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able 74 The Fit Between the Logic Model and the Program Hypothesis

pefinition

Example
Resources (staff, funding, etc.) | ¢ Women who are victi
3 4 e victims of domestic viol imari
Raw materials (clients or due to depend o violence primarily
ence on t
consumers) 3 heir abusers

Res_ources: incll{ding trained staff, that will contribute
to improving client self-esteem, reducing social

anxiety,_estaplishing ties to community resources,
deyelopmg ﬁna.ncial management skills, learning job
skills, and placing them in a job with a career path

Activities that use inputs to o

| hat ' Individual and group counseling to address personal,
achieve objectives with raw emotional, and psychological problems
materials s

Case_ management services to facilitate and support
ma.kmg appropriate community contacts designed to
build a sustainable, steady lifestyle following treatment

Financial planning services designed to manage income
and meet basic expenses

e Employment training and placement
Measurements of services o
provided and completion of all
services prescribed

| process

|
1
|
|
|
|

|
g
|

Each service provided would be quantified so that it

would be possible to measure both intermediate

outputs (the number of units of service provided) and

final outputs (the number of clients who complete all
the services prescribed)

Qutcomes Demonstrated benefits to e Improvement in self-esteem

those receiving services e Reduction in social anxiety

Knowledge and skill in using community resources for

independent living

Demonstrated ability to manage finances

Demonstration of ability to perform critical job skills

Placement in a job for which the client was trained

Reduced incidence of returning to the same or another

abuser

Impact Measurable changes occurring | ® There will be a commumty-.van(e:l reduct11?r;o1g::;c
in organizations, communities, number and percentage of incl encsz :re e
or systems as a result of violence reported among WomentVer ir abusers
OB TS0 primarily due to dependence on ve1r |

A mission statement is formally approved a.nd sanctior'led :r}:o?tlerg\:lit}’egfcﬁl:;;ti:\;
public agencies and by boards of directors inBENee agenﬁ 'eid and relatively permanent
the purpose of a mission statement is that it eStabllShe'Sf- rOrOgramS designed. A mission
parameters within which goals are developed and specific p
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Table 7.2  Examples of Mission Statements

Type of Organization } Sample Mission Statement
To ensure a safe environment for women and children who haye been vieg
ms

Domestic violence shelter
of physical and emotional violence while strengthening theiy abilities ¢
function independently in a positive lifestyle free of violence 5
Family service agency To promote family strength and stability in a manner that allows each
individual to achieve his or her potential while, at the same time i
strong and productive interrelationships among family members  >PRorting
To promote and support the achievement of a positive and productiye

lifestyle, including steady employment and stable family and human
relationships, for those formerly addicted to chemical substances

Drug and alcohol counseling

R

Sion statements “to st i n
; rengthen Independ ionin
W o ent functioning » « m ab n
| For i ; 8" “to promote family ility,”
Promote and pro hemica] dependency—free lifestyle” are leg't'11 S
Ilimate statements
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7.4 Relationship of Mission,

flgure Goals, Objectives, ang Activities

o

Organizations Missir

Prograrm Goalg

Program Objectives

Goals and objectives provide a framework for action Goals

tive : establish a general direction
for a program. Objectives establish precis

€ expectations of what the program is attempt-
ing to achieve, including a time frame. Activities specify detailed tasks to be carried out.
Objectives and activities also provide a framework for monitoring, performance measure-
ment, and evaluation. These relationships are depicted in Figure 7.1.

AGENCY EXAMPLE: SAFE HAVEN

For the remainder of this book we will use as an illustration a domestic violence shelter for
women that we will call Safe Haven, While women are in the shelter they will participate
in the services that we have described, We will incorporate all services under three pro-
grams: (1) Case Management, (2) Individual and Group Counseling, and (3) Employment
Training and Placement. These programs are illustrated in Figure 7.2.

We will assume for the sake of this example that the state is making funds available to
lest the program hypothesis that if women who are victims of domestic violence primarily
due to dependence on their abusers receive and complete prescribed services they will
become self-sufficient and be able to leave their abusers and live independently.

Safe Haven will employ a program supervisor in each of the three programs and the
fumber of staff in each needed to provide the services as designed. The steps of devel-
oping goals and objectives, designing programs, designing a data collection SYSte_m’
Measuring performance, and budgeting will be covered in this and the following
chapters,
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trac ; ] ; i €S toward d
|earn O redirect their efforts in a way that lead om

pach of these program goals helps to further the mission of the total organizati
nization,

un i
is never fully achieved.

THE FORMULATION OF OBJECTIVES

I
In effectiveness-based program planning, one should be able to make explicit two things
about a program: (1) the results that are to be achieved and (2) the manner in which thege
results will be achieved. The specification of results is a statement of the ends or
expectations of the program. In the program-planning literature, these ends are referred
to as outcome objectives (Brody, 2005; Coley & Scheinberg, 2000; Poertner, 2000). The
specification of service provision is an articulation of the means that will be used to achieve
the ends, and these are referred to as process objectives. Finally, under process objectives,
we find listings of specific activities that represent a further breakdown or refinement of
the details of program implementation.

This approach further supports the logic model as presented in Chapter 1 and as illus-
trated in Figure 7.3. Outcome objectives identify and define expected program outcomes.
Process objectives and activities work together to define the process of service provision to
the client. Outputs become measures of processes and activities invested in the program.

Figure 7.3 Logic Model as Applied to Process and Outcome Objectives

*Clients or
Consumers

° Process < DOCUmentatiOn ° Outcome ° Documentiation
objectives of completion objectives of change in
! bRl of process problem or
= Activities e

*Resources
{0 address
problem or
need

planners to distinguish these

tional objectives, and program
ing terms outcome

o that depicted in

Throughout the literature, a variety of terms are used by
three different levels, including strategies, milestones, opera
Objectives. In the following discussion, we will use the program-plann

Objectives, process objectives, and activities. The hierarchy is similar t
Figure 7 4,
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Figure 7.4 Hierarchy
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[ Activity Activity Activity
REQUIREMENTS FOR ALL OBJECTIVES

measurable, time-limited. and realistic and represents a commitment These elemen;
be addressed through the following questions: g




{. Time frame

_ Target of the change

2
3. Products (Process) or results (outcomes) to be achieved
4

measured
5. Responsibility for implementing ang Measuring achievement of the obj
ODbjective

ceveral examples are presented in Table 7.3

Table 7.3  Examples of the Relationships Between Goals and Objectives

dgency

Drug ang
alcohg|

COUnseling

among African American children in Mead
County who return to their natural
families

% of
Organization | Sample Goals Sample Outcome Objectives
Domestic e To reduce the incidence of domestic * By (date) to reduce by 20% the number
violence violence in Mead County of women in Mead County who return to
shelter e To develop outreach services to Native domestic violence shelters, as measured
American women in Mead County who by
have experienced domestic violence e By (date) to increase by 25% the number
of Native American women who are able
to secure living arrangements away from
their abusers, as measured by . . .
Fam?ly * Toincrease family strength and stability |e By (date) to increase by 25% the number
Service

of African American families with children
returning from foster care in Mead County
who report at least a 50% improvement
in family strength and stability, as
measured by . . .

To reduce the incidence of
methamphetamine use in Mead County

By (date) to reduce by 50% the number
of arrests for methamphetamine use
among youth ages 15 to 18 in Mead
County, as measured by . . .




—

e RVENTION
e L
RACKIN s e -
DESIGNING, AND T
NNING,
I PLA
PART II
116

who reads it wi]] Underg;
; t anyone
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. e they are usya||  The
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C itical test of mbiguity. Adj 've) should be minimizeq ¢, elim; Widg
Thg 1(;2 a minimum of ag healthy, prOduthrnar“y of verbs and Noung Brodmafed in
shoul f interpretations (e-hr-‘;lses miadenti P verbs that describe an obserVabjy (2005)
o Of straightforward Iljjjectives to use aCthI; or enhance Everyone Who y, . }:‘ange
favor O ho write O trengthen, : Or J
; ove, S Wit
advises tl’}O.Se Wsuch as reduce, impr entially the same way. For exampje statememsuc:
in a condition, interpret it in esS_ een spouses” could haye Many o
bjective should i f interaction betw Preg.
the o lity o

Time

difiers and descriptors A begy
“to mprove IS e g L TRl T et €1, Moy,
as “to d uncertain umber of unresolve lsagreeme 5
tions. It is vague an Id be “to reduce the nu les.” Even here, (¢ t each
measurable statement Wotuleast 60% of par n-ClpatmgdC Ofl'lp‘tioﬁ and clarifi’catio o e
st 40% in a need further defini n,
week by at lea > 1d probably thito iyl
solved disagreements woum(zy important as the program gO?Sh b.ghtfts ‘mplemema_
Precision becomes e>;t‘re plementation, the initial authors Ob-t et.o Je}? Wes[‘)may Nt be
: im ' ectives haye
tion stage. By the Umteagon nor should they have to be if the obj €en Crafteg
. i re :
available for interp

correctly. ity (and, later, measurability) is to develop Ob.jecn:ves that gy,

One way to ensure clarity Ptheceimeala e statements that begin with yesps i
behavioral asp.ects. Examfz;eseo terminate, or demonstrate. Examples that use vagye and
as write, l.l'st, znf:rease' tr(e)bzccar,vable) referents might include statements that begin With
\I;:rrl])zZzi\;:(;laizél&i;s?aond, know, realize, feel, believe, or enable.

Chapters 10 and 17 .
Using the United Way framework, initia] g

; : ided.
the focus of the first year, depending on the problem or need and the services provxdees
L}?ng;e; l;erm outcomes woyq involve Multiyear efforrg Wherever possible, time f rar?ne
o ould be stateq o Sbecific davest ity it then, beco
the dates o . o udingimonp,! day, and year. These,

: : mance
Monitor progregs and review perfor



asures that indicate whether the
;ﬂem es are usually stated as followsg:
ra

rogram OULCOME expectations. When multiple-y
[Phey may be stated as follows:

* 30 women who have been victims of physical and/or eémotional violence
* 75 low-income families

* 20 parents who have had children removed from their homes for child neglect

Results

by the time they have completed the program. For example:

* 20 women who have been victims of physical and/or emotional violence will
Teport at least a 75% decrease in incidences of violence.

* 50 low-income families will report an income that allows them to meet their basic

Needs as established in a budget.

* 20 parents who have had children removed from their homes for child neglect
Will be determined (by professionally established standards) to be competent to

have thejr children returned to their homes.

Deciding how much to promise in terms of client outcomes takes carefql thought in p;ig;ar;;
P lanning_ Occasionally, program planners think that the more they promise, the more likely
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is that they will obtain funding for their programs. In most ir}stances, this Strategy backfj res
ist ; yurce ersonnel can usually recognize when the projected results are unrealjstjc and
fhuenprlggrsa(:n is OSerpromising. And in those in;cances W:er; the prstgtrr::lén hals OVerPFOmis'ed b
gets funded anyway, program planners often f}r.ld that they e Pt hmse ves ancli the impje.
menters of the program in the untenable pogltxon of aﬁemptxng 0 achieve unachleyable out-
comes and, eventually, of attempting to explain why they.dld.not. This type of behavior beging
to affect an agency’s credibility. A program'’s goals and objectives §hould bg S€EN as a contraey
If requested resources are made available, then stated outcomes will be achieved,

Criteria for Measurement

If the objective cannot be measured, the program cannot be evaluated—or at [eagy we wil|
never be able to know whether the objective has been achieved. Remember that failure ¢q
measure is like having an athletic event without keeping score. The corollary of this is that
we need to state in the planning phase not only what we hope to achieve (such as a reduction
in child abuse or an increase in job placements) but also the criteria of acceptable perfor.

mance. For example:

* To reduce incidents of child abuse in District 1 by 15% as measured by referralg
recorded in the Child Abuse Central Registry

* To increase awareness of the warning signs of a potential abuser as measured by
the Straus Conflict Tactic (CT) Scales (Straus, 1990)

* To increase self-esteem as measured by the Hudson Self-Esteem Scale (Hudson, 1982)
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Ropi e for Monitoring. When the plan
J€Ctives (o be achieved and activitjeg to be

DB ORIEGTRVESe

Outcome objectives are the centerpie \\\

example:

¢ Toincrease the graduation rate among high-risk adolescents
* To prevent the reoccurrence of child abuse or neglect in 25 families

¢ To return 100 children in foster care to their natural parents

phrase “it is the objective of this program” is not included in each statement for the
Purpose of brevity).

Table 7.4 Example of an Outcome Objective

By June 30, 20xX : hool District
At least 50 of 100 participating high-risk students in the Roosevelt School Dis

Will graduate

As documented in school records :
. itori reportin
The dropout prevention supervisor is responsible for monitoring and rep -
B s
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tcome objectives flow from the problerl"l an?—‘ ?/'fs I;‘hase g Ocus op s‘
To restats, ;uproblem or an improvement in the quality of life of the Prograpm,  "a |
reduction of the

: : :
ogram goal into precjse and et
ts that translate a pr. 5.
ion. They are statemen
population.

; €asyr,
I Once the outcome objectives are clearly conceptuah;sd anddsFated, theijr Compa;[;ﬁ
anguage. jectives should begin to become clear. These are a ‘dressed in the ney; Section
process Otl;]zcct;vrisplexity of the problems that we are attempting to rgsolve, it is Often “eC'es
sar}(/;“t/snthink of outcome objectives %n hierarchlcatll rtneqr(r:;cjfn:;n; rt:oestUmted Way o |
America’s (1996) use of initial, intermediate, and Iongl—I e e Withé e Program st |
there will be more than one level of outcomes: and all wi b.ectivesp : lthe Change in the
quality of life of the clients. In incorporating ogtcom<le obj pit n .O the mpdel for
effectiveness-based program planning, we deal WltP’l oLy ko eve S~mt§‘rme liacs bt
final—which correspond roughly to the United Way'’s .mmeq and mt'ermedlate_ The thirg
level, long-term outcomes, are the same as impact, as defined in the logic mode.l. These long.
term outcomes reflect the reason for the existence of the program and project eXpectoy |

outcomes in the total community, not just one agency’s clients, as In the fO“Oang

examples:

® To reduce the incidence of physical violence against women

® Toincrease the number of homeless persons who become self-sufficient anq

Secure a permanent residence :

® To reduce the number of adolescents who participate in street gangs :

families i
s
Intermediate objectives:

® Resolution of €motional and psychological issues that act as barriers to self-
esteem and self—confidence
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sch
with

pecatise our research do.ne during the problem anatyei y now (or believe) this
what must be recognized, how'ever, s that each of the intervens; - ;

the final of long—terfn outcor!ne o'b,]ecl;i.ve also must haye Cxpected r;tftzz it ot i

the family violence intervention is designed (o ensure the deyelq mes. If one phase of

skills, then there must be a measurable outcome for that phase Ir? :Ei?i;ostahn it wous mliv:ngan
(hat clients were able to secure permanent housing, make acceptable chi(;filt &
care arran

ments, and build a social support network. The expected outcome might read as foll
as follows:

o To achieve all objectives in the Individual Re
sufficiency and independent community liyj
housing, child care, and social supports wer

hab Plan (RP) related to seff-
Nng (NB: this would assyme that
€ included in JRp objectives)

Likewise, the.re m_-USt be measurelble outcomes for increasing self-esteern, lowering social
anxiety, managing finances, and for employment training and placement. It is these out-
comes in combination that we believe will enable a woman atrisk to achieve a violence-free
life, self-sufficiency, and independence. So to understand all the necessary components of
the program, we must understand whether each individual client achieved expected out-
comes and then aggregate all client data to understand the effectiveness of the program.

Once we know that these lower level outcomes have been achieved, and whether there
have been subsequent incidents of violence, we can begin to support or reject the interven-
tion hypothesis that states that achievement of these lower level outcomes will lead to 2
reduction in family violence.

The two levels of outcomes used in effectiveness-based program planning are referred
to as final (e.g., reduction in reoccurrence of domestic violence) and intermediate (eg.
improved self-esteem, lowering of social anxiety, improvement in independent living
skills, finding reliable social supports, improving financial management skills, learning
employable skills). Table 7.5 depicts the relationships between final and intermediate
outcomes.

Table 7.5 Relationship Between Intermediate and Final Outcomes

final or ultimate outcome | o Reduce the incidence of reoccurrence of domestic violence in at least 75%
of participating families

Intermediate outcomes

Increase in self-esteem

Lowered social anxiety

Mastery of independent living skills
Mastery of financial management skills
Mastery of job skills 5
Placement in a job for which the ch'ntastra1 ‘
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g’P h the long-term persistence of the lower level outcomes (e.g., the reoccurrence of
el : icti ing indepen ivi -
family violence will be reduced through victims learning pendent living skijjs and
securing a steady job). :

Process objectives, then, are intended to spell out the mlleston.es necessary to achieye
the intermediate outcome objectives. Like all objectives, well-written Process objectiyes
require five basic parts: (1) time frame, (2) target (population or product), (3) resyt (the
tangible expectation of this process), (4) criterion (how the result will be measured or docy-
mented), and (5) responsibility (who is responsible for ensuring the completion of thig
process objective). Just as with outcome objectives, we find that process obijectives haye
their own set of verbs and descriptors. For example:

|
A S

¢ To increase the number of cases . .

® To provide individual counseling . . .

® To serve hot [ E A SH

® To recruit program participants . . ¢

® To train volunteers e

Frames

Time frameg are i
X . i
tives. A date is SPecifizzle\S;\'zssd 'l Process objectives in the same manner as outcome objec
o )t Isiexpeoted thor objective will have been achievet

d as Specific dateg ; s ar
S, In . One»ye
ed as follows: cluding month, day, and year

Time frames should be State
time frameg are usually stat

By September 3
mserted)



a training program to hiring of personne] to producing Eiorie

The following are examples of milestones to be achij :
that might be specified in a process objective. Note that ta
in these milestones.

e A screening system will be designed.
e A training program will be developed

e Atraining calendar will be disseminated

(riteria for Measurement or Documentation

Implementation of activities will, once again, require agreement on some type of quan-
titative measurement that defines completion. The issue here is to ensure that everyone
who expects to be guided by a process objective must agree on how all will know when it
has been achieved. Sometimes completion of a process objective is obvious, as in the hir-
ing of a client at the conclusion of training. Either the person is put on the payroll or she
isn’t. But just to be sure there is no uncertainty, the process objective would state “as docu-
mented by an offer, acceptance, and starting date” or something to that effect.

Sometimes completion of a milestone is not as obvious. If a process objective target was
“development of a training program,” for example, the terms “development” and “training
Program” could mean many different things. To one person, training program may mean
a one-page, skeleton outline of topics to be covered. To another it may mean complete
lesson plans, workbooks, audiovisual aids, evaluation forms, and more. Likewise, d.evelop-
Ment could mean that the person preparing the program says it is complete, or it could
Mean that al] components defined in a contract must meet the approval pf th.e -tralmfrfi
director. In order to prevent conflicting opinions to the greate§t extent possible, it is use
10 specify a criterion for documentation in the process objective. _ e

To ensure that measurement or documentation criteria have been included, or::) §ecct>ive
always look for the phrase as measured (or documented) b)f ina cornpﬁetg ;z)\rlogrelzswﬂi knov\;
This allows the writer of the objective to clarify and define precisely fo

When the target and result have been achieved.



