Session 4 Handout

CLARFYING AIMS, ACTIVITIES AND OUTCOMES

Clarifying your aims
Your overall aim tells everyone why your organisation or project exists and the broad,
longer-term impact you want to have on the lives of the people you work with.

Example: The Stobswell Community Project aims to improve the quality of life for families living in
Stobswell in Dundee.

Your overall aim should be brief, focused and guided by your organisation’s vision and
strategy. It should say what you want to achieve. It should not describe your services. That
comes later. Each project or service you run should have an aim.

Clarifying your activities
You next need to think about the activities or services that you provide. These are your outputs
- the things you deliver.

You may have a programme of activities that you have run for many years. Or you may have
developed new activities to fit in with what local people want. In both cases, these activities are
what will help you to fulfil your overall aim.

Clarifying your outcomes

Think carefully about how your activities can change the lives of the people who take part.
The changes that your activities make in people’s lives are your outcomes.

Outcomes:
« are about change or difference.

* are not the activity — they are the result of the activity.
* must link logically to the activity.

* use words like improve, decrease, develop, expand.

+ should be realistic — achievable in a few years.

» should be (largely) in your power to deliver.

* should be simple.

* answer the ‘so what?’ question.
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So What?

If you're not sure whether you’re looking at an outcome or ari6UtpUt, askifig S0 what?
should help:

Stobswell Community Project runs cookery classes — SO WHAT?
20 parents attend each class — SO WHAT?

These are important, but not outcomes. So...what came out of the classes?
The parents learn about healthy eating - OUTCOME

The parents start to cook healthy meals for their families - OUTCOME

The families’ health improves - OUTCOME

Don’t set too many outcomes — 4 or 5 are enough. You should focus on the changes that
are most relevant to your overall aim.

Example: The Stobswell Community Project’s intended outcomes (the differences we want to
make) are:

* improve community contact and mutual support between local families

* increase positive parenting skills

* help parents to have access to healthy food at low-cost

* increase opportunities for safe, constructive play for children aged 5 - 11

* reduce the levels of debt and hardship in the area

* increase volunteering in the local area

Your outcomes should be clear and focused. This is because:

* You need to know what you are trying to change before you can evaluate
whether you have made a difference.

* The people who use your services need to know what they can expect to gain
from working with you (and they won’t have unrealistic expectations).

* Many funders want to fund or purchase outcomes. They want to know what
difference their money makes and how it helps people to have a better life.

Some outcomes can be measured numerically, such as the number of volunteers in the area
or the number of people who have reduced their debt. These are called hard outcomes.
Other outcomes are qualitative, such as improved parenting skills. These are called soft
outcomes. Although you cannot count soft outcomes, there are equally valid ways to
measure them.

Clarifying the Link between Activities and Outcomes

Whatever problem you are trying to tackle, you need a logical connection between what you
plan to do (your services or activities) and the impact you are trying to make (your aim and
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outcomes). The example below lists the activities or outputs. The outcomes that the activities
should achieve are shown in brackets.

Example: The Stobswell Community Project will:

*  provide regular community events (to improve community contact and mutual support
between local families).

* run a products and services exchange scheme (to improve community contact and mutual
support between local families).

* run parenting workshops (to increase positive parenting skills)
» offer cookery sessions (to help parents to have access to healthy food at low cost).

* run after-school clubs and holiday play schemes (to increase opportunities for safe and
constructive play for children aged 5 to 11).

* provide a benefits advice and debt-counselling service (to reduce the levels of debt and
hardship in the area).

» offer structured volunteering opportunities (to increase volunteering in the local area).

This guide was developed for Evaluation Support Scotland by Mark Bitel at Partners in Evaluation
Scotland with funding from the Scottish Executive. Revised July 09.
For other Evaluation Support Guides please visit our website: www.evaluationsupportscotland.org.uk
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