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Six Sigma, 211–240

Advantage Valley, Inc., 60–61
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Anecdotal evidence, 196–197
Approaching outcomes:
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communicating our outcomes, 194, 

197–199
communicating with outcomes, 157–158, 

162–167
fi nding your outcomes, 58–59
planning with outcomes, 84–86

Audit trails, 257
Aviation Safety Reporting System, 148
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background of, 20
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condition measure, 22–24, 25, 26
exercise, 26–27
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status measure, 25–26
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background of, 241–245
case study, 248–249
exercises, 250, 252–253

Governmental Scorecard, 245
OASAS Dashboard, 246–253
Public Sector Scorecard, 243–245
Social Sector Scorecard, 246, 247
summary, 253–254
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Basic Facts RBA section, 258
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Budgeting with outcomes. See also Financial 

considerations
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314
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Commercial examples, 158, 192
Common cause variations, 219
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Nonprofi t Performance, 20–21, 65–69, 
335–337
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case study, 186–187
challenges and needs in, 171–173
content considerations, 199–205, 208
exercises, 176, 180, 190–191, 193–194, 

198–208
fl ow considerations, 206–209
pictures as story, 186–189
Program Results Story, 184–208
Scales and Ladders tool, 174–184

Communicating with outcomes:
audience considerations, 157–158, 162–167
capacity considerations, 166–170
content considerations, 155–156
exercises, 161–168, 170
goal considerations, 156–162, 168–169, 208
Smart Chart tool, 159–170, 194, 197
summary, 170

Community-centered outcomes:
additional indicators, 335–336
taxonomy of outcomes, 69

Computer technology as factor. See Technology 
as factor

Condition measure, 22–26, 25, 26, 67

Confi dentiality safeguards, 148
Construction toys example, 83, 145, 167
Content considerations, 155–156, 199–205, 208
Context considerations, 172–173, 186–187, 199
Contradictions within programs, 316–319
Contribution RBA section, 258
Control phase, 225, 232
Convenience benefi ts, 280–281
Cope, Mike, 1
Correlation, causation vs., 229–230
Cost vs. worth vs. value, 279–281. See also 

Financial considerations
Courts, anecdotal evidence in, 196
Covey, Stephen, 31
Crayola company example, 233–234
Critical to Quality (CTQ) concept, 224–225, 231
Critical to Something (CTX) concept, 224
Crosby, Philip, quotes from, 219, 292
CTQ (Critical to Quality) concept, 

224–225, 231
CTX (Critical to Something) concept, 224
Cultural considerations:

communicating our outcomes, 185, 186–187, 
196–197

service economy insights, 272
Curriculum example, 236
Cushing, Richard, 111
Customer, Voice of (VOC), 233–236, 272, 

292–295, 298, 329–330
Customer delights level, 235, 293–294, 298
Customer expectations, SERQUAL analysis 

and, 274–277
Customer Interaction component, 272–274, 

291, 314
Customer needs level, 234–235, 293–294, 298
Customer perceptions, value and, 281–285
Customer perspective, 241–242, 246, 286–287
Customers, identifying, 84–86
Customer training program example, 292–293
Customer wants level, 234–235, 293–294, 298

Data:
Data Development Agenda, 64
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fl ow of, 150
information and knowledge vs., 135–139

Decision makers, Smart Chart tool and, 159, 
162–164, 167

Defense mechanisms, 191–192
Defi ne phase, 225, 226
Defi ning outcome targets. See Outcome 

statements; Outcome targets
Defi nition component, 49–50
Delights level, 235, 293–294, 298
Deliverables as focus, Six Sigma and, 216–217
Deming, W. Edwards, 320
Denning, Steve, 185, 188–189, 194–196
Design considerations. See Analysis and design 

overview
Discernability component, 50–51, 54–55
Disney theme park example, 275
Dixon, Jack, 21
DMAIC format, 225–232
Doable characteristic, 48–49, 91
Dobyns and Crawford-Mason, 316
Doyle, Arthur Conan, 315
Drucker, Peter, quotes from, 47, 213, 233, 303
Dulles, John Foster, 213
Durable nature of goods, 273

Easter Seals Iowa, 214–215
Edison, Thomas, 82
80-20 rule, 224
Emotional value, 281
Empathetic interest as motivator, 158
Employee evaluations, 263–268
Endpoint as focus:

budgeting with outcomes, 256
knowing how you got there, 122–124
planning with outcomes, 73, 75
value, building, 299, 304

Entitlement level, 231
Entrepreneurship Development Collaborative, 

60–61
Erosion phenomenon, 220
Esteem value, 281
Ethical benefi ts, 281

Ethical concerns, 298
Evaluating employees, 263–268
Evaluators, independent, 125, 133, 143–145
Exchange value, 281

Fable, stories as, 195–196
Facts, stories and, 189, 190–192, 195–196
Failure Mode and Effect Analysis (FMEA):

exercises, 308, 312
overview of, 305–312

Failures, Six Sigma and, 211–217, 220–224
Family story example, 190
Farmer example, 103, 104
FAST (Functional Analysis System Technique), 

303–304
Fiction, stories as, 195–196
Film description example, 189
Financial considerations:

budgeting with outcomes, 255–260
capacity for outcomes, 93, 119
contradictions within programs, 316–318
cost as liability, 282
cost vs. worth vs. value, 279–281
funder to investor perspective shift, 28–31
Results-Based Accountability framework, 

62–65, 84–91, 258–260
Results-Based Budgeting, 256–257, 260
Six Sigma and, 212–213, 227–228
tracking with outcomes, 123–124
value, building, 291–304

Financial perspective, 241–243, 246
Financial Support metrics, 252
Finding your outcomes. See also Outcome 

statements; Outcome targets
case study, 60–61
Common Outcome Framework to Measure 

Nonprofi t Performance, 65–69
exercise, 64
outcomes and indicators example, 66–69
Results-Based Accountability, 62–65
summary, 69
You Get What You Measure tool, 57–62

Fire, yelling to warn of, 155

First Stage of Management, 7, 8
First Time Yield, 227–228
Fiscal Policy Studies Institute, 62, 84, 256
Fishbone diagrams, 314–316
Fit as concern, 282
5-Step Process for Identifying Performance 

Measures, 62–65
5-Step Process for Results-Based Budgeting, 84, 

256, 258–259
Floating, facts as, 192
Flow considerations:

communicating our outcomes, 206–209
Functional Analysis System Technique, 303
Process Mapping, 324–326, 330
Value Stream Mapping, 326–332

FMEA. See Failure Mode and Effect Analysis
Focus of outcomes, 47–48
Food poisoning example, 310–311
Ford, Henry, 8
Ford dealership example, 274
Fort Wayne, Six Sigma use, 239–240
Freezing point example, 136
Frequency score, 309–312
Friedman, Mark, 62–64, 84, 89–91, 256, 260
Functional Analysis component, 295–302
Functional Analysis System Technique (FAST), 

303–304
Functional benefi ts, 280–281
Functional capacity. See also Capacity for 

outcomes
description of, 101, 109–110, 120
Getting To Outcomes model, 101–109, 111
SEED Diagnostic tool set, 117
types of capacity, 93

Funder to investor perspective shift, 28–31

Gap types, 274–277
GATE programs case study, 99–100
Geneen, Harold, 211
General Electric, 150
General Motors, 305
Getting To Outcomes model, 89–90, 101–116
Governmental Scorecard, 245
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Graham, Benjamin, 29
Graphics, use of, 186–189, 192, 195
GTO (Getting To Outcomes) model, 89–90, 

101–116

Happily Ever After story, 207
Harry, Mikel, 222
Headline measures, 63, 64
Hidden factory function, 212–213, 227–228, 

237, 330
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Higher order functions, 303
Hired hand example, 103, 104
Hire-lose-replace cycle, 261–262
Hogan, R. Craig, 158, 162, 188
Home run example, 229–230
Housing program example, 39–41
Human Development Foundation, 99–100
Human gain, measuring, 246
Human resources considerations:

exercise, 267
Getting To Outcomes model, 101–109
hire-lose-replace cycle, 261–262
Results Description tool, 263–268
summary, 268

Humes, James, 155

Idiot proofi ng system, 221–222
Illustrations, use of, 186–189, 192, 195
Impact, defi nition of, 19–20
Implementation capacity. See also Capacity for 

outcomes
description of, 109, 120
Getting To Outcomes model, 109–116
types of capacity, 93

Improve phase, 225, 231
Inamori, Kazuo, 276
Inconvenience as concern, 283
In Crisis condition, 22–23
In-crisis level, 174
Independent evaluators, 125, 133, 

143–145

Information:
data and knowledge vs., 135–139
fl ow of, 150
stories and, 185, 194

Innovation and Learning perspective, 
241–242, 246

Input, defi nition of, 17
Input vs. output analysis, Six Sigma and, 217, 

219, 227–228
Intake processing examples, 227–228, 306–308, 

327–330
Internal Capabilities perspective, 241–242, 246
Internal Scan step, 169
Investor, perspective shift to, 28–31
Investor orientation, 286–287
Ishikawa, Kaoru, 314

Jigsaw puzzle example, 135
Job descriptions:

approach of, 262–263
Results Description vs., 263–268

Job training program examples:
capacity for outcomes, 101–114
outcome statements, 44–46
planning with outcomes, 75–76, 79–82
tracking with outcomes, 127–129
value proposition, 286–287

Jones, Van, quotes from, 10, 281
Journals, keeping, 131, 133
Journey Mapping, 129–122, 134
Junk food statistics example, 192

Kaplan, Robert, 241, 243, 246
Kibel, Barry, 116–119, 130, 132–133
Knight, Lucy, 21
Knowledge:

data and information vs., 135–139
Knowledge Management challenges, 135, 

139, 149
knowledge measure, 24–25, 66
skills/knowledge category, 63
stories and, 185, 194

Kubler-Ross, Elisabeth, 271

Ladder, in Scales and Ladders, 174
Lady-in-Aruba example, 121, 123
Language of outcomes. See also Terminology

BACKS measures overview, 20–27
exercises, 18, 26–27
process documents, 321
reporting formats, 171
shifting perspectives, 27–33
summary, 33
understanding, 17–27

Law of the Vital Few vs. the Trivial Many, 224
Leadership approach, learning with outcomes, 

140–143
Leadership metrics, 251
Lead time, 271
Learnings story element, 201, 205
Learning with outcomes:

Center for Army Lessons Learned, 
145–148, 150

data vs. information vs. knowledge, 135–138
exercises, 138–139, 144, 147, 150–151
Lessons Learned challenges, 135, 139–153

Lessons Learned (LL) challenges, 135, 139–153
Leverage as factor, 90
Lewis, C. S., 27
Liabilities, 282–285, 316–318
Lincoln, Abraham, 13
Lincoln logs example, 83, 145
LL (Lessons Learned) challenges, 135, 139–153
Log cabin example, 195
Lower order functions, 303

Mangini, Eric, 125
Man in a Hole story, 206
Mapping:

Journey Mapping, 129–122, 134
Process Mapping, 324–326, 330
Value Stream Mapping, 326–332
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Meaningful characteristic, 38–39
Measurable characteristic, 49–54
Measurement concept, 231
Measure phase, 225, 226–228
Media (news), 164, 169, 200, 265
Memory, facts and, 190–194
Mencken, H. L., 228
Mental images, formation of, 194
Milestones:

budgeting with outcomes, 257
capacity for outcomes, 109–115
communicating with outcomes, 167–169
human resources considerations, 265–266
learning with outcomes, 140
planning with outcomes, 74–84
Six Sigma and, 231
tracking with outcomes, 126–129, 134

Mission, value and, 281
Mission Outcomes metrics, 251
Mission statements, 47–48, 244
Mistake proofi ng system, 221–222
Mistakes:

Failure Mode and Effect Analysis, 305–312
Six Sigma approach, 211–217, 220–224

Moltke, Helmuth von, 305
Monster truck ad example, 158
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157–158
Moullin, Max, 243, 244, 245
Movie description example, 189
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Narrative patterning, 191
Narrowly focused characteristic, 47–48
Needs level, 234–235, 293–294, 298
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News media, 164, 169, 200, 265
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Nin, Anais, 143
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Non-punitive safeguards, 148

Nooks and crannies of stories, 195
Norton, David, 241, 243, 246
Noun, function, 296, 297, 300, 301
Nova example, 305
Number, being bound in, 43–47

Oakland Youth Service Bureau Program, 
298–300

OASAS Dashboard, 246–253
Offi ce of Alcoholism and Substance Abuse 

Services, 246–253
Ohio Department of Alcohol and Drug 

Addiction Services, 77–78
Ohno, Tachii, 330
Opinion:

attitude/opinion category, 63
opinion leaders, 164–165
value and, 281

Opportunity assessment, 116–117
Organization-centered outcomes:

additional indicators, 335–336
taxonomy of outcomes, 69

Osler, William, 135
Outcome, defi nition of, 19, 20
Outcome Management framework, 76–84, 86, 91
Outcomes approach. See Approaching 

outcomes
Outcomes basics. See Basics of outcomes
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bound in number characteristic, 43–47
bound in time characteristic, 42–43
characteristics of outcomes, 36–56
doable characteristic, 48–49
exercises, 37, 38–39, 42, 53–54, 55
guidelines for, 56
meaningful characteristic, 38–39
measurable characteristic, 49–54
narrowly focused characteristic, 47–48
outcome target importance, 35–36
positive improvement characteristic, 36–37
Problem Statement compared to, 226, 

312–313
summary, 55–56

sustainable characteristic, 39–42
tracking with outcomes, 127
value proposition compared to, 286–288
verifi able characteristic, 54–55

Outcome targets:
fi nding your outcomes, 57–69
outcome statements overview, 35–56
planning with outcomes, 75–76
Six Sigma and, 226

Output, defi nition of, 18

Pancoast, Mal, 69
Participant defi nition, 58–59
Partners, identifying, 87–89
Pencil function example, 297
Performance RBA section, 258–259
Performance Targets:

budgeting with outcomes, 257
capacity for outcomes, 109–115
communicating with outcomes, 167–169
function analysis and, 302, 303
human resources and, 265–266
learning with outcomes, 140
planning with outcomes, 74–84
tracking with outcomes, 126–129, 134

Personal interest as motivator, 157
Phillips, William, 245, 246–247, 250
Photographs, use of, 186–189
Pictures as story, 186–189
Pizza burning example, 228–229
Planning aspect of GTO, 114–116
Planning with outcomes:

case study, 77–78
considerations for, 73–76
exercises, 81, 86–90
Outcome Management framework, 76–84, 
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summary, 91–92
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Policy change as goal, 160
Positioning, value and, 281
Positive improvement characteristic, 36–37
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Price as concern, 282
Primary functions category, 296–297, 298–302
Problem Approach, 10–11, 15, 255, 262
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Problem Statement:
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Six Sigma and, 226, 312

Process, Voice of (VOP), 233, 236, 238, 
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Process Approach, 12–13, 15
Process documentation, overview of, 320–323
Process equations, Six Sigma and, 217, 219, 

227–228
Process management:
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overview of, 319–320
process documentation, 320–323
Process Mapping, 324–326, 330
Value Stream Mapping, 326–332

Process Mapping, 324–326, 330
Process statements, 320–323
Process variations, 217–222, 232
Professional format concept, 188–189, 194
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additional indicators, 335–336
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Program Results Story (PRS):

audience considerations, 197–199
case study, 186–187
content considerations, 199–205, 208
fl ow considerations, 206–209
length recommendation, 208
overview of, 184–197

Project Implementation Reviews, 152
Project lifecycle management, 150
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the Budget RBA section, 259
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PRS. See Program Results Story
Psychological benefi ts, 280–281
Psychological liabilities, 283–284
Psychological value, 281
Public relations offi cer example, 265
Public Sector Scorecard, 243–245

Quality considerations:
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design and, 291
investment concerns, 282
planning with outcomes, 87
process management, 320
SERVQUAL analysis, 274–277
Six Sigma and, 213
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Ratner, Shanna, 62
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RBA framework. See Results-Based 

Accountability framework
RBB (Results-Based Budgeting), 256–257, 260
Reach as factor, 91
Reality concept, stories and, 185
Real-time assessment:

budgeting with outcomes, 257
communicating with outcomes, 167
human resources considerations, 265
planning with outcomes, 82–84

Reeve, David, 298–299, 301
Relationships between indicators, 59
Rensselaerville Institute:

communicating our outcomes, 184
human resources considerations, 263
planning with outcomes, 76, 78, 91
scorecard development, 245

Replicating what worked, 121–122. See also 
Tracking with outcomes

Requests for proposals (RFPs), 143–144

Resources as factor. See also Capacity for 
outcomes; Financial considerations

budgeting with outcomes, 256–259
capacity defi ned, 93, 119
learning with outcomes, 140
planning with outcomes, 89–90, 91
process management, 330
value and, 282

Restaurant service examples, 277, 326–327
Results, perspective shift to, 31–32
Results-Based Accountability (RBA) framework:

budgeting with outcomes, 258–260
fi nding your outcomes, 62–65
planning with outcomes, 84–91

Results-Based Budgeting (RBB), 256–257, 260
Results Description tool, 263–268
Results story element, 201, 204. See also 

Program Results Story
RFPs (requests for proposals), 143–144
Risk score, 309–312
Robbins, Anthony, 158
Rosten, Leo, 163
Ruskin, John, 275

Safe condition, 23
Safe level, 174, 178, 181–182
Sales income example, 228
Saramago, Jose, 171
Scales and Ladders (S & L) tool, 174–184
School program matrix example, 177–184
Secondary functions category, 297, 298–301
Secondary measures, 64
Second Stage of Management, 7–8
SEED Diagnostic tool set, 116–119
Self-esteem, defi ning, 49–50
Sequential progress, Six Sigma and, 231
Service and convenience benefi ts, 280–281
Service delivery, measuring, 87
Service Delivery component, 272, 273, 291, 314
Service economy insights:

exercises, 273, 276
nonprofi ts vs. service organizations, 271–274, 

304, 319–320, 331
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SERVQUAL analysis, 274–277
summary, 277

Service to change perspective shift, 32–33
SERVQUAL analysis, 274–277
7 questions of RBA framework, 84–91
7 Wastes, 330
Severity score, 309–312
Shape of outcomes. See Outcome statements; 

Outcome targets
Shifting nature of values, 281–282
Shifting perspectives:

from activity to results, 31–32
from funder to investor, 28–31
need for, 27
from service to change, 32–33

Shoe fi t example, 219
Sigma, defi nition of, 222. See also Six Sigma
Signifi cance story element, 201, 204–205
Situation story element, 200, 201
Six Sigma:

case studies, 214–215, 239–240
Critical to Quality concept, 224–225
DMAIC format, 225–232
exercises, 218, 220–221, 224–225, 230, 

234–238
hidden factory function, 212–213, 227–228, 

237, 330
Problem Statement and, 226, 312
process equations, 217, 219, 227–228
process variation as factor, 217–222
Sigma levels overview, 222–224
summary, 238
thinking underlying, 211–217
Voice of the Business overview, 233, 237–238
Voice of the Customer overview, 233–236
Voice of the Process overview, 233, 236, 238
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Skyscraper examples, 74, 195
Smart Chart tool, 159–170, 194, 197
SMDS (Success Measures Data System), 133
Smith, Bill, 222
Social/ethical benefi ts, 281
Social Sector Scorecard, 246, 247

Social Venture Partners International, 
94–95

Solutions, identifying, 88–89
Special cause variations, 219
Specifi city of outcomes:

fi nding your outcomes, 59
outcome statements overview, 47–48
planning with outcomes, 90

Spitfi re Strategies, 159
Sports team example, 213
Stable condition, 23
Stable level, 174, 178, 181–182
Staff capacity, 101–109. See also Capacity for 

outcomes
Staff considerations. See Human resources 

considerations
Stages of management, 7–10
Status measure, 25–26
Story Behind Performance RBA section, 259
STORY format, 190–199. See also Program 

Results Story
Story Pyramid, 200–206
Strengths, Weaknesses, Opportunities, and 

Threats (SWOT) analysis, 306
Structural capacity. See also Capacity for 

outcomes
Capacity Assessment Tool, 94–98
description of, 94, 120
Getting To Outcomes model, 109
SEED Diagnostic tool set, 117
types of capacity, 93

Success Measures Data System (SMDS), 133
Success Measures tool, 133
Summer camp example, 310–311
Superman shield example, 137
Survival instinct, 191–192
Sustainability Perspective, 243
Sustainable characteristic, 39–42
SWOT analysis, 306

Talent Management metrics, 251–252
Talking points, 189
Targeted outcomes. See Outcome targets

Targets for performance. See Performance 
Targets

Targets story element, 201, 202
Taxonomy of outcomes, 68–69
Taylor, Frederick, 8
Technology as factor:

CALL and, 148
communicating our outcomes, 188
data gathering and, 135, 140

Terminology. See also Language of outcomes
data vs. information vs. knowledge, 135–139
measurable characteristic and, 49–50
process documents and, 321
toolbox terminology, 1–3

Third Stage of Management, 7–10
Thriving condition, 23–24
Thriving level, 174, 178, 179, 180–184
Thrower, Mitch, 42
Time, being bound in, 42–43
Tinker Toys example, 83, 145, 167
Tolerance concept, 219, 236
Toolbox terminology, 1–3
Total Quality Management, Six Sigma vs., 213
Tracking with outcomes:

exercises, 126–127, 132
Journey Mapping, 129–122, 134
knowing how you got there, 121–125
Milestones and Performance Targets overview, 

126–129, 134
Success Measures tool, 133
summary, 134

Trainee recruitment grids, 112–113
Training Director example, 262–263
Training programs for jobs. See Job training 

program examples
Transaction value, 281
TRIZ analysis:

exercise, 318–319
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defi nition of, 279
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exercises, 294–295, 301, 302
Functional Analysis System Technique, 

303–304
summary, 304
Value Engineering, 292–302

Value, thinking about:
cost vs. worth vs. value, 279–281
exercises, 286, 288
summary, 289
value proposition, 277, 286–288, 312–313
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Value proposition:

defi nition of, 277, 286
outcome statement compared to, 286–288
Problem Statement compared to, 312–313

Values as factor:
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Values and Core Concerns assessment, 
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Value Stream Mapping, 326–332
Variations in process, 217–222, 232
VE (Value Engineering), 292–302
Venture Philanthropy Partners, 94–95
Verb, function, 296, 297, 300, 301
Verifi able characteristic, 54–55
Vision Approach, 13–14, 15
Vision statements, 47–48, 244
Vocabulary. See Language of outcomes; 

Terminology
Voice of the Business (VOB) concept, 237–238, 

292–295, 329–330
Voice of the Customer (VOC) concept, 

233–236, 272, 292–295, 298, 329–330
Voice of the Process (VOP) concept, 236, 238, 

292–295, 329–330
Vonnegut, Kurt, 206–207
Vulnerable condition, 23
Vulnerable level, 174, 178, 181–182

Wants level, 234–235, 293–294, 298

Warner, Charles Dudley, 48
Warning score, 309–312
Waste, in process systems, 330
Who, What, When, Where, Why questions, 200
Wholey, Joseph, 264
Why/How Linkage, 303–304
Williams, Hal, 262
Williams, Webb, and Phillips, 31
Work function category, 297, 298
Working with outcomes. See also Basics of 

outcomes
capacity for outcomes, 93–120
communicating our outcomes, 171–208
communicating with outcomes, 155–170
learning with outcomes, 135–153
planning with outcomes, 73–92
tracking with outcomes, 121–134

Worth vs. cost vs. value, 279–281. See also 
Financial considerations

Yellow Wood Associates, 57, 58
Yield, First Time, 227–228
You Get What You Measure (YGWYM) tool, 

57–62
Youth Service Bureau Program, 298–300
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