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SECTION 1:

1.0 Introduction

An impact measurement framework is essential for aligning and improving the business
effectiveness of an organisation. It also helps organisations to understand and
demonstrate how well they are aligning their business to the needs of stakeholders.

According to ‘The Center for What Works and The Urban Institute’ (2011) an Impact
Measurement Framework represents a powerful tool that simplifies the often
overwhelming process of identifying and articulating measures of successful results.

The framework will also provide a process to enable users to adopt a pragmatic
methodology to link their business objectives with impact outcomes most relevant to
those objectives. Once the key impact outcomes are identified, users choose the
measureable indicators of success. This is an ongoing effort, which will continue to
develop and expand over time.
According to Bersin and Associates (2011) an impact measurement framework is really
a thinking tool where an organisation focuses on
metrics that are meaningful and are already being
captured or are capable of being captured.

Reports produced from this approach will therefore
contain data and insights which can be used
to support planning, benchmarking and strategy
review processes.
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1.2 Aims of Impact Measurement
There are a number of different reasons for measuring impact which include the
following:

Impact measurement should help to:
influence policy makers and commissioners, regionally and
nationally
demonstrate the positive impacts of public investment related to
NIPEC in supporting the nursing and midwifery professions
demonstrate to potential partner organisations the value to them
of collaborating with NIPEC
understand where impacts are being made (or failing to be made)
to assist in strategic planning for future investment
check whether past decisions are having the anticipated results
and to adjust plans and planning processes accordingly
ensure more effective planning and evaluation
develop insights into the different responses and needs of
different stakeholder groups
provide comparative data with which to monitor the effect of
changes in the resource mix.

It is only when we start to measure impacts that the real answers begin to emerge. The
question that must be answered as a result is “What difference has this resource
made?”
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1.3 Principles of Impact Measurement

The following four key principles, outlined at Figure 1, will guide and underpin NIPEC’s
approach to impact measurement and seek to strengthen the objectivity, effectiveness
and visibility of the organisation from the perspective of stakeholders and advocate the
importance of planning, decision making and accountability:

Figure 1: Key principles underpinning NIPEC’s approach to impact measurement
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SECTION 2:
2.1 The Impact Measurement Framework
It is important to be clear about how impact measurement fits into the broader picture.
One way to think of the place of impact is to consider it within the often-used systems
model of organisations: structures, processes and outcomes (Donabedian, 1980).
Donabedian’s (1980) model proposes that each component has a direct influence on
the next, as represented by the arrows in the following schematic at Figure 2:

Figure 2: Donabedian’s (1980) systems model

Within this systems model, structure measures include financial expenditure and the
use of resources, but structure measures will tell us very little about the ‘efficacy’ of the
work of NIPEC. Process measures are also common, for example, we might consider
the different approaches to managing NIPEC projects and workstreams. However,
whilst this has no measurable impact on NIPEC staff or stakeholders, there may be
some organisational impacts to be measured.
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Measuring outcomes starts to move towards answers to the question of how good
NIPEC’s projects or workstreams are, but still doesn’t go far enough. For example, we
might be able to count the number of registrants who access information from the
NIPEC website, but this does not demonstrate whether or not that information proved
useful to those accessing it.

In comparison, impact measures relate to those things which happen as a result of
NIPEC’s outcomes, as illustrated in Figure 3:

Figure 3: The relationship between Donabedian’s (1980) model and impact
measurement

So, using the previous example, the information accessed will, hopefully, have led to
some information at least having being read or applied in nursing and midwifery
practice. This will have some effects on the person who did the reading.

So if we carried out an impact measurement exercise, for example, a survey to
determine what proportion of the information accessed was actually read, we would be
moving nearer to a measure of a ‘good resource’.
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There are so many variables involved when impacts take place that systematic studies
which

focus

on

one

aspect

have

to

develop

and

use

indicators

which

merely suggest whether or not impacts have resulted.

For example, individual case studies are valuable, but it will never be feasible to
interview every stakeholder or registrant in depth and then measure precisely the
positive and negative impacts.

Therefore bearing in mind the comments above about the role of structures, processes,
outcomes and impact measures, the framework at Figure 4 has been developed to
support the impact measurement of the business of NIPEC.

Key Message:

“Measuring the impact of NIPEC’s outcomes will
help to evidence any added value”.

Dr Glynis Henry, NIPEC Chief Executive.
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The impact measurement framework component of the above framework has been
adapted from the work of Bersin and Associates (2011).

As demonstrated in Figure 4, NIPEC’s Impact Measurement Framework incorporates
five key areas of concentration to consider as part of the impact measurement process.
These key areas include alignment, attainment, adoption, utility and efficiency (Figure
5).

Figure 5: Key areas to consider as part of the impact measurement process

NIPEC IMPACT MEASUREMENT FRAMEWORK
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FOCUS – COLLECT DATA – ANALYSE AND INTERPRET – REPORT AND ACTION
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2.2 Who should conduct the impact measurement?

Impact measurement activities should be conducted in a rigorous and systematic
manner with the sufficient allocation of resources (personnel, time and funding) to
enable and support this important process. There is also a need for clarity on the
purpose, roles (who does what), processes and any potential restrictions/limitations.

The structure for managing impact measurement is also crucial to ensure its
effectiveness and efficiency. The single most important aspect that makes any impact
measurement process useful is quality and credibility and this depends on the
application of the principles outlined at Figure 1, the knowledge and skills of those
involved in conducting the impact measurement and the participatory process.

To support this, NIPEC’s Business team will agree, on an annual basis, which
project/workstream will be subject to an impact measurement exercise. Approval will
then be sought from NIPEC’s Council, via the Chief Executive. Once approval has been
gained, an internal impact measurement team will be established.

2.2.1. Internal impact measurement team
Having an internal team of staff dedicated to leading NIPEC’s impact measurement
process will ensure it is given ongoing priority. The internal impact measurement team
will be led by a NIPEC Senior Professional Officer who has not acted as the Project
Lead or been aligned to the specific workstream. However, the NIPEC Senior
Professional Officer who has led or been aligned to the workstream will be invited to
become a member of the team to enable them to share their knowledge of the project
outcomes. In addition, a NIPEC Council member, NIPEC’s Information and Technology
Officer and an external representative who has a working knowledge of the
project/workstream will be invited to join the impact measurement team.
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This team will be responsible for the development of a plan for impact measurement
with agreed aims, objectives, methodology, timescales and resources.

The internal team members dedicated to conducting specific impact measurement
activities should have relevant expertise, for example, effective communication, data
collection and analysis knowledge and skills. This mix of skills increases the ability of
the team to approach issues from multiple perspectives which will strengthen
trustworthiness of the findings.

2.2.2. Role of the internal impact measurement team

The following role of the internal team will ensure credibility of the impact measurement
process and also ensure that the collection, analysis and interpretation of data are
objective and conducted without bias:

Role of the internal team:
agree a project plan with the Chief Executive to include aims, objectives,
methodology, resources and timescales
implementation of the impact measurement framework
liaison with relevant stakeholders
collection, analysis and interpretation of relevant data
review of the results of impact measurement activity
development of an impact measurement report with recommendations
and an action plan
act as a reference point for NIPEC staff.
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Figure 6: Recommended impact measurement team membership

2.3 Step-by Step Guide to Implementation of the Framework

Impact measurement involves both quantitative and qualitative approaches as it aims to
answer questions about the impact of outcomes. This will include the impact of the
products and resources which have been developed by NIPEC to support and enhance
the education, practice and professional development of nurses and midwives.

This section will provide step-by-step guidance on how the impact measurement
framework should be applied, and by whom. The guidance will also cover each of the
phases and timescales of impact measurement. Guidance on the recommended
methods for collecting and analysing data as well as interpretation of the results will also
be provided to aid triangulation and presentation of the findings.
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2.4 Phases and Timescales of Impact Measurement
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SECTION 3:

3.1

PHASE ONE: IDENTIFY INDICATORS

Purpose
The main purpose of this phase is to agree what to measure. During this phase it is
important to consider carefully which outcomes will be subjected to an impact
measurement process as in some cases it may be too early to determine the full impact
of specific outcomes. However, where any impact is visible or can be evidenced, this
should be considered.

Aims of phase one:
Internal Team Motivation: agree the importance of and the key
reasons for engaging in an impact measurement process.
Business Plan: identify which outcomes have been agreed for
impact measurement.
Stakeholders: agree who is affected by the outcomes being
measured.
Prioritise: what is most important to measure.
Indicators: agree which indicators will show progress and help
to identify both intended and unexpected outcomes.
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Phase One Methods
To support achievement of the above aims, the following methods are recommended:

1. Internal Team Exercise:

to measure the ‘impact’ of NIPEC’s outcomes or

products, it is important to start with the organisation’s business plan and objectives.
This should identify which outcomes have been identified for inclusion in an impact
measurement process during the current annual cycle. The internal team can also gain
more information regarding the outcomes and gain a fuller picture on what to measure
by completing the internal team exercise at Appendix One.

Internal Team Exercise
Questions
Appendix One
2. Storyboard Activity: once the team has clarified the information they need from
the above exercise they can summarise the answers that they have come up with in the
numbered boxes on a ‘Storyboard’. Completing a Storyboard activity will help in
clarifying what to measure. To support this activity, a ‘Storyboard’ template has been
included at Appendix Two.
Storyboard Activity
Template
Appendix Two
18

3. Indicator Mapping Exercise: once the team has undertaken the Internal Team
Exercise and the Storyboard Activity, and are clear on what they want to know, it is time
to set indicators to measure and track the outcomes and any impacts. Indicators can
help to find out what happened or changed as a result of NIPEC’s work and other
factors, and can help to ask further questions about how these changes happened.

For any outcome, there is a range of possible signs, symptoms or hints by which these
outcomes can be observed, measured or detected with varying degrees of certainty.
Indicators can

be

either

quantitative (numerical)

or

qualitative (qualities or

characteristics). Some indicators can help to identify objective outcomes (e.g. the
average length of stay for patients’ in a particular ward). Other indicators can help to
show the presence of, or changes in, subjective things: ideas, opinions or attitudes (e.g.
whether nurses have more confidence).

To support this activity, an Indicator Mapping Tool has been included at Appendix
Three.

Indicator Mapping Tool
Appendix Three
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A summary of the key stages of the Phase One are presented in Figure 9.

Figure 9: Summary of stages of phase one
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3.2

PHASE TWO: DEVELOP PLAN

Purpose
The main purpose of this phase is to develop a plan to measure the impact of the
identified outcomes. This plan should include the approach and methodology, the
required resources and a work programme with the anticipated timescales.

Aims of Phase Two:

Define aims, objectives and approach
Identify outcomes and measurement indicators
Agree methodology and resources
Develop and test relevant tools as required
Agree a work programme and timescales

From here, evidence, including stakeholders’ views, can be sought in a variety of ways
to confirm which changes have happened, and how. This will help to demonstrate any
impact.
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Phase Two Methods
To support achievement of the above aims, the following methods are recommended:

1.

Project Initiation Document:

This should be developed and agreed with

NIPEC’s Chief Executive to facilitate the management of the process. To support this
activity, NIPEC’s Project Initiation Document has been included at Appendix Four.

NIPEC’s Project Initiation
Document
Appendix Four

2, 3 & 4. Range of methods: collecting, analysing and presenting data is an important
part of measuring impact. By asking ‘effective questions’ and gathering enough
information, it is possible to find out about the effects that were either intended or
unintended.

There are a number of ways to collect information at various points of the impact
measurement process. Some of these can be very time consuming therefore It is
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important to be realistic about what information is most needed and the resources that
NIPEC has available.

Careful consideration is required when deciding on the most appropriate method for
collecting data, the sample size and how the data will be analysed. To facilitate decision
making an impact measurement methods comparison table is included Appendix Five.

Impact Measurement Methods
Comparison Table
Appendix Five

Tips for conducting some of the different methods that can be employed have been
included at Appendix Six and Appendix Seven.

Tips for Survey
Questions
Appendix Six
Tips on Conducting
Focus Groups
Appendix Seven
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It is important to ensure that the key questions outlined in the Impact Measurement
Framework at Figure 5 (listed below) are incorporated into whichever methods have
been chosen to collect data for this phase:

Figure 5: Key areas to consider as part of the impact measurement process
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FOCUS – COLLECT DATA – ANALYSE AND INTERPRET – REPORT AND ACTION

It may be useful to use supplementary questions for each area above to capture the
most relevant information, thereby providing the Internal Impact Measurement Team
with the evidence required to make an informed judgment in relation to impact. To
support this, a list of questions has been included in Appendix 8.
Supplementary
Questions
Appendix Eight
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Figure 10: Summary of stages of phase two
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3.3

PHASE THREE: IMPLEMENT PLAN

Purpose
The main purpose of this phase is to ensure adherence to the project plan developed
during phase two.
.

Aims of phase three:
Ensure adherence to the project plan
Confirm aims, objectives and approach
Employ appropriate methods for collecting, analysing and
recording data
Ensure the project plan is conducted with integrity and
respect
Ensure the impact measurement process is completed in a
timely fashion for all organisations and individuals involved
Ensure that the information generated is accurate and
reliable.
Ensure that full information on the methodology is available
and shared throughout the process to build confidence in the
findings and understanding of any limitations.
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Phase Three Actions:

1.

Manage the process: this will involve developing project controls, budget and risk

management as well as managing quality, time, change and people. Where external
stakeholders are involved, it may be necessary to consider communication methods like
updates through bulletins, events or meetings.

2.

Implement the methods and tools: this may involve developing or testing and

refining the chosen methods and tools. Either way, it is important to check that the data
collection tool is capable of gathering the information required.

3.

Collect, analyse and interpret the data: plan events and activities to collect data

including preparation time. Carry out activities identified in the project plan and ensure
reflection/action time is provided post any events. Capture and record data as specified.
Data analysis refers to a range of activities during which data are ordered, categorised
and interpreted. The methods and approach used to analyse all qualitative and
quantitative data obtained during the impact measurement process should be agreed
during the planning phase. The following data analysis techniques are recommended:
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Qualitative analysis
A content analysis approach should be used to analyse all qualitative data generated,
for example, from the open ended questions in questionnaires, transcripts of focus
groups or interviews.

Quantitative analysis
All quantitative data obtained from data collection methods can be entered into a
quantitative data analysis package. However, careful inspection will be required to
check that the data has been correctly inputted and that all values are consistent with
the responses on the respective data collection tools. Descriptive statistics can also be
produced to help with recording, reporting and presenting the findings.

4.

Report progress: develop a detailed report which demonstrates the project

aims, objectives, methodology, methods of data collection and analysis and findings.
Limitations and recommendations may also be included in some reports depending on
the level of detail agreed.
A summary of the key stages of phase three are presented in Figure 11.
Figure 11: Summary of stages of phase three
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3.4 PHASE FOUR: REPORT AND ACTION

Purpose
The main purpose of this phase is to guide the recording, reporting and further action
required from the impact measurement process.

Aims of phase four:
Record progress against the aims, objectives and
approach
Report the findings of the impact measurement process
Utilise the findings to inform and improve planning and
evaluation
Utilise the findings to increase the understanding of the
impact of NIPEC’s work
Communicate the added value of the work of NIPEC to
key stakeholders.
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Issues to consider for the layout and content of the impact measurement report are
presented in Figure 12.
Figure 12: Example of layout and content of the impact measurement report
IMPACT MEASUREMENT REPORT
1.ALIGNMENT
The extent to which the outcomes were aligned to NIPEC’s objectives.
Question: Has the project team which led the work-stream and delivered the
project outcomes, aligned its outcomes to NIPEC’s business planning
objectives?
2.ATTAINMENT
How well the stakeholders’ specific objectives were met.
Question: How, and to what level, were the stakeholder's objectives of the project
subject to impact measurement met?
3.ADOPTION
The extent to which the desired target was reached.
Question: To what extent was the desired target reached?
4. UTILITY
The extent to which the outcomes have been utilised.
Question: How have the outcomes been utilised?
5. EFFICIENCY
The efficiency and/or cost effectiveness of the outcomes.
Question: How efficient and/or cost effective have the outcomes been?

30

Impact Measurement Report
The following five criteria should be used as standard yardsticks for deciding if the
outcome should be regarded as a success.

Measures of Success
Alignment
Attainment
Adoption
Utility
Efficiency

The inclusion of a rating scale should be used to indicate if the yardstick criteria were met,
partially met or unmet. Table 2 sets out a suggested rating scale in more detail.

TABLE 2: Suggested Rating Scale
Rating

Evidence to Support Rating

Met

Criteria are fully met and evidence is available to support same.

Partially Met

Some aspects of criteria are met, with evidence to support same, but
need for further evidence or improvement.
Little or no aspects of criteria met, with minimal evidence available to
support same.

Unmet
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Phase Four – Learning and Action

1.

Sharing information. Consider offering different stakeholders the opportunity to
learn from the process and findings.

2.

Learning & Action. This process provides a chance to do things better in the
future. Ensure what has been learnt provides part of a plan for improvement.

Consider measuring or demonstrating impact over time

In developing some quantitative information about NIPEC’s outcomes, it may be useful
to set up a baseline survey. This will involve developing a series of quantitative
indicators that can be measured at regular intervals with similar people or groups
(stakeholders). This can help to track the organisation’s performance over time.
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Appendix One

Phase One Internal Team Exercise
Questions

Using the Business Plan, start the conversation with the following questions:

1. Discuss and describe the outcome/outcomes that have been identified for
inclusion in an impact measurement process.
2. What effects and changes are expected in the short term?
3. What effects and changes are expected in the longer term?
4. Where possible, describe the longer term changes (e.g. for patients/clients,
nurses and/or midwives and/or specialist areas):
o

the outcomes will contribute to…

5. Where possible, describe the longer term changes (e.g. for patients/clients,
nurses and/or midwives and/or specialist areas):
o

the outcomes will be wholly responsible for…

6. For every short term effect identified in 2 above, ask ‘So what?’ or ‘Why is that
important?’
7. For every longer term effect and change identified in 3 above, ask ‘So what?’ or
‘Why is that important?’
8. What barriers do you foresee that could prevent any of this happening?
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Appendix Two

Phase One
Storyboard Template

Having started the conversation the internal team can summarise the answers that they
come up with in the numbered boxes on a ‘Storyboard’. (Note that each of the
numbered questions at Appendix One refers to a box or a triangle on the Storyboard).

They can be completed in any order. Feel free to add extra comments to boxes as and
when ideas occur during the conversation.

Helpful Tips

Printing a version on A3 paper, or reproducing it as a large poster will allow you to stick
the Storyboard on a wall so that comments can be added by more than one person.
Using Post-it notes to record people's comments means that they can be moved about
on the poster until you agree in which part of the story they should come.

1.

2.

3.

4.

6. So
What?

5.

7. So
What?
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Appendix Three

Indicator Mapping Tool
Internal Team Exercise
Identify and agree key indicators for measurement under each of the five key areas of
concentration (e.g. what do we want to measure under each of the areas that will
evidence/demonstrate any impact).
Area

Indicator

What do want
to measure?

What is currently
being measured,
how and by
whom?

What are the
gaps and
methods to
address these?

Alignment

Attainment

Adoption

Utility

Efficiency

36

Appendix Four

Insert NIPEC Project Initiation Template
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Appendix Five
IMPACT MEASUREMENT METHODS – COMPARISON TABLE
What is it
Written surveys/
questionnaires

How you do it
Send by post or email.
You can create your own questions
or adapt questions from Diagnostic
tests or pre-made scales.
Always test first with a small ‘pilot’
group face-to-face
for feedback.
Create a database or other way to
‘code’ responses
and analyse the results.
May need to send different
questionnaires to different groups
depending upon what applies to their
situations.

Benefits
Limitations
• Cheap to administer
• Low response rate
• Prove uniform information
• Responses can be biased by the
questions
• Data entry can be simple
• Questions may not have been
• Can be anonymous
understood
• Can be self-administered
• Useful when the thing being • Not certain that the intended person
filled in the survey
measured is
•
Difficulties interpreting responses
• well-understood
• Some people have trouble with
written expression or literacy
• Can’t check responses with the
respondent
• Not useful for complex or
conceptual issues

Responses can be named or
anonymous.
Telephone
surveys

These combine some of the
advantages of written
surveys with the personal interaction
of in-person
Interviews.

•
•
•
•

Relatively low cost
Personal interaction
High response rate
Empathy can motivate a
longer/more complete discussion
• Can check meaning
• Can follow leads

• Can be difficult to contact people
• Some people may not have
telephones
• Not useful for children
• Not useful where interviewee
doesn’t speak the same language
as you do
38

Face-to-face
Surveys

Can combine questions with
standard answers to more openended ones.
Best applied when the number of
people to interview is relatively small
or concentrated in one area.
Personal interaction can be helpful,
but can also bias the results.

Interview/
Face-to-face
surveys

Interviews are generally structured
with a survey so that the interviewee
will give the answer to specific
questions.
Can use Rickter Scale® or other
visual methods to show progress.
Interviews can also be less
structured if the thing(s) you’re
asking about don’t have recognised
answers.

Observation

An observer can either participate in
the activity, or can watch as the

• Cheaper that face-to-face
• Interviewee can be more relaxed
in their own environment
• Doesn’t take long to get started
• Contact with person is used
productively, rather than chasing
forms
• Can combine open questions with
pre-coded ones
• Personalised
• In-depth, free responses are
possible
• Personal connection can help
motivate a longer or more
complete discussion
• Flexible and adaptable
• The interviewee can respond to
visual cues.
• Can combine open questions with
pre-coded responses
• Personalised
• In depth, free response
• Empathy can motivate a
longer/more complete discussion
• Flexible/adaptable
• Can give visual cues
• Can combine open questions with
pre-coded ones

• Complex and rich source of
information that can provide a

• Respondents may not be able to
have a conversation privately

•
•
•
•
•

Expensive
Time-consuming
May intimidate some people/groups
Open to manipulation by interviewer
Can be affected by personality
conflicts
• Requires skilled interviewer
• May be difficult to summarise
findings
• Difficulties of interviewer travel

• Expensive
• Time-consuming
• May intimidate some individuals or
groups
• Open to manipulation by the
interviewer
• Vulnerable to personality conflicts
• Required skilled interviewers
• Might be difficult to summarise
findings
• Interviewer travel – issues of cost or
safety
• Small sample of behaviour
• Lack of a sense of prior events –
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participants go about their activities.

vivid picture of effects on people,
especially groups

Involves watching and listening to an
activity or session, taking notes, from
one of the many recognised
answers.

Focus Groups

Participatory
Learning and
Action (PLA)

A framework for observation is
needed so that different observers
can describe what they see in a
comparable way.
Collect data through group
interaction on a topic determined by
the researcher. They often help to
generate questions but not
necessarily definitive answers.
Findings need to be compared to a
larger survey. The value of a focus
group can be strongly affected by the
skills of the facilitator.

•
•
•
•

A facilitated process involving a
group of beneficiaries in which
members of the group interact,
mainly around visual ways of
expressing their opinions and
thought.
These can include timelines, flow
charts, resource maps, problem

• Very useful in answering
questions of how and why
• Mutual learning environment can
help build stakeholders’ capacity
• Able to capture a diversity of
perceptions
• Ability to understand complex
processes

Group interaction
Group consensus
In-depth discussion
Can be more efficient that one-toone interviews
• Uses less resources that one-toone feedback
• Democratic process where
researcher/observer is
outnumbered by participants
• Relatively immediate sense of
results

can be difficult to interpret or
categorise what the observer sees
• Relies on the observer’s skills
• The visit itself alters people’s
behaviour

• Small sample size
• Group may not be representative
• Responses all depend on one
another and group format may
create conformity where differences
are suppressed
• May cause people to feel like they
need to ‘take sides’ (polarisation)
• People may b e manipulated by
others in the group
• Questions may not be asked the
same way each time
• Difficult to quantify the results or
findings
• Not appropriate for some sensitive
issues
• Opinions of those in the group may
not represent those of others
• Not very easy to analyse information
rigorously
• Can be costly
• Requires specialised facilitation and
knowledge of appropriate methods
to engage people
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ranking, and a variety of other
methods depending upon the
context, the skills of the participants,
and the levels of literacy.

Case studies

A detailed and real world method
that complements broader, less indepth methods such as telephone
surveys or print/online
questionnaires.
They can show examples of how
things happen.

Existing records

Records are existing sources that
have been compiled for internal
management uses.
Looking at these for the purpose of
understanding what is happened or
to tell the story of the work.

Art works, video
and film

These can provide evidence of the
achievements of a project in a

• Good for a general impression of
progress or outcomes
• Ability to capture negative or
unintended consequences
• Can help to identify and articulate
people’s felt needs
• Enhances organisation’s
accountability to its beneficiaries
• Can show how processes work
over time and give insight into
cause and effect.
• Can provide ‘colour’ to
supplement statistics or survey
results which can be more
interesting in a report format.
• Multi-faceted; can show different
perspectives
• Vivid
• Can be useful for giving
background information
• Established at the time the
activity happens to capture
information during a process that
is hard to capture afterwards
• Cheap
• Non-reactive
• Doesn’t interrupt the project or
activity

• Filming may be relevant for
performance based activities

• Time-consuming
• Expensive
• Anecdotal

• Often incomplete, inaccurate or outof-date
• Not usually compiled for evaluation
purposes; may not answer the
question an evaluation wants to
answer
• Possible confidentiality restrictions
• Changes in activities, definition, or
rules may make comparison difficult
or impossible
• Can be misleading unless fully
explained
• Only the facts – usually no
interpretations
• Expensive
• Time consuming
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compelling way.

• Vivid impression
• Creative and artistic
• Can be motivating or fun for
participants

• Impression of the project or it’s
outcomes can be affected by the
quality of filming and presentation,
rather than the quality of the project
• Depends on the skills of the viewer
in interpreting
• Taken alone, inability to enquire of
participants
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Appendix Six

Tips for Survey Questions
The following are some tips for developing your questions and how to ask them – your
methodology. In defining the questions you want to ask follow these helpful hints.

1.

Ask about the most important issues – ones that can be acted upon.

2.

Be precise – ask the exact question you want to know the answer to, and clarify it
for yourself before writing the question by asking ‘what do we mean by that?’

3.

Keep it relevant– make sure the questions are useful to your organisation. Surveys
are not intended to be research studies, but to give your organisation and its
stakeholders important information.

4.

Be direct – ask about the respondent’s experience, opinions and perceptions, not
those of others

5.

Be unambiguous – use words clearly, and be sure to define them.

6.

Be thorough – ask around the question, ask why and how as well as what and how
many.

7.

Be consistent – don’t use a 10 on a 10-point scale to mean ‘very much’ in one
question and ‘not at all’ in another.

8.

Keep it short – most people will only want to respond to one or two pages worth of
questions.

9.

Keep it simple. Don’t ask respondents to calculate things – you can do these as
part of the analysis. Do not ask people to generalise or to summarise events that
happened long ago.

10. Stay neutral. Do not use loaded questions that encourage a respondent to answer
in a way they think you want them to! Make sure that the questions have an equal
number of positive and negative answers. (e.g. definitely yes, probably yes,
probably no, definitely no).
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Appendix Seven

Tips on Conducting Focus Groups

The Team should determine the number of focus groups required.
Mixed stakeholder focus groups may be appropriate.
Alternatively a range of different groups comprising one
stakeholder group only may be chosen to ensure the outcome is
unique to that group only.
4-8 people in each group is regarded as ideal, as too few can
cause an imbalance in the group dynamics, and too large causes
the group to be unwieldy and difficult to manage.
Take care with the sampling, so that each person carries a
particular characteristic.
Ensure all take part, have something to say and are comfortable
saying it.
Chair the meeting (act as facilitator) so that the meeting is openended but to the point.
The use of a second ‘follow up’ focus group in order to probe
deeper into emergent themes may be necessary.
An ‘independent’ facilitator may be necessary if participants may
be affected by the relationship with the facilitator.
A co-facilitator is required to take notes.
The establishment of ground rules is vital prior to the session.
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Appendix Eight
SUPPLEMENTARY QUESTIONS
TO SUPPORT THE IMPACT MEASUREMENT FRAMEWORK

QUESTIONS
Awareness

Is the respondent aware of the resource/product/tool?

Usefulness

How useful is the resource?

Helpfulness

How helpful is the resource?

Challenges

Are there any challenges in using the resource?

Efficiency

Has using the resources resulted in improved effectiveness or
efficiency?
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Framework

4

SECTION 1:

1.0 Introduction

An impact measurement framework is essential for aligning and improving the business
effectiveness of an organisation. It also helps organisations to understand and
demonstrate how well they are aligning their business to the needs of stakeholders.

According to ‘The Center for What Works and The Urban Institute’ (2011) an Impact
Measurement Framework represents a powerful tool that simplifies the often
overwhelming process of identifying and articulating measures of successful results.

The framework will also provide a process to enable users to adopt a pragmatic
methodology to link their business objectives with impact outcomes most relevant to
those objectives. Once the key impact outcomes are identified, users choose the
measureable indicators of success. This is an ongoing effort, which will continue to
develop and expand over time.
According to Bersin and Associates (2011) an impact measurement framework is really
a thinking tool where an organisation focuses on
metrics that are meaningful and are already being
captured or are capable of being captured.

Reports produced from this approach will therefore
contain data and insights which can be used
to support planning, benchmarking and strategy
review processes.
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1.2 Aims of Impact Measurement
There are a number of different reasons for measuring impact which include the
following:

Impact measurement should help to:
influence policy makers and commissioners, regionally and
nationally
demonstrate the positive impacts of public investment related to
NIPEC in supporting the nursing and midwifery professions
demonstrate to potential partner organisations the value to them
of collaborating with NIPEC
understand where impacts are being made (or failing to be made)
to assist in strategic planning for future investment
check whether past decisions are having the anticipated results
and to adjust plans and planning processes accordingly
ensure more effective planning and evaluation
develop insights into the different responses and needs of
different stakeholder groups
provide comparative data with which to monitor the effect of
changes in the resource mix.

It is only when we start to measure impacts that the real answers begin to emerge. The
question that must be answered as a result is “What difference has this resource
made?”
6

1.3 Principles of Impact Measurement

The following four key principles, outlined at Figure 1, will guide and underpin NIPEC’s
approach to impact measurement and seek to strengthen the objectivity, effectiveness
and visibility of the organisation from the perspective of stakeholders and advocate the
importance of planning, decision making and accountability:

Figure 1: Key principles underpinning NIPEC’s approach to impact measurement
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SECTION 2:
2.1 The Impact Measurement Framework
It is important to be clear about how impact measurement fits into the broader picture.
One way to think of the place of impact is to consider it within the often-used systems
model of organisations: structures, processes and outcomes (Donabedian, 1980).
Donabedian’s (1980) model proposes that each component has a direct influence on
the next, as represented by the arrows in the following schematic at Figure 2:

Figure 2: Donabedian’s (1980) systems model

Within this systems model, structure measures include financial expenditure and the
use of resources, but structure measures will tell us very little about the ‘efficacy’ of the
work of NIPEC. Process measures are also common, for example, we might consider
the different approaches to managing NIPEC projects and workstreams. However,
whilst this has no measurable impact on NIPEC staff or stakeholders, there may be
some organisational impacts to be measured.
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Measuring outcomes starts to move towards answers to the question of how good
NIPEC’s projects or workstreams are, but still doesn’t go far enough. For example, we
might be able to count the number of registrants who access information from the
NIPEC website, but this does not demonstrate whether or not that information proved
useful to those accessing it.

In comparison, impact measures relate to those things which happen as a result of
NIPEC’s outcomes, as illustrated in Figure 3:

Figure 3: The relationship between Donabedian’s (1980) model and impact
measurement

So, using the previous example, the information accessed will, hopefully, have led to
some information at least having being read or applied in nursing and midwifery
practice. This will have some effects on the person who did the reading.

So if we carried out an impact measurement exercise, for example, a survey to
determine what proportion of the information accessed was actually read, we would be
moving nearer to a measure of a ‘good resource’.
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There are so many variables involved when impacts take place that systematic studies
which

focus

on

one

aspect

have

to

develop

and

use

indicators

which

merely suggest whether or not impacts have resulted.

For example, individual case studies are valuable, but it will never be feasible to
interview every stakeholder or registrant in depth and then measure precisely the
positive and negative impacts.

Therefore bearing in mind the comments above about the role of structures, processes,
outcomes and impact measures, the framework at Figure 4 has been developed to
support the impact measurement of the business of NIPEC.

Key Message:

“Measuring the impact of NIPEC’s outcomes will
help to evidence any added value”.

Dr Glynis Henry, NIPEC Chief Executive.
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Structures
Figure 4:
NIPEC’s Impact
Measurement

What we
invest in:

What we do:

Framework
Leadership
Situation
Functions &
Form
Strategic
Context
Stakeholder
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Regional
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Honest
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Governance
Priorities
Mission
Vision
Values
Changing
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Stakeholder
engagement
Partnerships
Intended
Outcomes &
Impact

Processes
Activities Participation

Provide
leadership,
advice &
support

Who we
reach:
Registrants

Staff

Organise &
facilitate
meetings,
workshops,
conferences,
events

Time
Financial
resource
Evidence
base

Develop
products,
resources,
guidance,
reports

Materials
Technology
Partners
Collaborators

Assess
Facilitate
Partner
Collaborate

What the
results are:
Decision making

Policy Makers
Commissioners
Education
Providers
Professional &
Staff side
bodies
Regulators
Statutory,
voluntary,
independent &
private sectors
Multiprofessional
colleagues

Impact Measurement

Outcomes

Development of
Practice
Education
Professional
Development
Guidance
Frameworks
Tools
Templates
Reports
Forums
Networks
Learning
Awareness
Knowledge
Skills
Aspirations
Motivations

Alignment
Has the project team which led the workstream and delivered the project
outcomes, aligned its outcomes to
NIPEC’s business planning objectives?

Attainment
How, and to what level, were the
stakeholder's objectives of the project
subject to impact measurement met?

Adoption
Was the desired target reached?

Utility
How have the outcomes been utilised?

Efficiency
How efficient and/or cost effective have
the outcomes been?

IMPACT MEASUREMENT
Focus – Collect Data – Analyse and Interpret – Report and Action
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The impact measurement framework component of the above framework has been
adapted from the work of Bersin and Associates (2011).

As demonstrated in Figure 4, NIPEC’s Impact Measurement Framework incorporates
five key areas of concentration to consider as part of the impact measurement process.
These key areas include alignment, attainment, adoption, utility and efficiency (Figure
5).

Figure 5: Key areas to consider as part of the impact measurement process

NIPEC IMPACT MEASUREMENT FRAMEWORK

Alignment

Attainment

Adoption

Utility

Efficiency

How well was
the project
outcomes
aligned to
NIPEC’s
objectives?

How well
were the
stakeholders’
objectives
met?

Was the
desired
target
reached?

How have
the
outcomes
been
utilised?

How efficient
and/or cost
effective
have the
outcomes
been?

FOCUS – COLLECT DATA – ANALYSE AND INTERPRET – REPORT AND ACTION
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2.2 Who should conduct the impact measurement?

Impact measurement activities should be conducted in a rigorous and systematic
manner with the sufficient allocation of resources (personnel, time and funding) to
enable and support this important process. There is also a need for clarity on the
purpose, roles (who does what), processes and any potential restrictions/limitations.

The structure for managing impact measurement is also crucial to ensure its
effectiveness and efficiency. The single most important aspect that makes any impact
measurement process useful is quality and credibility and this depends on the
application of the principles outlined at Figure 1, the knowledge and skills of those
involved in conducting the impact measurement and the participatory process.

To support this, NIPEC’s Business team will agree, on an annual basis, which
project/workstream will be subject to an impact measurement exercise. Approval will
then be sought from NIPEC’s Council, via the Chief Executive. Once approval has been
gained, an internal impact measurement team will be established.

2.2.1. Internal impact measurement team
Having an internal team of staff dedicated to leading NIPEC’s impact measurement
process will ensure it is given ongoing priority. The internal impact measurement team
will be led by a NIPEC Senior Professional Officer who has not acted as the Project
Lead or been aligned to the specific workstream. However, the NIPEC Senior
Professional Officer who has led or been aligned to the workstream will be invited to
become a member of the team to enable them to share their knowledge of the project
outcomes. In addition, a NIPEC Council member, NIPEC’s Information and Technology
Officer and an external representative who has a working knowledge of the
project/workstream will be invited to join the impact measurement team.
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This team will be responsible for the development of a plan for impact measurement
with agreed aims, objectives, methodology, timescales and resources.

The internal team members dedicated to conducting specific impact measurement
activities should have relevant expertise, for example, effective communication, data
collection and analysis knowledge and skills. This mix of skills increases the ability of
the team to approach issues from multiple perspectives which will strengthen
trustworthiness of the findings.

2.2.2. Role of the internal impact measurement team

The following role of the internal team will ensure credibility of the impact measurement
process and also ensure that the collection, analysis and interpretation of data are
objective and conducted without bias:

Role of the internal team:
agree a project plan with the Chief Executive to include aims, objectives,
methodology, resources and timescales
implementation of the impact measurement framework
liaison with relevant stakeholders
collection, analysis and interpretation of relevant data
review of the results of impact measurement activity
development of an impact measurement report with recommendations
and an action plan
act as a reference point for NIPEC staff.
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Figure 6: Recommended impact measurement team membership

2.3 Step-by Step Guide to Implementation of the Framework

Impact measurement involves both quantitative and qualitative approaches as it aims to
answer questions about the impact of outcomes. This will include the impact of the
products and resources which have been developed by NIPEC to support and enhance
the education, practice and professional development of nurses and midwives.

This section will provide step-by-step guidance on how the impact measurement
framework should be applied, and by whom. The guidance will also cover each of the
phases and timescales of impact measurement. Guidance on the recommended
methods for collecting and analysing data as well as interpretation of the results will also
be provided to aid triangulation and presentation of the findings.
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2.4 Phases and Timescales of Impact Measurement
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SECTION 3:

3.1

PHASE ONE: IDENTIFY INDICATORS

Purpose
The main purpose of this phase is to agree what to measure. During this phase it is
important to consider carefully which outcomes will be subjected to an impact
measurement process as in some cases it may be too early to determine the full impact
of specific outcomes. However, where any impact is visible or can be evidenced, this
should be considered.

Aims of phase one:
Internal Team Motivation: agree the importance of and the key
reasons for engaging in an impact measurement process.
Business Plan: identify which outcomes have been agreed for
impact measurement.
Stakeholders: agree who is affected by the outcomes being
measured.
Prioritise: what is most important to measure.
Indicators: agree which indicators will show progress and help
to identify both intended and unexpected outcomes.
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Phase One Methods
To support achievement of the above aims, the following methods are recommended:

1. Internal Team Exercise:

to measure the ‘impact’ of NIPEC’s outcomes or

products, it is important to start with the organisation’s business plan and objectives.
This should identify which outcomes have been identified for inclusion in an impact
measurement process during the current annual cycle. The internal team can also gain
more information regarding the outcomes and gain a fuller picture on what to measure
by completing the internal team exercise at Appendix One.

Internal Team Exercise
Questions
Appendix One
2. Storyboard Activity: once the team has clarified the information they need from
the above exercise they can summarise the answers that they have come up with in the
numbered boxes on a ‘Storyboard’. Completing a Storyboard activity will help in
clarifying what to measure. To support this activity, a ‘Storyboard’ template has been
included at Appendix Two.
Storyboard Activity
Template
Appendix Two
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3. Indicator Mapping Exercise: once the team has undertaken the Internal Team
Exercise and the Storyboard Activity, and are clear on what they want to know, it is time
to set indicators to measure and track the outcomes and any impacts. Indicators can
help to find out what happened or changed as a result of NIPEC’s work and other
factors, and can help to ask further questions about how these changes happened.

For any outcome, there is a range of possible signs, symptoms or hints by which these
outcomes can be observed, measured or detected with varying degrees of certainty.
Indicators can

be

either

quantitative (numerical)

or

qualitative (qualities or

characteristics). Some indicators can help to identify objective outcomes (e.g. the
average length of stay for patients’ in a particular ward). Other indicators can help to
show the presence of, or changes in, subjective things: ideas, opinions or attitudes (e.g.
whether nurses have more confidence).

To support this activity, an Indicator Mapping Tool has been included at Appendix
Three.

Indicator Mapping Tool
Appendix Three
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A summary of the key stages of the Phase One are presented in Figure 9.

Figure 9: Summary of stages of phase one
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3.2

PHASE TWO: DEVELOP PLAN

Purpose
The main purpose of this phase is to develop a plan to measure the impact of the
identified outcomes. This plan should include the approach and methodology, the
required resources and a work programme with the anticipated timescales.

Aims of Phase Two:

Define aims, objectives and approach
Identify outcomes and measurement indicators
Agree methodology and resources
Develop and test relevant tools as required
Agree a work programme and timescales

From here, evidence, including stakeholders’ views, can be sought in a variety of ways
to confirm which changes have happened, and how. This will help to demonstrate any
impact.
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Phase Two Methods
To support achievement of the above aims, the following methods are recommended:

1.

Project Initiation Document:

This should be developed and agreed with

NIPEC’s Chief Executive to facilitate the management of the process. To support this
activity, NIPEC’s Project Initiation Document has been included at Appendix Four.

NIPEC’s Project Initiation
Document
Appendix Four

2, 3 & 4. Range of methods: collecting, analysing and presenting data is an important
part of measuring impact. By asking ‘effective questions’ and gathering enough
information, it is possible to find out about the effects that were either intended or
unintended.

There are a number of ways to collect information at various points of the impact
measurement process. Some of these can be very time consuming therefore It is
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important to be realistic about what information is most needed and the resources that
NIPEC has available.

Careful consideration is required when deciding on the most appropriate method for
collecting data, the sample size and how the data will be analysed. To facilitate decision
making an impact measurement methods comparison table is included Appendix Five.

Impact Measurement Methods
Comparison Table
Appendix Five

Tips for conducting some of the different methods that can be employed have been
included at Appendix Six and Appendix Seven.

Tips for Survey
Questions
Appendix Six
Tips on Conducting
Focus Groups
Appendix Seven
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It is important to ensure that the key questions outlined in the Impact Measurement
Framework at Figure 5 (listed below) are incorporated into whichever methods have
been chosen to collect data for this phase:

Figure 5: Key areas to consider as part of the impact measurement process

NIPEC IMPACT MEASUREMENT FRAMEWORK
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Adoption
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Efficiency

Has the project
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the work-stream
and delivered
the project
outcomes,
aligned its
outcomes to
NIPEC’s business
planning
objectives?

How, and to
what level,
were the
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the project
subject to
impact
measurement
met?

Was the
desired target
reached?

How have the
outcomes
been utilised?

How efficient
and/or cost
effective have
the outcomes
been?

FOCUS – COLLECT DATA – ANALYSE AND INTERPRET – REPORT AND ACTION

It may be useful to use supplementary questions for each area above to capture the
most relevant information, thereby providing the Internal Impact Measurement Team
with the evidence required to make an informed judgment in relation to impact. To
support this, a list of questions has been included in Appendix 8.
Supplementary
Questions
Appendix Eight
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Figure 10: Summary of stages of phase two
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3.3

PHASE THREE: IMPLEMENT PLAN

Purpose
The main purpose of this phase is to ensure adherence to the project plan developed
during phase two.
.

Aims of phase three:
Ensure adherence to the project plan
Confirm aims, objectives and approach
Employ appropriate methods for collecting, analysing and
recording data
Ensure the project plan is conducted with integrity and
respect
Ensure the impact measurement process is completed in a
timely fashion for all organisations and individuals involved
Ensure that the information generated is accurate and
reliable.
Ensure that full information on the methodology is available
and shared throughout the process to build confidence in the
findings and understanding of any limitations.
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Phase Three Actions:

1.

Manage the process: this will involve developing project controls, budget and risk

management as well as managing quality, time, change and people. Where external
stakeholders are involved, it may be necessary to consider communication methods like
updates through bulletins, events or meetings.

2.

Implement the methods and tools: this may involve developing or testing and

refining the chosen methods and tools. Either way, it is important to check that the data
collection tool is capable of gathering the information required.

3.

Collect, analyse and interpret the data: plan events and activities to collect data

including preparation time. Carry out activities identified in the project plan and ensure
reflection/action time is provided post any events. Capture and record data as specified.
Data analysis refers to a range of activities during which data are ordered, categorised
and interpreted. The methods and approach used to analyse all qualitative and
quantitative data obtained during the impact measurement process should be agreed
during the planning phase. The following data analysis techniques are recommended:
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Qualitative analysis
A content analysis approach should be used to analyse all qualitative data generated,
for example, from the open ended questions in questionnaires, transcripts of focus
groups or interviews.

Quantitative analysis
All quantitative data obtained from data collection methods can be entered into a
quantitative data analysis package. However, careful inspection will be required to
check that the data has been correctly inputted and that all values are consistent with
the responses on the respective data collection tools. Descriptive statistics can also be
produced to help with recording, reporting and presenting the findings.

4.

Report progress: develop a detailed report which demonstrates the project

aims, objectives, methodology, methods of data collection and analysis and findings.
Limitations and recommendations may also be included in some reports depending on
the level of detail agreed.
A summary of the key stages of phase three are presented in Figure 11.
Figure 11: Summary of stages of phase three

28

3.4 PHASE FOUR: REPORT AND ACTION

Purpose
The main purpose of this phase is to guide the recording, reporting and further action
required from the impact measurement process.

Aims of phase four:
Record progress against the aims, objectives and
approach
Report the findings of the impact measurement process
Utilise the findings to inform and improve planning and
evaluation
Utilise the findings to increase the understanding of the
impact of NIPEC’s work
Communicate the added value of the work of NIPEC to
key stakeholders.
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Issues to consider for the layout and content of the impact measurement report are
presented in Figure 12.
Figure 12: Example of layout and content of the impact measurement report
IMPACT MEASUREMENT REPORT
1.ALIGNMENT
The extent to which the outcomes were aligned to NIPEC’s objectives.
Question: Has the project team which led the work-stream and delivered the
project outcomes, aligned its outcomes to NIPEC’s business planning
objectives?
2.ATTAINMENT
How well the stakeholders’ specific objectives were met.
Question: How, and to what level, were the stakeholder's objectives of the project
subject to impact measurement met?
3.ADOPTION
The extent to which the desired target was reached.
Question: To what extent was the desired target reached?
4. UTILITY
The extent to which the outcomes have been utilised.
Question: How have the outcomes been utilised?
5. EFFICIENCY
The efficiency and/or cost effectiveness of the outcomes.
Question: How efficient and/or cost effective have the outcomes been?
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Impact Measurement Report
The following five criteria should be used as standard yardsticks for deciding if the
outcome should be regarded as a success.

Measures of Success
Alignment
Attainment
Adoption
Utility
Efficiency

The inclusion of a rating scale should be used to indicate if the yardstick criteria were met,
partially met or unmet. Table 2 sets out a suggested rating scale in more detail.

TABLE 2: Suggested Rating Scale
Rating

Evidence to Support Rating

Met

Criteria are fully met and evidence is available to support same.

Partially Met

Some aspects of criteria are met, with evidence to support same, but
need for further evidence or improvement.
Little or no aspects of criteria met, with minimal evidence available to
support same.

Unmet
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Phase Four – Learning and Action

1.

Sharing information. Consider offering different stakeholders the opportunity to
learn from the process and findings.

2.

Learning & Action. This process provides a chance to do things better in the
future. Ensure what has been learnt provides part of a plan for improvement.

Consider measuring or demonstrating impact over time

In developing some quantitative information about NIPEC’s outcomes, it may be useful
to set up a baseline survey. This will involve developing a series of quantitative
indicators that can be measured at regular intervals with similar people or groups
(stakeholders). This can help to track the organisation’s performance over time.
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Appendix One

Phase One Internal Team Exercise
Questions

Using the Business Plan, start the conversation with the following questions:

1. Discuss and describe the outcome/outcomes that have been identified for
inclusion in an impact measurement process.
2. What effects and changes are expected in the short term?
3. What effects and changes are expected in the longer term?
4. Where possible, describe the longer term changes (e.g. for patients/clients,
nurses and/or midwives and/or specialist areas):
o

the outcomes will contribute to…

5. Where possible, describe the longer term changes (e.g. for patients/clients,
nurses and/or midwives and/or specialist areas):
o

the outcomes will be wholly responsible for…

6. For every short term effect identified in 2 above, ask ‘So what?’ or ‘Why is that
important?’
7. For every longer term effect and change identified in 3 above, ask ‘So what?’ or
‘Why is that important?’
8. What barriers do you foresee that could prevent any of this happening?
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Appendix Two

Phase One
Storyboard Template

Having started the conversation the internal team can summarise the answers that they
come up with in the numbered boxes on a ‘Storyboard’. (Note that each of the
numbered questions at Appendix One refers to a box or a triangle on the Storyboard).

They can be completed in any order. Feel free to add extra comments to boxes as and
when ideas occur during the conversation.

Helpful Tips

Printing a version on A3 paper, or reproducing it as a large poster will allow you to stick
the Storyboard on a wall so that comments can be added by more than one person.
Using Post-it notes to record people's comments means that they can be moved about
on the poster until you agree in which part of the story they should come.

1.

2.

3.

4.

6. So
What?

5.

7. So
What?

35

Appendix Three

Indicator Mapping Tool
Internal Team Exercise
Identify and agree key indicators for measurement under each of the five key areas of
concentration (e.g. what do we want to measure under each of the areas that will
evidence/demonstrate any impact).
Area

Indicator

What do want
to measure?

What is currently
being measured,
how and by
whom?

What are the
gaps and
methods to
address these?

Alignment

Attainment

Adoption

Utility

Efficiency
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Appendix Four

Insert NIPEC Project Initiation Template
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Appendix Five
IMPACT MEASUREMENT METHODS – COMPARISON TABLE
What is it
Written surveys/
questionnaires

How you do it
Send by post or email.
You can create your own questions
or adapt questions from Diagnostic
tests or pre-made scales.
Always test first with a small ‘pilot’
group face-to-face
for feedback.
Create a database or other way to
‘code’ responses
and analyse the results.
May need to send different
questionnaires to different groups
depending upon what applies to their
situations.

Benefits
Limitations
• Cheap to administer
• Low response rate
• Prove uniform information
• Responses can be biased by the
questions
• Data entry can be simple
• Questions may not have been
• Can be anonymous
understood
• Can be self-administered
• Useful when the thing being • Not certain that the intended person
filled in the survey
measured is
•
Difficulties interpreting responses
• well-understood
• Some people have trouble with
written expression or literacy
• Can’t check responses with the
respondent
• Not useful for complex or
conceptual issues

Responses can be named or
anonymous.
Telephone
surveys

These combine some of the
advantages of written
surveys with the personal interaction
of in-person
Interviews.

•
•
•
•

Relatively low cost
Personal interaction
High response rate
Empathy can motivate a
longer/more complete discussion
• Can check meaning
• Can follow leads

• Can be difficult to contact people
• Some people may not have
telephones
• Not useful for children
• Not useful where interviewee
doesn’t speak the same language
as you do
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Face-to-face
Surveys

Can combine questions with
standard answers to more openended ones.
Best applied when the number of
people to interview is relatively small
or concentrated in one area.
Personal interaction can be helpful,
but can also bias the results.

Interview/
Face-to-face
surveys

Interviews are generally structured
with a survey so that the interviewee
will give the answer to specific
questions.
Can use Rickter Scale® or other
visual methods to show progress.
Interviews can also be less
structured if the thing(s) you’re
asking about don’t have recognised
answers.

Observation

An observer can either participate in
the activity, or can watch as the

• Cheaper that face-to-face
• Interviewee can be more relaxed
in their own environment
• Doesn’t take long to get started
• Contact with person is used
productively, rather than chasing
forms
• Can combine open questions with
pre-coded ones
• Personalised
• In-depth, free responses are
possible
• Personal connection can help
motivate a longer or more
complete discussion
• Flexible and adaptable
• The interviewee can respond to
visual cues.
• Can combine open questions with
pre-coded responses
• Personalised
• In depth, free response
• Empathy can motivate a
longer/more complete discussion
• Flexible/adaptable
• Can give visual cues
• Can combine open questions with
pre-coded ones

• Complex and rich source of
information that can provide a

• Respondents may not be able to
have a conversation privately

•
•
•
•
•

Expensive
Time-consuming
May intimidate some people/groups
Open to manipulation by interviewer
Can be affected by personality
conflicts
• Requires skilled interviewer
• May be difficult to summarise
findings
• Difficulties of interviewer travel

• Expensive
• Time-consuming
• May intimidate some individuals or
groups
• Open to manipulation by the
interviewer
• Vulnerable to personality conflicts
• Required skilled interviewers
• Might be difficult to summarise
findings
• Interviewer travel – issues of cost or
safety
• Small sample of behaviour
• Lack of a sense of prior events –
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participants go about their activities.

vivid picture of effects on people,
especially groups

Involves watching and listening to an
activity or session, taking notes, from
one of the many recognised
answers.

Focus Groups

Participatory
Learning and
Action (PLA)

A framework for observation is
needed so that different observers
can describe what they see in a
comparable way.
Collect data through group
interaction on a topic determined by
the researcher. They often help to
generate questions but not
necessarily definitive answers.
Findings need to be compared to a
larger survey. The value of a focus
group can be strongly affected by the
skills of the facilitator.

•
•
•
•

A facilitated process involving a
group of beneficiaries in which
members of the group interact,
mainly around visual ways of
expressing their opinions and
thought.
These can include timelines, flow
charts, resource maps, problem

• Very useful in answering
questions of how and why
• Mutual learning environment can
help build stakeholders’ capacity
• Able to capture a diversity of
perceptions
• Ability to understand complex
processes

Group interaction
Group consensus
In-depth discussion
Can be more efficient that one-toone interviews
• Uses less resources that one-toone feedback
• Democratic process where
researcher/observer is
outnumbered by participants
• Relatively immediate sense of
results

can be difficult to interpret or
categorise what the observer sees
• Relies on the observer’s skills
• The visit itself alters people’s
behaviour

• Small sample size
• Group may not be representative
• Responses all depend on one
another and group format may
create conformity where differences
are suppressed
• May cause people to feel like they
need to ‘take sides’ (polarisation)
• People may b e manipulated by
others in the group
• Questions may not be asked the
same way each time
• Difficult to quantify the results or
findings
• Not appropriate for some sensitive
issues
• Opinions of those in the group may
not represent those of others
• Not very easy to analyse information
rigorously
• Can be costly
• Requires specialised facilitation and
knowledge of appropriate methods
to engage people
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ranking, and a variety of other
methods depending upon the
context, the skills of the participants,
and the levels of literacy.

Case studies

A detailed and real world method
that complements broader, less indepth methods such as telephone
surveys or print/online
questionnaires.
They can show examples of how
things happen.

Existing records

Records are existing sources that
have been compiled for internal
management uses.
Looking at these for the purpose of
understanding what is happened or
to tell the story of the work.

Art works, video
and film

These can provide evidence of the
achievements of a project in a

• Good for a general impression of
progress or outcomes
• Ability to capture negative or
unintended consequences
• Can help to identify and articulate
people’s felt needs
• Enhances organisation’s
accountability to its beneficiaries
• Can show how processes work
over time and give insight into
cause and effect.
• Can provide ‘colour’ to
supplement statistics or survey
results which can be more
interesting in a report format.
• Multi-faceted; can show different
perspectives
• Vivid
• Can be useful for giving
background information
• Established at the time the
activity happens to capture
information during a process that
is hard to capture afterwards
• Cheap
• Non-reactive
• Doesn’t interrupt the project or
activity

• Filming may be relevant for
performance based activities

• Time-consuming
• Expensive
• Anecdotal

• Often incomplete, inaccurate or outof-date
• Not usually compiled for evaluation
purposes; may not answer the
question an evaluation wants to
answer
• Possible confidentiality restrictions
• Changes in activities, definition, or
rules may make comparison difficult
or impossible
• Can be misleading unless fully
explained
• Only the facts – usually no
interpretations
• Expensive
• Time consuming
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compelling way.

• Vivid impression
• Creative and artistic
• Can be motivating or fun for
participants

• Impression of the project or it’s
outcomes can be affected by the
quality of filming and presentation,
rather than the quality of the project
• Depends on the skills of the viewer
in interpreting
• Taken alone, inability to enquire of
participants
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Appendix Six

Tips for Survey Questions
The following are some tips for developing your questions and how to ask them – your
methodology. In defining the questions you want to ask follow these helpful hints.

1.

Ask about the most important issues – ones that can be acted upon.

2.

Be precise – ask the exact question you want to know the answer to, and clarify it
for yourself before writing the question by asking ‘what do we mean by that?’

3.

Keep it relevant– make sure the questions are useful to your organisation. Surveys
are not intended to be research studies, but to give your organisation and its
stakeholders important information.

4.

Be direct – ask about the respondent’s experience, opinions and perceptions, not
those of others

5.

Be unambiguous – use words clearly, and be sure to define them.

6.

Be thorough – ask around the question, ask why and how as well as what and how
many.

7.

Be consistent – don’t use a 10 on a 10-point scale to mean ‘very much’ in one
question and ‘not at all’ in another.

8.

Keep it short – most people will only want to respond to one or two pages worth of
questions.

9.

Keep it simple. Don’t ask respondents to calculate things – you can do these as
part of the analysis. Do not ask people to generalise or to summarise events that
happened long ago.

10. Stay neutral. Do not use loaded questions that encourage a respondent to answer
in a way they think you want them to! Make sure that the questions have an equal
number of positive and negative answers. (e.g. definitely yes, probably yes,
probably no, definitely no).
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Appendix Seven

Tips on Conducting Focus Groups

The Team should determine the number of focus groups required.
Mixed stakeholder focus groups may be appropriate.
Alternatively a range of different groups comprising one
stakeholder group only may be chosen to ensure the outcome is
unique to that group only.
4-8 people in each group is regarded as ideal, as too few can
cause an imbalance in the group dynamics, and too large causes
the group to be unwieldy and difficult to manage.
Take care with the sampling, so that each person carries a
particular characteristic.
Ensure all take part, have something to say and are comfortable
saying it.
Chair the meeting (act as facilitator) so that the meeting is openended but to the point.
The use of a second ‘follow up’ focus group in order to probe
deeper into emergent themes may be necessary.
An ‘independent’ facilitator may be necessary if participants may
be affected by the relationship with the facilitator.
A co-facilitator is required to take notes.
The establishment of ground rules is vital prior to the session.
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Appendix Eight
SUPPLEMENTARY QUESTIONS
TO SUPPORT THE IMPACT MEASUREMENT FRAMEWORK

QUESTIONS
Awareness

Is the respondent aware of the resource/product/tool?

Usefulness

How useful is the resource?

Helpfulness

How helpful is the resource?

Challenges

Are there any challenges in using the resource?

Efficiency

Has using the resources resulted in improved effectiveness or
efficiency?
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