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How to measure client outcomes

Absolute beginners

Collecting outcomes is not straightforward. It is therefore 
essential for you to have the necessary resources and 
some fundamental procedures in place before you start.

Resources
Time

Each of the agencies that we worked with devised ways 
of measuring outcomes that fitted in with their existing 
ways of working. This meant that they were able to 
develop systems appropriate to their particular needs but 
also that they needed time to plan and prepare. 

On average the agencies we worked with spent 2-3 
days’ worth of staff time developing their systems. 
This does not include time spent interviewing clients or 
holding focus groups. You should also bear in mind that 
each agency had a consultant, who was available to 
them for up to 6 days, to help them with the work. 

This document is part of the series How to measure client outcomes produced by 
Advice Services Alliance as part of the Working Together for Advice Project.  The whole 
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People

You need to identify someone to collect the outcomes information 
from clients. It is better not to use the adviser who has advised a 
client to ask them about outcomes. This is because the client may 
feel they need to be positive so as not to disappoint the adviser. 
Agencies that we worked with identified the following people to 
undertake the outcomes exercise:

Volunteers – several agencies used volunteers to carry out the 
outcomes work. In one agency, law students working on placement 
devised the survey and carried out the client interviews and in 
another, staff devised the survey and administration volunteers 
did the interviewing. It can be difficult to find interesting work for 
volunteers to do, particularly when they are available for only a 
limited time. Outcomes work provides volunteers with a discrete 
project that involves contact with clients and gives them an insight 
into the impact of advice work.

Staff not involved in giving advice – other pilot agencies were 
able to involve other staff that did not deliver advice. For example 
a young people’s agency used counselling and advocacy staff to 
interview clients.

Consultants – we gave agencies up to 6 days of consultant time 
to help them devise their own schemes for measuring outcomes. 
Some of the agencies used consultants to carry out their surveys 
or focus groups. Agencies found it worked well to have an external 
person do this work as clients felt that what they said would have 
more of an impact than when giving feedback to someone internal. 
This meant they took the process more seriously than an internal 
exercise and were therefore more willing to give up their time. 
Using a consultant will probably cost about £200-£300 a day. 
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Documents

Whether you are using surveys or focus groups you will be 
generating documents:

• Client consent forms 

• Survey responses from clients

• Transcripts from focus groups

You will need to have processes for collating and storing these 
documents.

It is sensible to have one person who is responsible for keeping all 
the paperwork generated by your outcomes project in one place. 
It is also a good idea to record when each client was interviewed 
and any other information that you regard as important. 

What else will you need?

Client profile and demographic information – it is important 
to know who uses your service and have a good understanding 
of the issues they face. This will help you identify the questions 
you want to ask your clients. It will also enable you to select 
a representative sample of your clients to be involved in your 
outcomes work. 

Case records – it is important to have a record of what advice 
and actions you took for clients. It is useful to review case records 
to identify what you think you have achieved for clients. You can 
then ask your clients about this to see whether they agree.
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Confidentiality – all agencies should maintain the confidentiality 
of clients and clients should know that their information is treated 
confidentially. Outcomes work will involve you contacting clients 
after their case is finished therefore you will need to get their 
consent to do this. Some may not want you to do this because 
they don’t want anyone else in their home or family to know they 
have received advice. Some may be happy to be contacted but 
you must let them know who it is who will contact them. If it is 
someone other than the caseworker you must be clear about this. 
When carrying out outcomes work you should let clients know that 
the information they give may be used publicly but that it will be 
anonymous.

User feedback – collecting user feedback and collecting 
information about outcomes are not the same thing. User feedback 
lets you know whether clients are happy with the service they 
received and helps you identify ways you could improve the 
service. Outcomes information tells you about the effect the advice 
had on clients’ lives. However, it is useful to review your user 
feedback to see whether clients raise issues that can be explored 
in more detail in outcomes work. 

Also, if your contact with clients is limited, for example if you give 
one-off advice over the phone, you may simply want to build on 
existing user feedback to collect evidence of outcomes.  
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Bear in mind...
You might not be able to complete the exercise  
in one go 

Many of the agencies we worked with stopped and started their 
outcomes work several times. Given the funding pressures that all 
agencies face and the increasing demand for their services, this is 
not surprising.

You can try and avoid this by planning to do the bulk of the 
preparatory work in a time that is normally quiet for you, for 
example, over the summer. Furthermore, it’s not necessary to 
carry out outcomes work on an ongoing basis. Most agencies 
decided that they would collect outcomes information from a 
small sample of clients once or twice a year. And once you have 
established how you’re going to collect the information and you 
know the questions you want to ask, the process will become less 
time-consuming.  

Be realistic

We found that when setting out to collect outcomes information a 
lot of agencies had high expectations about the information they 
wanted to collect.

They anticipated that their clients would report significant 
improvements in their health or in other aspects of their lives. 
Often clients’ problems are deeply entrenched and therefore 
changes may be small. These changes may still be highly 
significant for the client and do represent valid evidence of the 
outcomes of your work.
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