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The Use of Outcome Based Approaches  
 

Outcomes 
 Apply to whole populations 

 Relate to the domains of a good quality of life 

 Are positive statements about what we want for all our people and their communities 

 Explain why we are doing things, not what we are doing 
 
Outcomes are complex – The best possible health and wellbeing are essential to a good quality of 
life, but they are not the only factors. To truly make a difference we have to recognise the wider 
social, economic and environmental contexts that also impact on people’s health and wellbeing. 
 

We cannot make a difference by ourselves – No one intervention or organisation can turn the curve 
alone. Only a wide range of people and organisations across our society, working together in an 
integrated way, can achieve real change for the people we serve. 
 

Benefits of outcome based approaches 
 

Defining the outcomes we want for local people enables us to:  
• Create a shared ambition among partners 
• State clearly what is important to us 
• Focus on planning strategies and activities  
• Collaborate across organisations and sectors  
• Reduce investment in activities that don’t make a difference 

 

Focusing on outcomes enables us to:  
• Be accountable to the people we serve 
• Identify how we can each contribute to improve people’s health and wellbeing  
• Think in the longer term and think more about prevention 
• Co-produce our plans with a wide range of people, including those who use services and 

communities 
• Help clinicians to put their core professional values into practice 
• Reduce centralised bureaucracy 
• Free organisations and partnerships to innovate locally to learn what works 

 

Effective use of information on outcomes enables us to:  
• Understand the story 
• Identify risks to achieving change, and challenge our assumptions 
• Reflect that we are on a journey to turn the curve 
• Collect and analyse evidence to establish progress, and address any risks or problems 
• Share our progress widely, to increase transparency and accountability 
• Learn and improve together 
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Challenges in implementing outcome based approaches 
 
Keep going: Cultures, systems and practices all need to change, at every level and in every setting. 
This takes time and commitment. It will not happen overnight, so keep up the momentum. 
 

Be realistic: Systems and people are complex, with multiple causes and effects. It is impossible to be 
sure that what we do is wholly responsible for any change that we see, our actions can only ever 
contribute to it. But by knowing the story, and using best practice to implement what works, we can 
take those actions that we believe will help to turning the curve.  
 

Listen to the evidence: We often gather evidence of outputs but fail to understand if anyone is better 
off. Performance data should incorporate a range of evidence from all stakeholders, including staff 
and people who use services and their supporters. Valuing their experiences will help establish if we 
are truly turning the curve.    
 

Setting targets: Beware of unintended consequences 
 

Setting undemanding targets → Promotes complacency 

Focusing performance around a target → Dis-incentivises progress and innovation 

Focusing on the target at the expense 
of other factors 

→ Fails to recognise the complexities in people’s 
lives, in organisations and in systems 

Choosing indicators to influence results → Limits ambition and can cause perverse outcomes 

Linking targets to financial reward → Incentivises providers to focus on easy wins, 
neglecting those with complex needs 

  
DO: 

• Be clear about the outcomes that will benefit the population, and how you can contribute to 
them. 

• Understand the story behind the baselines, using a wide range of evidence. 
• Recognise change will take time, people and organisations need support to think differently.  
• Involve a wide range of stakeholders in design, delivery, monitoring and evaluation, not just 

the usual suspects. Always reach out to seldom heard groups and communities. 
• Collect a wide range of evidence, not just limited to the usual measures. 
• Be open and accountable. Show where you are on your journey, and what you will do next. 
• Encourage innovation.  

 
DON’T: 

• Be complacent about whether you can achieve change. Population outcomes can take years 
to improve, and involve many complex steps, so recognise the journey will be a long one.  

• Focus only on what you do, and the outputs. We need to work towards outcomes for all our 
people.  

• Let indicators or performance measures determine what you do or how you do it. Ensure your 
measures show how people will benefit from your activities, and how this will turn the curve. 


