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Basic concepts about measurement:

• Measurement is about collecting data
You must know what data you want to collect and why 

you want to collect it. 
▫ Why is measurement important? 
▫ What does it prove? 

• Measurement Tools
You must identify the right tool to measure the right 

data. 
▫ What measurement tools are you using? 
▫ What data are you collecting?

• Measurement Processes
▫ Who uses the tool?  Are they trained to use it? 
▫ How often is measurement done?  
▫ What happens to the data that is produced by the tool? 



We want to know our 
actions  matter!!



What 

do we 

want 

to 

prove?

• CAAs want to show 
that they are 
effective and 
efficient.  

• And that they are 
accountable for the 
federal resources 
they are awarded. 



Without proof, we don’t 
know what happened!

Because we are results oriented, we must 
be able to prove that our intervention 

resulted in a positive change!



During Planning: 

When you identify the 
success you expect to 

achieve, and the 
services or strategies 
that will lead to the 

success, THAT is the 
time to  consider 

what data you need 
and how you will 

collect it. 



What are you measuring?  

What measurement tools are you 
using? 

What data are you collecting?



Remember, 



ACTIVITY-What comes to mind when we 

say “measurement tool”?

What you use to 
measure

What you are 
measuring

• Yardstick

• Bathroom scale

• Test

• Bank Statement

• The length of something (cloth,
distance along a wall, etc.)

• The weight in pounds of the 
person standing on the scale

• Knowledge about a subject

• Amount of deposits, withdrawals 
and funds available



Success is determined by the agency



In Community Action, 

• The kind of measurement tools 
we need are those that will 

provide the data to prove:

 what we have done

 and what has happened



Documentation of proof that something 
happened



A set of well defined distinct objects that can be used for some 
practical purpose.

Data can be observed, measured, collected and aggregated



What is data? 

• Numbers
• Facts
• Figures
• Stories

Can you think of an example of 
each of these kinds of data?  
Numbers:
Facts:  
Figures: 
Stories:



Another way to think about data:

Qualitative

• Language/Letters

• Stories

• Notes

Quantitative

• Numbers

• Statistics
• Charts

• Graphs



Measuring different things! 



Do you have the right tool?

Be sure you have the RIGHT 
tool:  the tool that is measuring 

what you want to know.

• You don’t use a thermometer to 
measure height.

• Attendance records for a class would 
not be a good tool to document how 
many individuals got a job.





Basic ROMA Questions

1. How many individuals or 
families are you serving?

2. Who are they?
3. What services do you give 

them?
4. What happens (what 

changes) as a result of the 
service?



Where does the data come from? 

• How many are you serving?
• Who are they?

• Consider the difference between: 
 the number of individuals/families applying for 

service, 

 the number being eligible for service, 
 the number being accepted for service 

 and the number who actually receive the service.

• What “proof” do you have for each of these? 



Storage – not measurement tool



Data gets 

entered 

into the 

case 

record

• The case record is where 
data is stored.

• But where does the data 
come from?

• Family member report 
(in person or via phone)

• Email with information 
from family member

• Other service partner 
provides a report

• Copy of a measurement 
tool…



What evidence does this produce?



What does the intake process provide?

• 1. Demographic data so you know who you are 
serving.  Y or N

• 2. Documentation of the number of people who 
applied for service.  Y or N

• 3. Identification of eligibility for a specific 
service.  Y or N

• 4. Identification of other services that are 
needed.  Y or N

• 5. A way to document the number of people who 
were served. Y or N



What does the intake process provide?

• 1. Demographic data so you know who you are 
serving.  Y or N

• 2. A way to document the number of people who 
applied for service.  Y or N

• 3. Identification of eligibility for a specific 
service.  Y or N

• 4. Identification of other services that are 
needed.  Y or N

• 5. A way to document the number of people who 
were served. Y or N



The Intake 

Form

• What does it prove?  

• Usually, the Intake form is 
used to collect the 
demographic data and 
situation description for each 
person/family applying for 
service. 

• May also include “approved” 
status showing that the family 
was found eligible for a 
service. 

• Typically does not show that 
the family received a service 
or multiple services.   Where 
does that proof come from? 



Output Measurement Tools 

Tool

• Intake Form

• Copy of 
voucher or 
check (for 
tangible 
assistance)

• Log of 
Payment

• Roster of 
Individuals 
Receiving 
Food 

What it 
measures

• Number of People 
Applied and 

Enrolled

• Amount of all Rent 

Payments Issued;  

Amount of Payment 
Received (by family, 

or landlord, or…)

• Number of food 

boxes or amount of 

food distributed; 

• Verification that an 

individual or family 
received food.

Document services and process provided by the agency or 
done by the customer.

What it doesn’t 
measure

• What happened 
as a result of 

service?

• Was housing 

secured or 

maintained? 

• Was family able 

to meet food 
needs?  Reduce 

food insecurity?  



SPREADSHEET HANDOUT



How will you know that 
something has changed?

OUTCOMES = 
CHANGES, 
PROGRESS TOWARD 
CHANGES



Assume? 



Example:
Service:
100 families will receive a 
food box from our agency’s 
food pantry 1x a month for six 
months.

Assumed outcomes:
• Increased Nutrition
• Decreased Hunger
• Increase food security
• Frees up money to spend on 

other needs



But ASSUMING is not 

MEASURING!



How would you know the impact of a 

family receiving a food box? 
• Follow up to ask for family report

• Other?  



OUTCOME Measurement Tools 

Tool

• Pre-test and Post-test
(or pre/post survey)

• Follow up phone call (to 
family receiving rent 
payment)

• Questionnaire (at food 
distribution site asking 
prior recipients about their 
prior experience).

Documented Outcome

Documents the change that has happened and/or 
the progress that has been made towards goals.

• Was there a change in 
knowledge?  Or skill? Or 
belief/attitude?

• What is the housing 
status?  How long have 
they maintained housing? 

• Did the family achieve  
food security? 



SPREADSHEET  





Using a Survey
Surveys can provide both 
qualitative and quantitative data.



Example – Survey
Survey Questions Used by USDA to 

Assess Household Food Security
1. "We worried whether our food would run out before we got money to buy more." Was that 

often, sometimes, or never true for you in the last 12 months?
2. "The food that we bought just didn't last and we didn't have money to get more." Was that 

often, sometimes, or never true for you in the last 12 months?
3. "We couldn't afford to eat balanced meals." Was that often, sometimes, or never true for 

you in the last 12 months?
4. In the last 12 months, did you or other adults in the household ever cut the size of your 

meals or skip meals because there wasn't enough money for food? (Yes/No)
5. (If yes to question 4) How often did this happen—almost every month, some months but 

not every month, or in only 1 or 2 months?
6. In the last 12 months, did you ever eat less than you felt you should because there wasn't 

enough money for food? (Yes/No)
7. In the last 12 months, were you ever hungry, but didn't eat, because there wasn't enough 

money for food? (Yes/No)
8. In the last 12 months, did you lose weight because there wasn't enough money for food? 

(Yes/No)
9. In the last 12 months did you or other adults in your household ever not eat for a whole day 

because there wasn't enough money for food? (Yes/No)
10. (If yes to question 9) How often did this happen—almost every month, some months but 

not every month, or in only 1 or 2 months?
11. What else do you want to say about your family experience related to food security?  (Open 

ended response)



Example Questionnaire



Adult Basic Ed Program:

Statement

Output or 

Outcome

Measurement tool

Outreach and recruitment

Enrolls in A.B.E. class

Attends A.B.E. class

Completes A.B.E. class (meets 

attendance requirements)

Achieves competency in basic, 

math, reading, and writing skills

Receives certificate or diploma

Measurement Tools and Processes - Activity

First identify if the item is an output or an outcome.

Then think of what you might suggest to use as Measurement 

Tools and Processes.

After you are finished, you can pull up the “Examples” version of this 

document that has some ideas for each of the statements.  



Flow chart to identify available tools





What are you NOT measuring? 

• “The agency is reporting on services without 

reporting on outcomes.” 

• Why might that be happening? 

• Consider the Streetlight effect





How Hard is 
it to Collect 
the Data?  

How 
Important?



Measurement 

Processes
Assure you have high quality data!



Data Quality Is Important

The right tool will 
help you have the 

right data.

The right process 
will make sure the 

data can be 
trusted.

Complete Timely

Reliable Accurate



Plan for the Processes  

Measurement 
processes need 

to be 
determined in 
the planning 

stage. 





Who uses the tool?  Are 
they trained to use it? 

How often is it used?  

What happens to the 
data that is produced 
by the tool? 



Questions to Answer to Clarify the 

Measurement Processes 
• Who is responsible for collection of the 

measurement data? 
▫ Who measures?  Is the person skilled in using the 

tool?   
• How is the collection done?   

▫ When are the measurement tools used?  
 How frequently are the measurements taken?
 End result? Point in time?

▫ How do they do it? (paper, computer, at office, in 
field, etc.)

• What do they do with the data after they collect it?  
(enter it, bring it to someone else to enter, etc.)

• How is the data stored?



How do we ensure that the data we get 
is complete, accurate, reliable and 
timely? 

Staff must be ready for measurement 

• Staff should be informed, assigned and equipped

• Measurement process must be standardized to 
assure reliable data is collected



Staff Readiness for Measurement

• First, Staff has to understand the measurement 
process and their role in the process

• Then, staff should have these skills:
▫ Ability to communicate with a broad range of 

people
▫ Cultural sensitivity
▫ Ability to treat everyone with the same degree of 

respect
▫ Commitment to keeping all individuals’ 

information confidential



The Agency Must Have Policies 

and Procedures Related to Data

• To assure quality data the agency 
must have well defined systems to 
collect, store, and retrieve such 
things as 

 Client demographics

 Services to individuals and 
families

 Community and agency level 
strategies

 Outcomes at family, agency, 
community level



Include 
Measurement 

Tools and 
Process

The last 
columns of 

the logic 
model ask for 
details about 

measurement 
data 

processes.

Data 

Source

Frequency

Who: Data 

collection:

How:

Where 

stored:

Reporting:





Examining 

Data 

Collection

• Think about the data collection 
process at your agency.  



Considering 

Storage 

• Where is the data from the 
measurement tool stored?

• Is it siloed? Each program 
keeping its own measurement 
data.

• Who has access to the stored data?

 Who can run reports? 

 Is it available to direct service 
staff? 



Storage of Measurement Data

• It is important to distinguish 
between the measurement 

tool itself and the place the 
data from the measurement 

tool is stored.  

• The data base (or the file 
cabinet) is where you 

document what you found 
when you used the 

measurement tool.  



What goes into a case record? 

• Notes from family reports

• Staff observations

• Copies of documents

• Record of attendance at (receipt of) services

• Progress notes

• Other ????



One way is to use scales and matrices.

An Outcome Scale is a continuum that describes different 
states or conditions of status and is used to identify and 
measure incremental change in families, agencies and 

communities.

A Matrix is a series of Scales that, 
taken together show conditions in 

multiple domains. 

Scale 
Conditions

Thriving

Safe

Stable

Vulnerable

In-Crisis



Scales can be used to show progress as well 
as success

5/15 -Initial Baseline data collected 
when John comes to the agency with 
a goal to become employed. 

John enrolls in the agency’s self 
sufficiency program where he creates 
a resume, practices interview skills, 
and receives a suit to wear on his job 
interview. 

What measurement tools would 
prove those services were provided?

9/30 – At a scheduled meeting with 
John, he reports that he is now
employed full time, but has no 
benefits.  

What is the proof that will show that 
he gained employment? What about 
the benefits?

Employment

Full time employment, with

benefits

Full time employment, no 

benefits (9/30)

Part time employment 

Unemployed, some work 

history (5/15)

Unemployed, no work history





Don’t forget about 

frequency! 



Some Basic Ideas 
Tool 

Purpose of Tool

Data Collection Process (who 
collects, how often, where is 

data stored, etc.)

➢ Letter/E-mail  Offering 
Employment  

• Proof that individuals got the job

➢ Pre and Post Test 
• Identify Parent Relationship Skill 

Level

➢Weatherization Completion 
Record

• Documents work done

• Employment counselor follow 
up; data entered into XYZ data 
base

• Family Advocate enters into 
data base. 

• Weatherization staff  following 
service 



Tool Purpose of Tool
Data Collection Process (who collects, 
how often, where is data stored, etc.)

Letter/E-mail  
Offering 

Employment  
Verify that 

individuals got the 
job

employment counselor follow up with 
participant; data entered into XYZ data 

base

Activity – Add More Detail 



Tool Purpose of Tool
Data Collection Process (who collects, 
how often, where is data stored, etc.)

Letter/E-mail  
Offering 

Employment  
Verify that 

individuals got the 
job

employment counselor follow up with 
participant; data entered into XYZ data 

base

Activity – Add More Detail 

Additional Tool: 
Paystub

After job interview, counselor 
follows up with participant via

Phone call; participant takes picture 
of pay stub or offer letter – text or
email picture to counselor; data 
entered into XYZ data base by 

counselor and/or printed off and 
stored in participant file



Tool Purpose of Tool
Data Collection Process (who collects, 
how often, where is data stored, etc.)

Pre and Post Test

Identify Parent 
Relationship skill 

level Family Advocate enters into data base. 

Activity – Add More Detail 



Tool Purpose of Tool
Data Collection Process (who collects, 
how often, where is data stored, etc.)

Pre and Post Test

Identify Parent 
Relationship skill 

level Family Advocate enters into data base. 

Activity – Add More Detail 

At first class session, Family 
Advocate (FA) administers and 

collects hard copy of pre test. From 
paper copy, FA enters pre test and 
observation results into data base. 

FA administers post test on last 
night of class, collects hard copy,  
then enters results into database



Tool Purpose of Tool
Data Collection Process (who collects, 
how often, where is data stored, etc.)

Weatherization 
Completion Record

Documents work 
done 

WAP staff following service

Activity – Add More Detail 



Tool Purpose of Tool
Data Collection Process (who collects, 
how often, where is data stored, etc.)

Weatherization 
Completion Record

Documents work 
done 

WAP staff following service

Activity – Add More Detail 

Work Order; 
Audit; 

receipts of 
materials 

purchased; 
receipts of labor; 

energy bills before 
and after service

Documents 
change

in energy usage

WAP Auditor completes Work Order and Initial 
Audit; WAP co-Ordinator collects initial energy 
bill at time of customer application, and then 
month after WAP measures completed; WAP 
staff file receipts of materials in customer file; 

WAP staff collect invoice from Labor 
Contractors at time service is delivered, then 

gives to WAP Coordinator to copy and place in 
customer file

Weatherization staff  following service 



Adult Basic Ed Program:

Statement

Output or 

Outcome

Measurement tool Process

Outreach and 

recruitment

Enrolls in A.B.E. class

Attends A.B.E. class

Completes A.B.E. class 

(meets attendance 

requirements)
Achieves competency in 

basic, math, reading, and 

writing skills
Receives certificate or 

diploma

Measurement Tools and Processes – Activity Follow Up

Go back to the earlier activity and think about what you might 

suggest to use as Measurement Tools and Processes.



Data Collection Process

Write It Down!

Data is collected at 
many different 

places and times in 
your agency

Here are just a few 
things you want to 

know :  

Who gathers data?  
Receptionists, case 

managers, etc…

When is the data 
collected?

At first visit?  After 
enrollment is 

approved? Many times 
during the provision of 

services? 

How is it stored?  

Who gets to see the 
data?



Analysis of Data

Measurement Process Ends and Then? 

Next Step:  Analysis.

The processes for analysis and use of the data should 

be clearly defined during the planning phase. 



The work is not done 
when the data is stored!! 

The processes for 
analysis and use of 
the data should be 

clearly defined 
during planning. 



In the Analysis Process, Data Becomes 

Information

• Data is the facts that are observed, measured, 
collected and aggregated

• Data only becomes information for decision 
making once it has been analyzed in some 

fashion



Useful Information

Stories

Facts

Figures



A Quick Review of 

Data Analysis Techniques

Count Compare

Identify the 
factors

Consider the 
trends



Think about this:
How often is data aggregated and analyzed in 
your agency? 

How often is it turned into information? 



Activity – Is the statement a fact or is 

it information?  
1. Unemployment has increased from 5% to 7%

2. Families are unemployed because of  job 
shutdowns

3. # of families receiving rental assistance last year 
was 30 per month

4. # families requesting rental assistance this year is 
50 per month

5. We expect the need for our rental assistance service 
to increase as long as there are job shutdowns. 

6. We will have to extend our service hours and may 
need to have additional staff to meet the increased 
demand. 

F or I

F or I

F or I

F or I 

F or I

F or I 



Is the statement a fact or is it 

information?  
1. Unemployment has increased from 5% to 7%

2. Families are unemployed because of  job 
shutdowns

3. # of families receiving rental assistance last year 
was 30 per month

4. # families requesting rental assistance this year is 
50 per month

5. We expect the need for our rental assistance service 
to increase as long as there are job shutdowns. 

6. We will have to extend our service hours and may 
need to have additional staff to meet the increased 
demand. 

F or I

F or I

F or I

F or I 

F or I

F or I 



In Analysis of Data, You Must Know 

What You Want to Know

• Establish what you want 
to know

• Identify who has the data  
necessary to tell you what 
you want to know and 
where the data is located, 

• Consider what “buckets” 
or different data 
classifications you want  
to examine.

• Is this driven by internal 
or external reporting 
requirements? 

• Is this driven by Local 
Theory of Change 
validation?

• Agency staff? Partners?  

• Demographics? 
Community statistics?  



A Series of Questions You Want 

To Answer With Your Data
• Did we do what we thought we would do?
• Did we serve the population we thought we would 

serve?
• Did we make an impact on the identified needs?
• Can we tell what services (or set of services) produced 

the best opportunity for results?
• Are some populations achieving outcomes at different 

rates than others?
• Did we recruit and enroll sufficient numbers to allow 

us to achieve our target outcomes?
• Do we need additional resources?
• Was there something unexpected that influenced the 

outcomes?



Use of Data

Preview to Next Workshop



This should not be the primary 
reason to “measure” anything!



The analysis of data can lead to changes in the 
measurement tool and process if it is not providing the 

right information (enough information, etc.)

We can identify things we want to know beyond what 
we have thought about in the past!!



Use of Data collected

Purpose of tool
Data Utilization Process (how is the data 

from this tool used in the program?)

Individuals got the 
job

Use to identify the employers who hired, 
demographics about participants

Identify Parent 
Relationship Skill 

Level

How much parents know about their role in 
child development ? What do the need to 

know? 

Documents work 
done; document 

change in bills
Used in reporting



What will you do with the data?
Make informed decisions!!!

• Continuous Quality 
Improvement (CQI) 
includes putting  
analysis of your 
measurement tools and 
processes into action.

90

Use the Data!

The ROMA Cycle = CQI



Next Steps

•Consider sharing the things that 
you learned during this workshop 
with your peers.

•How might you apply your 
learning to your agency? 

•Identify a plan of action!!



Barbara Mooney
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