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What we’ll cover today
1. Define your 
purpose and 

audience 

2. Clarify what 
change looks like

3.Develop 
indicators

4. Decide on 
collection methods

5. Interpret 
evidence. Go 

deeper if needed

6. Communicate 
results



Outcome/Impact 
Indicators
What is an outcome indicator?

• Outcome indicators are measures that 
describe how well you are achieving your 
outcomes. 

• Might also call them impact indicators, 
indicators of change, measures of ‘success’

What do we use them for?
• They help us know whether things are 

changing in the way we intended (our 
goals)

How do I develop an outcome indicator?
• Good outcome indicators start with good 

specific outcome statements that people 
can understand and agree on.

Taken from LEAP Framework “Developing Outcome Indicators” Scottish 
Community Development Centre Resources

Top Tips

• Remember, if you can describe it, you can 
measure it

• Check for unintended outcomes and not just 
check for ‘success’

• Ask yourself what change you are aiming for 
against each of your goals. Be specific.

• Are there any existing indicators you could 
use e.g your org’s KPIs?

• Measure what matters most. Avoid the 
temptation to measure everything

• Keep it real - ask yourself: 
• Are outcomes really achievable over the 

timeframe of THIS project?
• Are there shorter term outcomes that 

need to happen first? (Hopefully you 
unpacked these when you developed 
your Theory of Change)



Participants Impact Framework Example

K N O W L E D G E   |   E M P O W E R

IMPACT 
EXAMPLES

What we learn and experience What we think and feel What we do

Skills, Knowledge, 
Experience

Attitudinal Change Behavioural Change Research Method

Self-efficacy Increased skills/ 
knowledge

Confidence
Self-worth

Make different decisions Observations
Self-assessment

Resilience Emotional regulation, 
emotional buoyancy, 
future orientation

Increased future orientation
Belief in own ability to manage 
moods and tasks

Increased task completion
Seek help more readily and 
appropriately

Observations
Self-assessment

Connection 
and 
belonging

Interact with people 
would not normally 
interact with

Increased empathy, respect or 
acceptance of difference
Sense of belonging, connection
to community

Reduction in aggressive anti-
social behaviours;
Increased social interaction 
beyond normal circles

Observations
Self-assessment

Mental 
wellbeing

Increased awareness of 
mental state

Increase in life satisfaction Make more positive 
decisions about own 
wellbeing

Validated 
instrument 
questionnaires
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Dimension Experience Research Method

Intrinsically rewarding 
experience

Emotional response, Personal resonance, Engagement and 
concentration, Achievement and challenge, Intellectual 
stimulation, Aesthetic growth, Bonding

Self-assessment

Integrity of process Feel culturally and creatively safe, welcomed, treated with respect, 
validated, acknowledged, treated as equals, adequate support

Self-assessment

Artistic concept Artistic concept is strong, robust Peers/critical reviews



Exercise: 

Let’s develop some outcome 
indicators!



ACTIVITIES OUTCOMES PROJECT 
IMPACTS

ESCAPE VELOCITY THEORY OF CHANGE

Increased 
public 

advocacy for 
transgender 

young 
people

Transgender 
youth see 

themselves and 
their lives 

represented in 
public spaces

Transgender 
young people 

have more allies 
in the general 

community

Research
• Workshops 

with Minus18
• Focus groups 

to shape 
content

• Desk research 
on social 
campaigns 
and 
transgender 
issues

Create online 
space for 
dialogue on 
the series
• Detail

Develop and 
exhibit series 
of short films 
in public 
spaces
• Phased 

approach
• Detail
• Detail

Increased 
reflection on 

gender identity 
on the part of 

viewers/
participants

Viewers/
participants 

engage in 
judgment-free 
conversations 
about gender

Viewers/
participants have 

new insights 
about gender 

and share them

Viewers/
participants feel 

increased 
empathy for 
transgender 

people

Viewers 
experience 

strong emotional 
reactions

Transgender 
young 

people have 
greater self-
esteem and 
confidence

Transgender 
young people 

feel more 
comfortable 
presenting as 

transgender in 
public

BIG PICTURE 
GOAL

Improve the 
mental 

wellbeing of 
transgender 

young 
people



Example: Escape Velocity Viewer Impact Framework - Indicators

K N O W L E D G E   |   E M P O W E R

IMPACT 
EXAMPLES

Learn and experience Think and feel Do

Skills, Knowledge, 
Experience

Attitudinal Change Behavioural Change Research Method
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Dimension Experience Research Method

(later)



Step 4. Decide on collection methods
1. Define your 
purpose and 

audience 

2. Clarify what 
success looks like

3.Develop progress 
measures

4. Decide on 
collection methods

5. Interpret 
evidence. Go 

deeper if needed

6. Communicate 
results



Types of data for measuring social impact

Narrative Numbers

Case 
studies Coded 

interviews/open 
text responses/ 

artefacts

Surveys with 
representative 

sampling

Ethnographic 
observations

Output measures

SROI / 
economic 

proxiesProxy and experimental 
indicators of behavioural

change

Uncoded
interviews / 

open text 
responses/ 

artefacts

QUALITATIVE COLLECTION METHODS

QUANTITATIVE COLLECTION METHODS

PLUS

Self-reflection



When to use qualitative and quantitative 
research methods

Quantitative 
Research

Qualitative 
Research

• Looking for deeper, 
richer insights

• Small population 
group

• Want to interrogate 
some of the 
numerical findings

• Interested in a niche 
group which is under-
represented in data

• Designing a 
quantitative study

• Want to tell the story 
of change with 
narrative and
numbers

• Looking at big 
picture trends

• Large population so 
the numbers will be 
meaningful and 
robust

• The data lends itself 
to numerical 
representation

• The audience for 
the evaluation 
prefers this 
language of change



General rule of thumb

Quantitative 
Research

Qualitative 
Research

When you want deeper insights 
and experiences of the involved 

parties

When you want validity 
of results across a 

representative, sample 
populationAnd where 

possible….
do both!



Advice for quantitative research

It can be time-consuming and takes a degree of 
expertise to deliver a robust and trustworthy data 
set. 

So ask yourself:

1. What are we trying to measure, and why?
2. How will we use the data we collect?
3. Is a quantitative approach the best method 

to achieve what we need?
4. Is there an existing, validated survey we can 

use?

Top Tips
• Remember: there is no silver bullet
• Decide on the best way to collect evidence 

against each indicator e.g. survey, case study, 
interview

• Surveys are great when you need to give a big 
picture view of trends, patterns and numbers

• For more nuanced insights and lovely quotes, 
you may also want to consider case 
studies/interviews

• Think about your audience – what evidence 
will they respond to? Do you need to convey 
big picture trends or more nuanced responses?

• Think about your resources – what can you 
manage?



Example: Escape Velocity Viewer Impact Framework - Methods
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IMPACT 
EXAMPLES

Learn and experience Think and feel Do

Skills, Knowledge, 
Experience

Attitudinal Change Behavioural Change Research Method
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Dimension Experience Research Method



Surveys 101

14

Assess the 
feasibility of a 

survey

Conduct qualitative 
research to inform 

the survey
Design the sample

Design the surveyTest the surveyImplement the 
survey

Analyse results Report on results Further qualitative 
research



Surveys 101

Sample 
design

Avoiding 
bias

Question 
design

Response 
types

Response 
rate

Survey 
validity



Sample design

• Sample or census?
• Sample structure e.g. random, constructed 
• Estimated demographics and size of population – affects 

how you recruit
• Participant burden 
• Recruitment method – print, email addresses, on the spot, 

social media
• Confidence interval – sample size calculator 
• Focus on people from the target populations you hope to 

change (but still sample across the spectrum)



Avoiding bias
• Social desirability bias – tendency to answer in a way the respondent deems more 

socially acceptable than their ‘true’ answer. Can include taking unspoken social cues 
from the researcher 

• Cultural bias – desirability of certain responses as seen through as particular cultural 
lens; cultural understanding of certain terms

• Acquiescence bias – tendency to answer yes
• Demand characteristics – tendency to adapt behaviour because of a desire to be a 

‘good’ experiment subject - attempt to work out the hypothesis, and alter behaviour or 
response in order to support the hypothesis 

• Question order bias – the way you order questions can affect responses e.g. if an 
earlier question creates an unintended context for later questions / answers to later 
questions are affected by what the respondent thinks would be fair given their 
response to the earlier question. ‘Norm of reciprocity or fairness’
• Example: Do you think Australia should let journalists from Middle East to come to Australia and 

send back news as they see it? Do you think an Islamic country like Saudi Arabia should let 
Australian reporters in and send back news as they see it to Australia?

• Ask specific questions FIRST, before general questions, otherwise the general questions create an 
unintended context for the later questions (‘part-whole’ contrast’). 



Example

Outcome Category: Skills and Knowledge

“I didn’t learn anything”

• Acquiescence bias, social desirability bias

18



Question design 

• Language
• Ask for firsthand experiences
• Ask one question at a time 
• Ask the question last in a sentence
• Provide memory aids
• Demographics (ask towards end)



Example of using qualitative research to 
inform survey design
Outcome Category: Challenge and Achievement

“The project pushed me out of my comfort zone” (my language)

Instead the focus group said things like…

“I found [the project] hard, but worth it”
“I achieved more than I thought I would” 

So I wrote a survey question using their language. It gets at the same concept of
challenge and achievement, but increases the validity of measurement.



Example of question design
Outcome Category: Belonging and Inclusion

“Sometimes, projects can unintentionally exclude 
participants because of language, disability, or cultural 
reasons.  Do you feel that any of your group members 

were excluded from the project for any reason?”

• Asks ultimate question last
• Uses preamble to avoid social desirability bias
• Asks for firsthand experience



Top Tips
• Create ‘safety’ using words and body language so that 

the person can tell you about their true experience
• Try this: Write the questions as if you expect the 

opposite results 
• Use field researchers who are relatable to people who 

may not agree with what you are trying to do



Response types

• Meaningful gradations 
• 5 points (Likert scale) 
• Yes/No scale for smaller populations
• Use the same scale throughout if you can
• Limit use of open text fields



Survey response rate

• Aim for a minimum 20% response rate, but higher for 
populations under 100
• For populations of more than 100, aim for at least 100 

responses
• Incentives are helpful
• Recruit respondents from all walks of life
• Hire field researchers who are relatable to the people 

you are surveying



Validity of survey

• Pilot the survey with a sample of the target population
• Compare data against existing records – reality check 
• Check doubling up of negative and positive responses
• Check distribution across response scale
• Check response rate
• Triangulate results (different sources/methods)



Permission and Ethics
Ethical considerations

Who has the power? 
Could I be misusing my power, 

even unintentionally? 

• Be particularly mindful when 
working with vulnerable 
populations e.g. women who have 
experienced violence, refugees, 
Indigenous populations with a 
history of stories being taken from 
them

• Consider evaluation co-design, 
sharing all evaluative outcomes 
and ‘ownership’ of stories, and 
ask about culturally appropriate 
methods

Risk management

• What supports do I need to put in place in 
case issues arise from questions (e.g. if a 
question could potentially raise painful 
memories)

• Do I have a process in place in case issues 
arise in answers (e.g. anonymous reporting 
of intention to self-harm)

• Parental permission needed for people aged 
15 and younger

• Ethics approval needed for research which 
goes beyond program evaluation

• Use findings only for the purposes agreed to 
by participants

• Australasian Evaluation Society Guidelines 
https://www.aes.asn.au/images/stories/files
/membership/AES_Guidelines_web_v2.pdf

https://www.aes.asn.au/images/stories/files/membership/AES_Guidelines_web_v2.pdf


Useful resources
How to guides
Step by step guides on how to develop an evaluation framework

• Charities Evaluation Services (UK)
There are lots of these out there but I find this one a really simple set of tools and instructions on developing an evaluation framework.  
Note: not specifically for the arts sector.

www.ces-vol.org.uk/tools-and-resources/planning-for-monitoring-evaluation/build-your-framework-for-evaluation.html

Existing Frameworks 
But you don’t have to start from scratch! There are some great frameworks out there you could use and adapt 
(remember though the goals MUST be relevant to your work). Some examples include:

• Artistic Vibrancy Handbook – produced by Australia Council for the Arts
Defines 5 dimension of artistic vibrancy that could also be used as an goal framework if outcomes are relevant to your work. 
Especially useful for reflecting on artistic and instrumental value  

http://www.australiacouncil.gov.au/strategies-and-frameworks/artistic-vibrancy/

• The Arts Ripple Effect – produced by Castanet (supported by Aus Co and Creative Vic) 
Idenitfies six ways the arts supports community outcomes – also a useful framework

http://castanet.net.au/ripple/

• AusVels or Vic F-10 curriculum frameworks
If you are working with schools and need to measure learning outcomes 

http://ausvels.vcaa.vic.edu.au/

http://www.ces-vol.org.uk/tools-and-resources/planning-for-monitoring-evaluation/build-your-framework-for-evaluation.html
http://www.australiacouncil.gov.au/strategies-and-frameworks/artistic-vibrancy/
http://castanet.net.au/ripple/
http://ausvels.vcaa.vic.edu.au/


Useful resources
Data collection tools and templates 
There are also some good resources and templates out to help you collect the data you need.  BUT REMEMBER only 
use tools that will help you collect data that relate directly to your indicators.

• Outcome reports – produced by Arts Queensland to support funded organisations.
Includes fact sheets and advice on data collection and some survey templates for different types of activity and 
participants. http://www.arts.qld.gov.au/funding/outcome_reports.html
• Capturing the Audience Experience Handbook – produced by the New Economics Foundation in and 

commissioned by the Independent Theatre Council 
Provides a framework for measuring intrinsic audience impact, survey templates and advice on running a good survey. 
http://itc-arts-s3.studiocoucou.com/uploads/helpsheet_attachment/file/23/Theatre_handbook.pdf
• Artistic Vibrancy Artist Reflection Kit – produced by the Australia Council

Great if you want to measure the dimensions of artistic vibrancy.  The kit, previously included links to audience survey 
templates (developed by international consultants WolfBrown), and a number of other tools.  These no longer appear 
on the Australia Council website – contact Aus Co if you are interested in accessing them.
http://home.ied.edu.hk/~artsmgt/Artistic_Reflection_Kit_FULLV2.pdf

• Intrinsic Impact – WolfBrown
One of the first researchers to try and measure intrinsic impact international consultants WolfBrown provide access to 
free survey examples via their Intrinsic Impact site.  WolfBrown originally worked with the Australia Council on the 
development of their surveys.
http://www.intrinsicimpact.org/resources/free-downloads/

http://www.arts.qld.gov.au/funding/outcome_reports.html
http://itc-arts-s3.studiocoucou.com/uploads/helpsheet_attachment/file/23/Theatre_handbook.pdf
http://home.ied.edu.hk/~artsmgt/Artistic_Reflection_Kit_FULLV2.pdf
http://www.intrinsicimpact.org/resources/free-downloads/


Useful resources
• Culture Counts – a product currently being trialled by Creative Victoria

An online intrinsic measurement platform that captures artist, peer and public feedback on the quality and 
reach of cultural events. https://culturecounts.cc/
• Intrinsic Impact – also created by WolfBrown currently working with Tessitura.

Another commercial product, Intrinsic Impact is an online audience feedback system that provides survey 
protocols and analysis tools including a real time dashboard.  Currently working with Tessitura  
http://www.intrinsicimpact.org

https://culturecounts.cc/
http://www.intrinsicimpact.org/resources


Useful resources
Data Comparison 
When you need to find data or indicators to benchmark against or contextualise your findings 

these can be helpful… 

• ABS Quick stats
Great if you need to compare the demographic profile of your participants against the wider 

population. Searchable by different geographic areas. 

http://www.abs.gov.au/websitedbs/censushome.nsf/home/quickstats

• Victorian Audience Atlas – produced by Morris Hargreaves McIntyre, commissioned by Creative 
Victoria

Provides a wealth of information about the size and nature of the culture market in Victoria. 

http://www.health.vic.gov.au/modelling/planning/lga.htm. 

• Arts Nation: an overview of Australian arts – produced by the Australia Council

Interesting statistics on key aspects of the Australian arts sector including audiences, artists, indigenous arts, 
international arts and the cultural economy. 

http://www.australiacouncil.gov.au/research/arts-nation-an-overview-of-australian-arts/

• Local Government Area Profiles – produced by DHS
Way more than you’ll ever need, but useful if you want to look at measures of community health and 

wellbeing. 

http://www.health.vic.gov.au/modelling/planning/lga.htm. 

http://www.abs.gov.au/websitedbs/censushome.nsf/home/quickstats
http://www.health.vic.gov.au/modelling/planning/lga.htm
http://www.australiacouncil.gov.au/research/arts-nation-an-overview-of-australian-arts/
http://www.health.vic.gov.au/modelling/planning/lga.htm


THANK YOU

Jackie Bailey
Ph: 0428 576 372

Em: Jackie@bypgroup.com

BYP Group is happy to share this presentation with you under a 
Creative Commons Attribution-NonCommercial-ShareAlike 4.0 

International (CC BY-NC-SA 4.0) LIcense
https://creativecommons.org/licenses/by-nc-sa/4.0/

https://creativecommons.org/licenses/by-nc-sa/4.0/

