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1. Introduction 
 
1.1 Cumbria CC are currently developing a Strategy for Older People and their 

carers within the context of a broader health and well being strategy for older 
people.  A key conclusion of the strategy is that the current pattern of service 
delivery is unsustainable as it will not meet the expectations of future service 
users, and the workforce requirements and costs of increased demand for 
residential and home care cannot be achieved or afforded.  A work 
programme under the banner ‘Prevention Works’ has been identified as part 
of the solution for the future.  The focus of this work is to develop, in 
partnership with the third sector, new ways of funding and providing person 
centred ‘low level’ support/prevention interventions that complement broader 
health promotion initiatives.  This would be achieved through the expansion of 
self-financing  Social Enterprises and re-engineering existing community 
based resources, to meet identified service need/gaps within the overall 
prevention/well being strategy.  
 

1.2 Historically in Cumbria, as elsewhere, limited attention has been given to 
evaluation and the assessment of the impact of service provision.  Although 
there is some national evidence and an intuitive sense that the approach to 
prevention proposed is appropriate the question remains will it work in 
Cumbria?  There is a need therefore to translate this positive ‘feeling’ into a  
more substantive performance framework that is focused on monitoring the 
improvement and additionality this new approach to prevention delivers. 
 

1.3 This report proposes an outcomes framework for ‘Prevention Works’ and 
offers suggestions on how outcome measures and indicators could be 
compiled.  It is however an outline only and requires further enhancement by 
local stakeholders. 
 

2. ‘Prevention Works’  
 

2.1 There are two key aims for the ‘Prevention Works’ programme: 
 
• Mobilising local communities via community engagement to increase 

social inclusion and capacity to enable older people to lead as full a life for 
as long as possible 

 
• Supporting such community capacity with targeted, evidence based 

prevention services that demonstrate positive impact on older people’s 
general health and well being 

 
2.2 Cumbria CC is placing an emphasis on capacity building through the 

development of Social Enterprises to provide chargeable services to deliver 
these aims.  Potentially Social Enterprises are being seen as the ‘golden 
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bullet’ that will deliver an affordable solution.  Nationally a focus is being place 
by the government on the development of Social Enterprises and there may 
be potential for Cumbria CC to attract some development funding.  There is 
however, limited knowledge and experience in the development and funding 
of such enterprises locally. 
 

2.3 There is also some support for maximising the benefit that can be achieved 
by supporting and harnessing the development of existing community based 
support (voluntary groups and volunteers) to deliver at least some parts of the 
prevention agenda. In taking forward ‘Prevention Works’ it will be important to 
establish, as far as possible, under what circumstances will a Social 
Enterprise be the most effective approach and when might alternatives be 
used.  This will require absolute clarity on the aims and specific outcomes of 
the programme as a whole and projects within it.  It is considered that 
development of an outcomes framework will assist in this process. 
 

2.4 There is also a belief that adoption of an approach based on community 
interest will deliver additionality.  That through developing local groups and 
enterprises and engaging local people additional benefits will accrue to the 
community over and above the health and well being of older people.  These 
could be, for example, economic benefits through the development of local 
employment opportunities and increased social democracy through the 
engagement of local people.  Again an outcomes framework can help in 
defining these. 
 

3. An outcome based performance framework  
 
3.1 Traditionally performance frameworks have focused on assessing inputs (e.g. 

staffing) and outputs (e.g. number of sessions held) and the resulting 
changes that have occurred (e.g. reduction in out of hours calls) rather than 
the outcomes (e.g. Improved level of independence).  It is only comparatively 
recently that public sector organisations have started to focus on contracting 
for and the measurement of outcomes.  An outcome can be defined as: 
 

‘The changes, benefits, learning or other effects that happen as a 
result of activities’ 

 
They are a means of providing individual and collective understanding of what 
constitutes success and are crucial in  defining what services should be on 
offer.  Outcome based contracting is designed to shift the focus from activities 
to results, from how a programme operates to the good it accomplishes.  The 
definition and measurement of outcomes is essential in order to demonstrate 
improvement and added value. 
 

3.2 There are several benefits to  Cumbria CC adopting an outcomes based 
approach: 
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• A focus on outcomes should mean a better service for older people and 

their carers 
• It will help focus on exactly what it wants Social Enterprises and other 

voluntary groups to achieve for older people and why 
• It should encourage a knowledge driven approach as both Cumbria CC 

and service providers will need to know and understand the rationale 
behind each outcome and identify methods of practice that will achieve 
demonstrable results 

• It will provide on going feedback that can be used to improve the quality of 
programmes/services 

• Achieving outcomes can be motivating for staff and organisations 
 
4. Proposed Performance Framework 
 
4.1 It is important that the outcomes that are used to assess the 

improvements/benefits of the ‘Prevention Works’ Programme are broad in 
scope reflecting change across the whole system at different levels and 
assess the added value of the proposed approach.  They will also need to 
embrace any relevant national and LAA outcome measures from the new 
national Performance Framework for Local Authorities and Partnerships.  To 
achieve this it is proposed that a Balanced Score Card approach is adopted 
covering four quadrants in terms of where outcomes occur.  This will ensure 
that there is a balance in the outcomes adopted and attention to the full 
spectrum of outcomes.  

 
Balanced Score Card –‘ Prevention Works’ 

 
Service users and 
carers experience 

 

 
Health and social care 

system 
 

 
Individual 

organisation 
 

 
Local Community 

 
 
4.2 Service Users and Carers: 

Outcomes here focus on improvement at an individual  level that result from 
the activity undertaken and resulting outputs. For example: 

 
• Improvement in mental health and well being  
• Improved access to support, day time activities and learning opportunities 
• Less socially isolated  
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4.3 Individual organisation: 

Assesses the outcomes for each organisation (Social Enterprise, cluster of 
community groups, capacity building organisation).  For example: 

 
• Increase in number of people helped to stay healthy and well  
• Better trained volunteers 
• Increase in sharing of resources across groups 

 
4.4 Health and Social Care System: 

Outcomes here assess the collaborative impact that the ‘Prevention Works’ 
programme will have across the health and social care system.  Connections 
need to be made across the Cumbria CC Older Peoples Strategy and PCT 
LTC plans.  It is important to identify linkages between outcomes and 
recognise that a positive outcome  for one partner may have a negative 
impact on another (e.g. reduction in hospital length of stay can increase 
demand for social care support) and that planned as well as potential 
unplanned outcomes need to be identified (e.g. increase in referrals to adult 
social care).  Examples include: 

 
• Improvement in partnership working 
• Delay in point at which people require residential/nursing care 
• Reduction in use of out of hours services  

 
4.5 Local Community 

Here the broader impact and additionality of a community development 
programme of activity on the local community is assessed.  These outcomes 
would go beyond the specific aims of ‘Prevention Works’ to include the 
broader spin off for the local community.  For example: 

 
• Reduction in fear of crime 
• Increase in diversity of  employment opportunities locally available 
• Increase in the usage of existing community facilities 

 
5. Developing outcome measures and indicators 
 
5.1 In developing outcome measures for ‘Prevention Works’ it is important that 

this is not done in isolation.  Evidence from work elsewhere consistently 
reports the importance of the involvement of users and carers, staff and other 
stakeholders in their development.  This ensures the impact on the 
experience of users and carers is recognised. In addition local debate on 
outcome measures is important in leading to change in behaviour and 
attitude. 

 
5.2 Outcome measures need to be Desired, Achievable and Measurable (DAM). 

It is typically extremely difficult to determine causality, that a specific outcome 
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is the result of undertaking a particular activity. Neither is defining end 
outcomes (i.e ‘what difference will it make’) easy.  It may be helpful therefore 
to identify some intermediate outcomes that describe the step changes that 
occur before a desired outcome is reached.  A useful approach to determining 
the outcomes with which to populate the Balanced Scorecard would be to 
consider a results chain that can be used in both directions and applied to 
each quadrant. 

 
     SO WHAT 
 
 

Activity   Outputs  Intermediate    End 
     outcome  Outcome 

           
 
 
    THE HOW 
 
5.3 First the activity (e.g befriending scheme) is identified, the specific ouputs to 

come from this activity, the intermediate outcomes to come from each output 
or combination of outputs and the ultimate end outcome.  In other words, if this 
activity/output is achieved asking the question - ‘so what’.  This will help in 
providing a systematic approach to assessing what the outcome of a particular 
activity would be.  An example of a service user  outcome could be: 

 
Activity:   Befriending service 
Inputs:  Visits to older people, social events 
Intermediate  Reduction in number of home care hours required 
Outcome:  
End outcome:  Improved independence 

 
5.4 A second approach to using the results chain would be to start  with the 

desired outcome or intermediate outcome and work back through the chain 
to determine what outputs are required to deliver the outcome and what 
activities are needed to produce the output.  Given the differing approaches 
proposed of Social Enterprise and developing existing community support 
this would help in determining whether the ‘right’ prevention activities have 
been identified to deliver specific desired outcomes. 

 
5.5 For each outcome identified an indicator needs to be established that can be 

used to measure the extent to which an outcome has been achieved. These 
should be both quantitative and qualitative.  It will be important to consider not 
only the indicators, but also the methods used for collection and whether 
these can be readily audited.  The Australian Government advocates three 
criteria to assess the quality of indicators: 
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• Is the selected outcome important and significant to the programme? 
• Is the potential indicator a meaningful measure of outcome? Is it free from 

undesired side effects? 
• Is the instrument for collection valid, reliable, feasible and amenable to 

audit? 
 
5.6 The aim should be to use existing information systems wherever possible. 

New information recording systems may need to be established and 
requirements should form part of any SLA with the voluntary sector.  For more 
quantitative and softer measures focused surveys may be appropriate. There 
is already a good model ‘Talk Back’ in use in the county.  The nature of the 
indicator will influence the frequency with which information needs to be 
compiled.  Assessing end outcomes via a user survey would be an occasional 
occurrence whereas indicators to assess changes in say referral trends would 
require more on going monitoring. Some funding will need to be identified to 
support this work. 

 
5.7 Finally each identified outcome requires an ‘owner’, an individual responsible 

and accountable for ensuring the outcome is delivered.  This will assist in 
developing the structured approach that needs to be undertaken to deliver the 
activities, outputs and outcomes required.  

 
6. Taking the framework forward 
 
6.1 An outcome based performance framework has been proposed that will 

provide a systematic approach to assessing the impact of ‘Prevention Works’. 
It cannot however be populated in isolation and a process of engagement is 
required for this.  This will require the engagement of the County Council, 
PCT and Voluntary sector in starting to think through the desired outcomes 
and indicators by which these could be measured.  These need to be broadly 
based so that the wider benefits for the community are adequately addressed.  
In addition, mechanisms need to be found to also engage with users and 
carers to determine what the important outcomes for them of this programme 
are. 

 
6.2The performance framework and the outcomes within it need to be 

incorporated into contracts.  A phased approach to this is proposed.  Where 
outcomes have been identified these should be included in the revised Age 
Concern capacity building  contract, along with a statement signalling a joint 
commitment to the refinement of other outcome measures over  the coming 
time period.  Learning from this should then be applied in other areas/ 
contracts. In this way knowledge and confidence will be built up in the 
approach to performance management. 
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6.3 By adopting the approach outlined a robust performance framework can be 

developed and incorporated in contracts to assess the impact on an on going 
basis of the ‘Prevention Works’ programme. The position needs to be 
reviewed in twelve months time to assess progress on implementation.  
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