs, issues, problems, concerns, barriers, or challenges facing the clients in your community.

	Hint: Place #1, #2, or #3 alongside each statement indicating priority order. When you present to the group, state your #1 priority even if someone else has already spoken it. This process is used to determine the identification of the need as well as its magnitude in the community. 


                                   Logic Model   
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               Mission:
Module Five A

A Practical Guide for Developing Outcomes

Types of Outcomes

Learning Objective: Outcomes are not static and have different dimensions including time, status, and direction. There are ROMA tools to measure change.
Outcomes can be used to measure change over time, status, or direction for the family, agency, and community.

	Change over time:

· Short-term, Intermediate-term, Long-term
ROMA Tool – Logic Model
Change in status:
· Thriving, Safe, Stable, Vulnerable, In-Crisis
ROMA Tool – Outcome Scale 
Change in direction:

· Positive, Neutral, Negative
ROMA Tool – Percentage, Ratio


Change over time: Short-term, Intermediate-term, Long-term

The use of these types of outcomes is relative; short-term for a client in need of shelter may be “this afternoon” while short-term for someone obtaining basic job skills training may be six months. Change over time is also a three-point scale.
Change in status: Thriving, Safe, Stable, Vulnerable, In-Crisis
The use of these types of outcomes is relative; what may be safe for one public housing project might be in-crisis for another depending on the location and other environmental factors. Change in status is a five-point scale.

Change in direction: Positive, Neutral, Negative
It is equally important to measure all three directional outcomes. A positive outcome would indicate progress. A neutral outcome may indicate client stability or no change in status. A negative outcome may indicate that the client is unable to experience, or affect positive change; that other external factors may be negatively influencing the client’s behavior, or a program or service may not be operating as intended. When assessing the impact of services on a client(s), you must account for all three directional outcomes. 

Characteristics of Outcome Language

Learning Objective: Become familiar with outcome language.
Outcome language describes the impact on the client resulting from the service. *   

For example, the outcomes of providing employment and training services to 50 clients could include:     

· 10 obtained full-time jobs above minimum wage, including benefits, and are employed 90 days after placement;

· 20 obtained permanent full-time jobs at minimum wage without benefits; 

· 10 obtained part-time temporary jobs;

·   5 are participating in on-the-job training programs, and

·   5 remain unemployed after 90 days in the program.

For example, the outcomes of providing case-management services to 20 families could include:     

· 5 families increased their household income by 20% or more; 

· 4 families obtained safe, affordable rental housing;

· 1 family purchased a home;

· 3 persons received their G.E.D. (General Educational Development) high-school equivalency diploma;

· 1 person completed the A.B.E. (Adult Basic Education) curriculum;

· 1 person opened a home-based childcare center, and

· 5 families are currently receiving case-management services and have not achieved any goal on their case-management plan.  

*Please note that the service, intervention, or activity is also referred to as the output. 

                                   Logic Model   
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               Mission:
Outcome Characteristics Checklist

	Learning Objective: Outcomes must meet all the characteristics below.


· Measurable.

· Simple, clear, and understandable.

· Realistic.

· Manageable.

· Identifies a specific group of clients.

· Specifies a time frame.

· Measures an end, not a means to an end.

· Outcome measures taken after service has

    been delivered.

Identifying Outcomes

Learning Objective: To develop strategies for identifying outcomes. 

	Outcome identification is a negotiated process. All stakeholders must accept the value of the outcome(s). The following steps can be undertaken if the CAA has never identified outcomes for a program or service or if the CAA establishes a new program or service.




1. Can outcomes be “found” within the mission statement?

2. Can the “needs assessment” help in the outcome development process?

--------------------------------------------------------------------

3. What are the priorities of the program managers and why?

4. Determine what is important to policy and decision-makers, and funders.

5. Examine the budget. Consider development of outcomes that address significant expenditures for a program, service or initiative.  

--------------------------------------------------------------------

6. Is outcome data readily available and accessible?

7. What is the quality of the data?

8. If the data has to be developed, is it achievable within a realistic time frame?

Writing Family Outcomes, Establishing Targets, and Measuring Performance – P1

Learning Objectives: Learn to write outcomes, outcome/indicators, and measure performance. 

	**Outcomes Must Be Collected For Each Client**
There are five steps to writing a measurable outcome statement and determining performance:

1. Identify the outcome(s). This is a qualitative statement, no numbers.

     This is placed in the Numerator.
2. Identify the outcome/indicator(s). This is a quantitative statement where the number of clients or units that is expected to achieve the outcome is added to the general outcome statement. This is placed in the Numerator.
3. Identify the service, activity, intervention, or output that is expected to produce the outcome and the number of people receiving the service. 
This is placed in the Denominator.

4. Steps 1, 2 and 3 prior to delivery of the service are used to target, estimate or project the total number of clients who are expected to obtain the service as well the total number of clients expected to achieve the outcome. 

5. Estimate Performance by calculating the relationship between the number receiving the service and the number achieving the outcome. This is done prior 

to delivery of the service by dividing the numerator (targeted outcome/indicator) by the denominator (number of people receiving the service), yielding a percentage or “success rate.”

6. Actual Performance is calculated after delivery of the service using the same process as above but replacing the projected or targeted numbers with the actual numbers. 

7. A timeframe must be identified and documented in the description of the work.




Be realistic when projecting the number of clients who are expected to achieve the outcome. Use real numbers for the target if they are known or can be estimated with reasonable accuracy. If the program is new or numbers have never been collected, write the target using the symbols # and % and include a footnote indicating that actual numbers will be collected and reported as they become available during the year.

Writing Family Outcomes, Establishing Targets, and Measuring Performance – P2
                                   Logic Model   
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                                           Mission:
Example One: Establishing the Target, Estimating Performance

· A family self-sufficiency program has enrolled 20 families who will receive case-management services over the next six months. (D)
· It is estimated or projected that seven of the families will increase their household income by 10% at the end of the six-month period. (N)
1. Service/Activity (D) – Case-managed family self-sufficiency program serving 20 families in a six-month period.

2. Outcome (N) – Increase household income. 

3. Outcome/Indicator (N) – Increase household income by 10% in six months. 

4. Projected # of families expected to achieve outcome (N) – Seven.

	 N__7 families increase household income by 10% = 35% projected success rate. 
 D   20 families participate in case-management      The numerator is the target. 




The outcome indicator is the aggregation of the # of people who are expected to achieve the outcome: 7 out of 20 or 35% will increase household income by 10%.
Example Two: Measuring Actual Performance 

· After the service has been provided, identify the actual number of clients who achieve the outcome within the established timeframe and calculate the success rate. This requires follow-up. Do not reduce the denominator if clients drop out or otherwise withdraw from services. 
	N_   5 families increase household income by 10%  = 25% actual success rate.
D   20 families participate in case-management         This is actual performance.  



Writing Family Outcomes, Establishing Targets, and Measuring Performance – P3
Example Three: Measuring Actual Performance With A Reduced Denominator
If you are managing your program using results-oriented management practices, you will want to know how many individuals you will need to serve to achieve certain goals. 

For example, if 20 families enroll in case-management and at the end of the program 15 families complete all requirements, do you use the 20 as the denominator or do you use 15?  

The question is often raised, “when does a client become a client?”

This is a decision you will need to establish at your agency.  

When do you begin to count a client as a client?  Do you have an established process, or do you count everyone who comes in for information?  

Once you establish the process for “counting” a person as having received service, you must not further reduce the denominator as people do not continue to work toward their goals.  

In the case management program, if 15 of the participants did not complete the program requirements, we would not reduce the denominator to adjust for these drop outs, unless we established prior to the start of the program that we would not “count” the participants until they started saving.  

	       5 families increase household income by 10% = 25% (33%) success rate.

      20 (15) families participate in case-management




· Actual performance for this program is 25% (5/20). If the CAA only counts those completing the program (15) and not the original number enrolled (20), it inflates the success rate from 25% to 33%. 
· It may be necessary to calculate both measures of performance, comparing the group with all original enrollments, 25% performance, with the group that completed the program, which excludes dropouts, 33% performance. Accountability requires documentation of all people served.

How to Identify Success for the

National Indicators of Performance

Learning Objectives:

· Learn how to measure performance for the National Indicators of Community Action.

· Recognize that calculating performance for the National Indicators of Community Action is different than how your CAA may calculate and report performance.

Calculating performance for National Indicators is based on a comparison of targeted or projected outcomes, the denominator, with the actual achievement of those outcomes, the numerator. 

The calculation does not use the denominator of those receiving services. 

This measurement is designed to identify the ability of each CAA to project their performance.  How well you are able to manage your program depends on your ability to accurately project how many outcomes you expect to document.

In this same example, you have projected that 7 out of the 20 families receiving case management services will increase their family income by 10%.  The number you have projected is your target, and becomes the denominator of the fraction.  This is the number that will appear in your plan as your target. When the program is over, you find that 5 families actually increased their household income by 10%.  This number becomes the numerator of the fraction.  

Your success rate for this project is 71%.
	N_ 5 families increase household income by 10% (Actual)   = 71% success rate
D   7 families increase household income by 10% (Target)           



Use of Proxy Outcomes 

Learning Objectives:

· The appropriate use of proxy outcomes.
· Proxy outcomes are best used where there is client intake and eligibility information indicating the presumption of risk, and that the intervention or proxy outcome can be characterized as preventive in nature thereby reducing or eliminating the risk.
	A proxy outcome is when the intervention, activity or service, is also the outcome. Use of a proxy outcome must be justified and documented.


A proxy outcome is best used when it is:

· Supported by previous research.

· Preventive and the client is eligible for the service. 

· Not practical to measure the actual program outcome.

· Not yet certain about the specific outcome.

· The best outcome available until better data collection procedures can be developed.

Examples of Proxy Outcomes
Example 1: Senior Congregate Meal Program.
· Research shows that provision of a senior congregate meal program produces outcomes such as the reduction or elimination of hunger, a guarantee of a nutritionally balanced meal, and social and emotional benefits including maintenance of independence, and stabilization and reduction of depression.

· It is not practical to expect a senior congregate meal program to collect these outcomes.

· Eligibility for the senior congregate meal program determines that a specific group of clients are at risk and would benefit and achieve the expected outcomes.

· Therefore, counting the number of eligible persons obtaining a meal is the proxy outcome for prevention of hunger, better nutrition, maintenance of independence, etc. This is a client or family outcome. Counting the number of meals served is not an outcome but the output or intervention. 
Example 2: After School Program.
· Research shows that children and youth in an unsupervised home setting or outside the home in the absence of adult supervision are more likely to engage in negative behavior (negative outcome) during the hours of 3:00PM-6:00PM than those in a safe structured adult supervised setting.

· Eligibility and intake for the after school program determines that a specific group of children and youth do not have adult supervision (are at risk) during the after school hours of 3:00PM-6:00PM while their parent(s) is at work or training.

· Therefore counting the number of children and youth regularly attending the after school program is a proxy outcome for preventing, reducing or eliminating negative behaviors such as juvenile crime, etc. 

· After school programs can also demonstrate other outcomes such as improved academic performance, which result from a more specific intervention (tutoring, homework assistance, counseling) than regular attendance.

Use of a proxy outcome should not become an excuse for routine reporting of outputs such as attendance or participation as outcomes.

What is Performance? – Let’s Talk Baseball!

Learning Objective: CAA’s learn to recognize realistic measures of performance.
	Instructions: You will receive a baseball card. Please check to see that the card is a batter rather than a pitcher. On the back of the card is a batting average.  Please write the batting average below. The batting average is a three digit number beginning with a decimal point, e.g., .273. This is the statistic that is used to measure hitting performance. 


Write batting average here:

Success Measures in Industry 

References for Setting Public and Nonprofit Sector Expectations

Learning Objective: CAA’s should develop their own “industry” standards and feel comfortable with modest measures of success and performance.
· Executive management recruitment, ___ % placement rate.

· New Magazine, ____ % survives over 12 months.

· Movies ____ in 6 or ____ % make a profit.

· Broadway ____ in 7 or _____ % make a profit.

· Music Recordings, ____% make a profit.

· Prescription drugs, ____ % make it to market.

· Of the prescription drugs that make it to the market,

     ____ % make a profit.

· Pfizer ____ in 100 new drugs or _____% make it to the market, 10 – 12 years to develop a product.

· DuPont ____ in 250 or _____% of ideas to generate one major marketable new product

· On Time Railroad Delivery + or - ____ hours.

· Baseball: 1 in 3 (.333 or 33%) is a superstar.

                    1 in 4 (.250 or 25%) is a successful hitter. 
	Community Action must establish its own standards of performance and communicate these standards of performance to elected officials, government, public and private funders, the general public, the media, and to the staff of CAAs and CSBG subcontractors. 


“Rules of Thumb” – P1 
Learning Objective: To learn “short-cuts” when developing outcomes and indicators.

	1. Capture the impact of the program or service in three or less outcomes.

2. Minimize use of “soft” outcomes.

3. Use a measurement tool to capture outcomes. 

4. Use a pre-existing measurement tool before creating one.

5. Research other organizations that may have an outcome framework before creating your own.




Capture the Impact of the Program or Service in Three or Less Outcomes 

The major accomplishments or results of most programs and services can generally be captured in three or less outcome statements. These outcomes should represent most of the work of the organization as manifested in the budget and be reflected in the mission statement, objectives, or goals. 

Minimize Use of Soft Outcomes

Occasionally, agencies identify outcomes that are very general or broad. Several examples of “soft” outcomes include:

· Achievement of self-esteem or self-confidence exclusively. This is acceptable if it is part of an overall comprehensive assessment measuring other types of functioning.

· Meeting or exceeding one’s own goals without identifying the goals.

· Exclusive use of self-reporting outcome tools, or exclusive or inappropriate use of customer satisfaction surveys, in lieu of more objective outcome reporting.

· Anecdotal stories replacing hard or quantitative data.

“Rules of Thumb” – P2
Use a Measurement Tool to Capture Outcomes  

A data collection or measurement tool must be identified that captures client data for each program or service:

· Intake and Assessment Instrument

· Pre and Post-test.

· Customer/client satisfaction survey.

· Follow-up survey.

· Observational survey.

· Scale, e.g., functioning scale or self-sufficiency scale.

Use a Preexisting Measurement Tool Before Creating One 

There are existing tools that may be available for measuring outcomes. CAAs

should be encouraged to use these existing outcome measurement tools before creating their own.  Education programs, such as Adult Basic Education (ABE) and English as a Second Language (ESL), have standardized outcome measurement tools available. Counseling and behavior modification programs also have tools to measure changes in function such as the Global Assessment of Functioning Scale (GAF). Standardized tools are also available for employment and training. 
Research Other Organizations That May Have an Outcome Framework Before Creating Your Own. 

There are many organizations with national affiliations who have made significant investments in their outcome evaluation and reporting systems. Rather than duplicate work, efforts should be made to use the same outcomes that these organizations report to their regional affiliates or national headquarters. Organizations believed to have national outcome evaluation and reporting requirements include:

· American Red Cross 

· Big Brothers Big Sisters 

· Boys and Girls Clubs 

· Girl Scouts, Boy Scouts 

· Salvation Army 

· United Way

· YMCA, YWCA 

Faith based organizations such as Catholic Social Services, Lutheran Services, and Jewish Family Services may also use standardized measurement tools. 

Assignment #1 – CAA Program Area___________________________

Select a CAA program area.        What are the outcomes/indicators?             Copy One – Practice

	Service or Activity

Identify Timeframe

# of clients served, # of units offered

Column 2
	Outcome

Column 3
	Outcome/Indicator*

Column 4

	Example: 20 families receive budget counseling as part of the family self-sufficiency program, 7/1/04-6/30/05.
	Families increase their household income.            
	7/20 or 35% of families will increase their household income by 10%. 

	Service 1:


	Outcome 1:
	Outcome/Indicator 1:



	Service 2:


	Outcome 1:
	Outcome/Indicator 1:




Complete Assignment #1 using one of the following programs: Employment, Housing, or Daycare.

Assignment #1 – CAA Program Area___________________________

Select a CAA program area.        What are the outcomes/indicators?              Copy One – Text

	Service or Activity

Identify Timeframe

# of clients served, # of units offered

Column 2
	Outcome

Column 3
	Outcome/Indicator*

Column 4

	Example: 20 families receive budget counseling as part of the family self-sufficiency program, 7/1/04-6/30/05.
	Families increase their household income.            
	7/20 or 35% of families increased their household income by 10%. 

	Service 1:


	Outcome 1:
	Outcome/Indicator 1:



	Service 2:


	Outcome 1:
	Outcome/Indicator 1:


Classic Mistakes

 When Writing Outcomes – P1  
Learning Objective: Become familiar with outcome language, learn to recognize subtle errors, acquire skills to craft outcome statements. 
	1. Service is stated as an outcome.

2. Absence of a clear relationship between the service and the outcome.
3. Projected outcome cannot occur within the expected time frame.
4. Performance is under or over estimated.



1. Service is stated as an outcome.

· Unemployed former welfare recipients will attend job readiness training. 

· Families enrolled in a self-sufficiency program will receive budget counseling.

· Middle school students will receive conflict resolution training.

	Hint: Examples list activities not outcomes. None are proxy outcomes.


2. Absence of a clear relationship between the service and the outcome.

· Parents will raise their income levels after provision of job counseling and life skills services.

· Target population is knowledgeable about medication compliance as a result of receiving a brochure at an education conference.

· Senior citizens will increase their mobility and flexibility from needing assistance when walking or being seated to walking and being seated without assistance by receiving one hot meal a day.

	Hint: There is no clear relationship between the service and the expected or reported outcome.  


Classic Mistakes

 When Writing Outcomes – P2  
3.  Projected outcome cannot occur within the expected time frame. 
· Homeless jobless families entering a family self-sufficiency program will become completely self-sufficient (permanent full-time employment without subsidized benefits) within one year of enrollment.

· Clients discharged from inpatient drug and alcohol rehabilitation will obtain permanent employment three months after detoxification.

	Hint: The outcomes are not likely to occur within the identified timeframe. Consider developing short-term and intermediate-term outcomes that can be accomplished within the stated timeframe.  


4.  Performance is under or over estimated.

· 100% of homeless families will be able to purchase their own homes within one year of being homeless.

· 80% of at–risk female 9th graders in an urban school system will remain in high school and will graduate with a diploma.

· 30% of all unemployed welfare recipients will obtain employment.

	Hint: The performance statistics are all unrealistic. Performance statistics for the homeless families and at-risk 9th graders are over estimated and the performance statistic for employment of welfare recipients is under estimated. You may need to be familiar with the content of the program in order to estimate or establish performance.


Module Five B

Closer For Day One

CAAs and Their Subcontractors Need To…

Learning Objective: Go back to your agency and implement ROMA. 
recognize the truly sweeping nature of these changes and how they will affect management of your CAA, future funding and relationships to funders.  Good managers, staff, board members and funders want to know what outcomes are achieved and the return they are getting on their investment.

recognize the focus is on outcomes and performance in addition to activities or outputs.  The focus is on client outcomes and performance in addition to program outcomes. How did the client benefit as a result of our interventions and how does this compare to last year or another program?

identify and collect appropriate and relevant outcome data.  Baseline data is necessary to measure change.  It is important to identify the agency’s information needs in a ROMA environment. It is important to convey or market the outcomes or impact of the interventions outside the CAA.

implement the collection and reporting of the National Indicators of

     Community Action Performance.

recognize and control for various funders requiring different outcome measures.  It is important for a CAA to develop common and acceptable outcome measures useful to all funders.  This can be accomplished through additional collaborative and partnership arrangements.
train staff and Board in ROMA practices.  Staff need basic tools and technologies to successfully perform their job in this environment. Boards need to better understand how implementation of ROMA changes the management and accountability responsibilities of their CAA.
Reinventing Organizations*
1. What gets measured gets done.

2.  If you do not measure results, you cannot tell success from failure.           

3. If you cannot see success, you cannot reward it.

4.  If you cannot reward success, you are probably rewarding

    failure.

5. If you cannot see success, you cannot learn from it.

6. If you cannot recognize failure, you cannot correct it.

7. If you can demonstrate results, you can win public

    support.

*Reinventing Government, David Osborne & Ted Gaebler, 1992.  Addison-Wesley Publishing Company, Reading, MA 01867, (617) 944-3700 Ext. 2431. 

Ten Questions Revisited

1. True or False: Community Action differs from other human service programs with its focus on self-sufficiency and community transformation, in addition to providing services to low-income people.

2. True or False: Community Action is a collaborative effort at the client, agency, and community level. 

3. True or False: CSBG funds are a dedicated funding stream to support the work of Community Action. 

4. True or False: The best way to measure the impact of Community Action is by reporting the utilization of programs and services exclusively funded by the Community Services Block Grant.       

5. True or False: ROMA is the exclusive reporting of data to state and federal government.

6. True or False: ROMA is a sound management practice that supports the administration of a CAA’s programs and services, including the measuring and reporting of family, agency and community outcomes.

7. True or False: Outcomes are used to measure effectiveness, impact, and performance.    

8. True or False: The use of outcomes improves agency competitiveness and marketability.

9. True or False: Outcome data must be collected for each client.

10. True or False: Implementing ROMA in your CAA will not take additional resources, time or effort and will not affect the way programs and services are delivered.
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