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Triangle Consulting

·Specialise in helping not for profit organisations 

measure and communicate impact

·Have worked with NCVO, Department of 

Communities and Local Government, Big Lottery, 

Camden Council Groundwork, St Mungos and many 

more
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How can we communicate results?

·The traditional answer is to report how much we 

have done (outputs)

¹ Number of clients seen

¹ Number of papers submitted

·But what really matters is what has changed as a 

result (outcomes)

¹ Number of clients now housed

¹ Policies changed
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Why havenôt charities measured change?

·Because change is complex ïespecially when it is 

change in people, communities, organisations or 

societies

·Because we often achieve steps towards the final 

goal but not the goal itself

·Because until recently no one asked!
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But if it matters, it can be measured
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How?

ÅClarify the outcomes you are aiming for

ÅFind a consistent way of measuring them 
(outcomes tool) ïkey focus of session

ÅPilot and implement the tool 
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Overall aim: 

the point of the

project

Activities: 

what you are 

going to do

Specific aims: 

what you hope 

will change

Outcomes

Outputs

Clarifying your Outcomes



Measuring your Outcomes

·Outcomes tools provide a systematic means of assessing 

change

They must be:-

·Practical ïif it is too cumbersome it wonôt be used and you 

wonôt get the data

·Meaningful ïwhat is measured should be what really 

matters. If it isnôt the results wonôt reflect your real 

achievements

·Sensitive ïpick up steps towards the end goal

·Ideally they should also positively support change
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Example 1: Supporting People

·Did the person have an identified need for support in 

relation to welfare benefits?

If yes, was this need met?

·Did the person have an identified need for support in 

relation to managing debt?

If yes, was this need met?
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Example 1: Supporting People

·Simple questions ïidentify whether there was a need and 

whether the need was met

·Simple process - completed once when the service user 

leaves the service

·Provides simple but powerful data - %age of service users 

in each service who had a need in each area when they 

came into the service and %age of them who had the need 

met

·Doesnôt capture small changes

·An add-on to service delivery ïanother piece of paperwork
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Example Two: Sheltered housing

Section two: health
Strongly

agree
Agree

Neither

agree 

nor 

disagree

Disagree
Strongly

disagree

I am in good physical health

I am in good mental health  

I have a healthy diet

The support I receive from (name of organisation) has 

helped to  prevent me falling

The support I receive from (name of organisation)  has 

helped to prevent me going into hospital

The support I receive from (name of organisation)  has 

helped to prevent me going into 

residential/nursing care

SHELTERED HOUSING TENANT SELF-ASSESSMENT QUESTIONNAIRE
This tool was developed by Imogen Parry with funding from ODPM and ERoSH.  It is intended for use in sheltered 
housing services for older people and is published by CIH



Example Two: Sheltered housing

·Captures more subtle changes

·Based on service userôs subjective view

·Needs to be used at least twice to show change

·An add-on to service delivery ïanother piece of 

paperwork
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Example Three: The Outcomes Star
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An objective tool (1)
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An objective tool (2)

1 Stuck. Feeling the full force of symptoms. No control 

¶ May spend most the day in bed and/or self harm. May be in manic phase  

¶ See no possibility of change and no hope and are unlikely to really get 

involved in the  project

¶ Likely to be withdrawn, maybe as a self-defence mechanism  

2 Feeling full force of symptoms but moments of awareness

¶ As 1 but moments of awareness eg. that not always been like this. 

Moments not sustained enough to be helpful in changing things

3 Reaching out for help - sustained awareness that things are not okay

¶ Moments of awareness that things are not okay are now sustained

¶ Some sense that it might be possible for things to be different

¶ Seek or accept help to feel less bad or if manic to address manic 

behaviour

¶ Requires courage to embrace and fully acknowledge that things are not 

okay
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Shows the steps to progress
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Under-pinned by a model of change
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Provides a picture of progress
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IT to analyse data at different levels

ÅStar can picture individual outcomes

ÅAnd outcomes for a whole project

ÅAnd outcomes for a group of projects

© Triangle Consulting 2009

19



Holistic ïnot just problems
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Supports reflection and planning
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Helps engage service users

Greater 
service user 
engagement

Hands 
process back 

to client

Workers listen 
more

Workers 
engage with 

whole person

Opens new 
conversations

Makes 
progress 
visible

Helps identify 
next steps
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Captures small changes
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Communicates Results

·73% of clients benefit (11% staying stable & 62% 
progressing)

·Best outcomes among a minority group with 
specialist workers (86% made progress) ï
demonstrating that this approach works

·Only 46% of women make progress ïneed for 
specialist projects

·Outcomes reduce after 12 months ïneed for 
move-on accomodation

24
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A service userôs comments
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ñI felt fully involved; it was clear and easy 

to understand and focused on me as a 

whole person, not just as a problem.  It 

felt like a conversation; felt like the first 

time someone had really listened to 

me...ò



A managerôs comments
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ñThe services are more client-focussed 

because the Star makes us think about 

the client and what is changing for each 

individual.....

It has helped staff to start thinking 

creatively about how to get greater 

improvements as well. 



A range of versions available

Homelessness Mental health Older people

Employment

Similar tools for 
climate change 

and organisational 
development
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The Journey of Change Approach

VCOôs start 

considering loan 

finance and other 

SE approaches 8

VCOôs enjoy 

greater choice 

and 

independence 9

VCOôs s start 

diversifying income 

sources        7

VCOôs gather 

information and 

resources 

about it   5

VCOôs improve their 

planning and 

management

6

VCOôs 

understand it 

enough  to think 

about how it 

might apply to 

them 3

VCOôs decide 

they do want to 

start the 

approach

4

VCOôs unaware of 

sustainable 

funding and/or 

unwilling to try it  1

VCOôs become 

aware of the SF 

approach and are 

interested 2


