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Introduction 
This document describes how to develop and work with a systematic measurement system in sec-
ond chance schools.  
 
A systematic measurement system is a total quality management system - a methodology that 
facilitates monitoring and self evaluation. It sets out the processes and procedures for ongoing cy-
clical self monitoring and self evaluation. In other words it is the "how" for evidencing and justify-
ing the success factors of second chance education and the use of informal learning. The process 
enables individuals and organisations to measure performance in order to drive forwards improve-
ments in the teaching and learning process. 
 
A systematic measurement system uses different quality indicators.  Quality indicators are the 
"what" of a quality system in terms of what is to be measured. The systematic measurement system 
described below uses quality indicators at three different levels: Learners’ level, teachers’ level and 
organizational level.   
 

 
 
As the SMART-project provides a system that enables teachers and organisations to measure and 
evaluate performance, this paper will include suggestions for quality indicators at all three levels 
and how to measure them.  However, the focus of the project is on the learners’ level, especially on 
how to measure the progression of the students’ social and personal skills. 
 
The focus on measurements of outcomes concerning the progression of the students’ personal 
and social skills has been chosen, because many schools lack systematic knowledge about this, as 
was also one of the conclusions of the literature report. Also many schools do not have access to 
data sources which provide systematic information about the progress of the students during their 
enrolment at the school. 
 
Most schools and organizations already apply different sources of data that provide knowledge 
about the students’ outcomes of the applied efforts. This could be exam grades and whether the stu-
dents move on to further education or get a job after having left the school in question. The exam-
ples highlight to what extent a school has succeeded in improving the performances of the students, 
but the information is only available at a time when the students are leaving or have left school. 
However, many schools do not have access to data sources which provide systematic information 
about the progress of the students during enrolment. This applies especially for information and 
documentation of the progression of the students’ social and personal skills.  
 
The use of systematic measurements of outcomes provides the school with a systematic knowledge 
about the students’ progression of competences within the personal, social and academic field. It 
creates the opportunity to adjust methods and activities/practices continuously, and at the same time 

Example of different indicators   
 
Quality indicators at learner’s level: Participation 
Quality indicators at teacher’s level: Teamwork within the staff  
Quality indicators at organisational level: Meet the requirements of the local policies 
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it becomes possible to apply knowledge about good practices to other parts of the organization or 
other organizations. Lastly, it can be used to document the outcomes of the organization's effort to 
decision-makers and others. 
 
The use of systematic measurement of outcomes concerning the progression of social and personal 
skills can supplement the existing sources of the school with information about the students. If all of 
this information is collected and applied systematically, it will then form a fact-based quality man-
agement system.  
 
The use of systematic measurement of outcomes may strengthen the school within three areas: 
 
 Schooling– planning and adjustment  

The developed systematic measurement system will continuously form a general idea of the 

students’ progression while in school. It is thus possible to gradually adjust the efforts while the 

students are enrolled in the school. 

 
 Targeting of the efforts of the school/organization to the target group – reflection and 

development – matching methods and activities to the needs and resources of the students. 

The knowledge gained about impacts and outcomes can be used to discuss the selected efforts, 
arrangements and organization of the school. This provides an evidence-based foundation for a 
continuing educational development of the programmes of the school and an increased possibil-
ity of adapting to the needs of the target group in the near future. Working with measurements, 
reporting and application of the outcomes support an approach, where you continually and ac-
tively challenge what you usually do – what you believe is the right thing to do. 

 
 
 Fact-based management – application of priority– optimizing of resources  

The systematic measurement system strengthens the management’s opportunity to assess the 

quality on a fact-based foundation. It will thereby provide an improved foundation of priority 

plus an increased transparency and the possibility of systematic learning. 

 
 
This paper consists of 4 parts: 
 
Part one gives an introduction to systematic measurement of outcomes, and what elements system-
atic measurement of outcomes is comprised of 

 
Part two is a guide that thoroughly describes how to introduce, develop and adopt systematic 
measurement of outcomes at learners’ level trough the work of a logic model. 

 
Part three is a guide on how to implement a measurement of outcomes focusing on the learners 
social and personal skills in a school or organization.  

 
Part four is a list for inspiration of other areas of interest in a complete systematic measurement 
system at all three levels: learners, teachers and organisational level.   
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The paper is based on the development and implementation of systematic measurement of outcomes 
in Copenhagen Youth School. The words “school” and “organization” are applied. Both concepts 
must thus be regarded as “schools or organizations”. 
 

 

1. Systematic measurement of outcomes 
 
 
 
 
 
 
 
 
 
 
When you want to measure the outcomes of an effort, you have to start by defining the outcomes 
you want to accomplish and how you want to accomplish them. Then you must develop a meas-
urement system which enables you to keep track of the success of the intended outcomes.  
Later, the outcomes can be used for continued development of the organization and/or as documen-
tation of the efforts. 
 
The systematic measurement of outcomes is thus comprised of three elements: 
 
A. Clarification of objectives and efforts 

 
B. Measuring outcomes 
 
C. Application of measurements 
 
Each element is explained below. In the guide, you find step-by-step guidelines on how to develop 
and implement each step. 
 

A. Clarification of objectives and efforts – in a Logic Model 
 
Objectives and efforts can be clarified by designing a logic model of the efforts of the school or the 
organization.   
 
A logic model describes how you try to achieve the intended impacts and changes of a selected tar-

get group. In other words, a logic model describes the outcomes a school or an organization wants 

to bring about for the students and also what activities the school undertakes in order to achieve the 

intended impacts and changes (outcomes). Thus, a logic model describes the relationship between 

theory and practice. 

Systematic measurement of outcomes gives an organization continuous knowledge about 
the outcomes of the efforts, an organization is engaged in. It is a tool that can be applied to 
continuously develop the organization and thus ensure that the organization achieves the 
best possible outcomes for its target group. At the same time, it is a tool that can be used 
to document the outcomes internally as well as externally. 
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It describes 

 The purpose of the school (the strategic objectives/Impact) 

 The school’s intended outcomes for the target  group (Short-, intermediate and long-term 

outcomes) 

 The practice of the school (Activities and methods (efforts)) 

 

This can be illustrated in the model below: 

 

 

On the left of the line in the model above is what can be planned and monitored, which can be ad-
justed or changed directly. This concerns resources and activities. Resources cover human, financial 
and organizational resources1. Activities constitute everything the organization does with the re-
sources: these are approaches, methods and activities that are initiated in order to create the intend-
ed results. 
 
On the right of the line are the intended outcomes of the activities, which can only be adjusted or 
changed indirectly. These are short-term, intermediate, and long-term outcomes as well as the over-
all strategic objective(s) of the organization.  
 
It is about mapping – not reinventing the wheel 
When making a logic model for your organization, you clarify your ideas of the correlation between 
the activities you set in motion and the intended outcomes and results of the activities. Therefore, it 
is not about reinventing the wheel. It is about mapping and describing what you already do and on 
what grounds you do it. In this way you make “a map” of the correlation between the activities you 
set in motion and the intended results of these activities. 
 
 
 
 
 
 
 
 
 
 

                                                 
1 In the following, a mapping of resources is not included, but it is an element which an organization may consider to 
look at if the outcomes don’t match the intended results in certain areas.  
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A logic model of a school looks like this: 
 

 
 
When making a logic model you use the strategic objective(s) as a starting point: what is/are our 
overall goal(s) that we want to achieve? Next, you look at the partial goals that have to be met in 
order to meet the overall goal(s), and thus you work your way backwards from right to left of the 
model. Lastly, you describe the specific efforts the school applies in order to achieve the short-term 
partial goals. By doing so, you can design logical outcome chains from the overall objectives to the 
employees day-to-day tasks, with a description of the different partial goals/outcomes along the 
way.  
 
To show you what a logic model may look like, we have inserted a section of a logic model from 
Copenhagen Youth School: 
 

 
 
Reservations 
A logic model is an analytical and linear simplification of reality which does not give a complete 
picture of the complex reality and the causation between efforts and results. Hence, the logic model 
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and the systematic measurement of outcomes are unable to provide causal explanations of whether 
the outcomes can only be attributed to the efforts; instead the logic model and the systematic meas-
urement of outcomes can be used as an indication of this. At the same time, it is important to keep 
in mind that the logic model and the later systematic measurement of outcomes cannot stand alone 
nor replace the experiences and professionalism of the employees; they can only supplement the 
latter.  
 
A logic model is a dynamic tool that continually must be the subject of improvement. It is para-
mount to reassess the logic model regularly, so that it sums up the essence of the organization's 
common objective and work, the step-by-step outcomes, and the applied activities in the organiza-
tion.  
 
Application of the logic model 
The logic model provides a basis for assessment and documentation by using a systematic meas-
urement of outcomes that use the specific outcomes as the starting point and which the schools 
strive to achieve. But making a logic model per se may create development and strengthen an or-
ganization: 
 
 Joint and focused overview 

The logic model and the continuous assessment of the logic model provide an overview of the 
organization’s work towards a common goal. By illustrating the work and strategy of the organ-
ization, correlations are systemized and implicit understandings are clarified. This provides, to a 
greater extent, a common understanding and a common ground of the efforts. 
 

 Reflection and improvement 
The logic model provides a common language and a common starting point for reflection and 
improvement. Working with the logic model gives rise for systematic discussions and clear 
communication regarding own practice. This provides a practice in which the organization ac-
tively challenges what you usually do and the assumptions you have about your own practice.  

 
In the guide below, you find step-by-step guidelines for making a logic model.  
 
 

B.  Measuring outcomes 
 
While a logic model maps the work of the organization, the systematic measurement of outcomes is 
part of the documentation.  
 
You develop the systematic measurement system on the basis of the logic model. Both long-term 
well as short-term outcomes can be measured, but the model introduced in this overview only 
measures the short-term outcomes. The reason for focusing on the progression of the short-term 
outcomes is that this focus enhances the opportunity of the organization to adjust approaches, meth-
ods or activities along the way – while the students still attend the school/programme, if they want-
ed or expected outcomes do not occur. Also, other sources of data in the quality framework of the 
school will provide knowledge about the progression of the long-term outcomes. In the case of Co-
penhagen Youth School, this is e.g. statistics of how many students complete a youth education 
after having finished a programme in the youth school. 
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Besides determining what you want to measure and how you want to ask the questions, you need to 
determine how you want to measure (e.g. using an electronic questionnaire), how often you want to 
measure (e.g. pre - , intermediate - , and post measurements), who is responsible for the measure-
ments (e.g. primarily the teachers) and how the collected data is summarized.  
 
In the guide below, you find guidelines of how to go from a logic model to a measurement system.  
 

C.  Application of measurements 
 
The knowledge gained about the effects and outcomes may be used to discuss the selected efforts, 
arrangements and organization of the programmes. If your goal is to enhance the student’s ability to 
cooperate, what do you then need to adjust in order to make that happen if the measurements show 
that the students do not progress the way you assumed they would? Do you have to have more 
group work? Is something within the framework opposing cooperation? Here it is useful to go back 
to the logic model and look at the activities and assumptions about the correlations between the dif-
ferent parts.  
The measurements provide an evidence-based ground for a continued educational improvement of 
the programmes and an enhanced opportunity of adapting to the future needs of the target group.  
 
The measurements can be used as a tool for dialogue, both between management and teachers and 
other employees and between teachers in the individual departments/groups and across these. They 
can also be used as a dialogue - and documentation tool by decision-makers and other stakeholders. 
As previously mentioned, the measurements can be advantageously used in conjunction with other 
information sources in a combined quality framework.  
 
In any case, it is essential that the organization plan by whom, how and when the collected 
knowledge is put to use. The guide below describes how this can be organized.  
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2. Guide 
This guide is designed so it can be used when you have to make your own logic model and develop 
and launch a systematic measurement system on the basis of your logic model and as a part of a 
quality framework. 
 
The guide is divided into three parts: 
Part 1 describes the considerations and preparations you must consider before you start  
Part 2 describes each step in the development of a logic model 
Part 3 describes how you can use the logic model as a basis for systematic measurement system.  
 

1. Preparations  

 
All organizations and schools are different and therefore hold different challenges when making a 
logic model. Logic models can cover an entire organization and its overall objectives and activities, 
or it can be designed for a specific project within an organization. This guide focuses on how a log-
ic model can be developed for an entire organization. 
 
The design of a logic model can be addressed in different ways and include different steps. This 
guide is one example of how this can be done and it is based on the experiences of Copenhagen 
Youth School.  
 
It may be that some steps are dispensable or need to be adapted to suit your organization, school or 
project. If challenges occur and you cannot solve them by following this guide, you must try to find 
the best possible solution for your organization or project in your team. It is paramount that the log-
ic model is logical and usable to you, so it represents the framework and considerations that under-
lie the structure and the objectives of your organization. 
 
When making a logic model it is important to specify the results you want to achieve and how you 
expect the activities to lead to the intended outcome – you clarify the changes you want your stu-
dents to accomplish.   
 
 
Prepare the organization for the process 
Before you start developing a logic model and setting up a systematic measurement of outcomes, it 
is important to prepare the organization and especially the management. Choose a project coordina-
tor and possibly a working group who can plan the process, keep an overview and are responsible 
for the implementation of the individual parts and phases. This applies both the making of a logic 
model as well the development and implementation of the systematic measurement of outcomes. 
The project coordinator ensures that the logic model and the systematic measurement of outcomes 
become an active part of the quality framework.  
 
It is pivotal to get management to buy in and to make sure that management is active in the decision 
of developing and implementing a logic model and a systematic measurement of outcomes. This 
does not only apply for top management, but also for example department heads as well as employ-
ees of the organization in general. 
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Thus, top management must agree to devote time and resources to 
 Making a logic model 
 Develop, implement and adopt a systematic measurement system  
 Monitor and continuously adapt the model  
 Implement and use the data that the systematic measurement system will provide 
 Involve employees in the different phases 
 
Although it is a management driven process is, the development of a logic model is a bottom-up 
process, relying on the involvement of relevant staff and organizational levels. This way a logic 
model is developed by bringing together various existing approaches, considerations and processes 
within the organization, and these results in a new framework, which binds the different parts to-
gether. The logic model as a framework is thereby related to the existing processes and thoughts 
within the different layers of the organization.  
 
 
Choose who should be involved in the process  
A logic model serves as an analytical tool through which you formulate the main thoughts behind 
your organization's objectives and activities. When making a logic model for your organization, you 
clarify your ideas of the correlation between the activities you set in motion and the intended results 
you want to achieve. It is about mapping and describing what you already do and on what grounds 
you do it. For further information about logic models, please turn to p. 3-5. 
 
Depending on the organization or size of project group you may choose to involve all employees or 
only a selected group. The number of participants may also vary depending on where in the design 
process you find yourselves. The strategic - and often more laid-down - steps can easily be prepared 
by a smaller group, while the preparation of the practical steps gain by including a larger group of 
employees with practical experience. Later on when you use your logic model to develop a system 
of systematic measurement of outcomes it is also crucial to include as many employees with practi-
cal experience as possible – as they are the ones with practical experience.  
 
No matter how you decide to do it, it is paramount to include employees who have special 
knowledge, roles or responsibilities in relation to each part of the logic model – from strategy to 
practice. 
 
Roles that may be involved in the development of a logic model can include  
 
 Project coordinator: 
The project coordinator motivates the process by coaching the working party throughout the pro-
cess. The coordinator balances between the fact, that the logic model cannot be too simple or too 
broad and the fact that the logic model must not be too complex so the clarity is lost. The coordina-
tor customizes the logic model at the end, so it does not become too complex and set it up in a read-
er-friendly layout. The project coordinator must also ensure an understanding of the logic model 
and implement the systematic measurement system to the rest of the organization and those teachers 
and employees that will be involved in the process and the systematic measurement. 
 
 Working party 
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The working party must consist of key persons with knowledge of the different units and areas 
within the organization – management and teachers or employees with practice experience. They 
jointly make the logic model by going over the different steps. The working party is also responsi-
ble for helping the coordinator to ensure an understanding of the logic model and implement the 
systematic measurement system to the rest of the organization.  
 
 
 Teachers and employees 
Teachers and employees must be informed about the process and can be included in different ways. 
They can be involved in the process, especially in step 4 and 5 and part 3 or they can be presented 
with an almost completed logic model and later on the systematic measurement system. They can 
also be used as sparring partners or monitors to qualify the work that has been done. 
 
Experiences from Copenhagen Youth School show that employee involvement in the development 
of the logic model is vital for the degree of ownership as involvement encourages the use of the 
logic model as well as the following systematic measurement of outcomes as a tool. Thus, if possi-
ble, it is recommended that all employees become involved in the making of the logic model. If this 
is not possible, a logic model may be made by a smaller group of employees who, hereafter, com-
municate the ideas and thoughts about a logic model to a larger group/the rest of the employees. It 
is possible to do it this way as a logic model illustrates the visions and procedures of an organiza-
tion in a simple way. A good logic model should therefore be comprehensible for persons who have 
not participated in the design process of the logic model.  
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 2. Making a logic model 
 
Practical execution – introduction 
The method for preparing a logic model consists of several steps, where you continuously move 
backwards. You start by describing the results you want to achieve. Then you describe what you 
need to do in order to achieve the results and finally you describe the specific activities and initia-
tives that support the overall objective. 
 
 Developing a logic model typically comes about over one or more days of workshops, where the 

project coordinator acts as a facilitator with an overview of the different steps of the process. 
Next, the project coordinator finalizes and communicates the logic model in a clear and dissem-
ination friendly way. 

 
 Use a whiteboard or other platform, so you throughout the day can visualize the logic model 

you are making. Write the different headings of the steps at the top of the board, so everyone 
can orientate themselves through the process, for example with these headings: 

 
 

 
 
 You can also use Post-it notes, so every participant can write down suggestions continuously 

and put them up on the board. The Post-it notes can slowly be accumulated or replaced by your 
joint suggestions and decisions.  

 
 Remember you construct a logic model backwards. Typically, the logic model will have one or 

very few items listed under the first and more strategic steps whereas more and more items will 
be added the closer you get to hands-on activities and practice.  

 
 Prepare the participants so they are aware of the purpose of logic model and explain the process. 

Go through the steps you need to follow. 
 
 The following steps and methods are based on the work of a small work group. The course can 

be scheduled over two days of workshops: One day to design the logic model and a half or full 
day to develop the systematic measurement of outcomes. 
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Method (allow approx. 15 min.):  
 

 Project coordinator describes the overall strategic objective in one sentence and writes it at 
the end of the board – as the final link in your logic model.  

 The participants have the opportunity to ask questions or ask for explanations if they are 
not familiar with the strategic objective of the school or the organization.  

 

Step 1: Clarify the strategic objective  

 
The first step is about clarifying the strategic objective. This is the objective, purpose or the raison 
d'être of the organization. For many organizations, this step is influenced by political decisions and 
is thus a condition that is not up for debate most of the time. Elsewhere, the strategic objective may 
not be as clear and can conveniently be debated or verbalized. 
 
Be aware that the knowledge of the strategic objective may vary, depending on where in the organi-
zation one works. Also be careful not to open a debate on the strategic objective unless this is actu-
ally up for debate. 
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Step 2: Determine long-term outcomes 

 
The long-term outcomes are the permanent changes in the lives of the students or the users at a cer-
tain period of time after leaving the programme. These are outcomes that can be linked directly to 
the efforts the school provides and is accountable for. It is important not to limit yourselves to the 
outcomes you can achieve while the students are attending the school. Instead, keep focus on the 
issues that the school ultimately has to influence - even if they go beyond the period of time the 
students attend the school. 
 

 
 
 
 
 
 
 
 

Method (allow approx. 30 min.):  
 
1. Project coordinator introduces the heading of this step  

 
2. All participants reflect upon the impact they want the school to have on the students and take 
notes.  
 
Reflection can be made by answering the following questions: 
How does your school support the strategic objective?  
What would you like to change for the students in the long run? 
What changes do you want the students to experience in their lives? 
What positive impacts would you like the school to have on the students? 
 
3. All participants read their notes aloud and the project coordinator writes them on the board con-
tinuously or puts up the Post-its. Encourage them to ask questions to make sure that they under-
stand each other. It is often so that you talk about the same things, but use different words and 
concepts.  
 
4. Together prepare a collective suggestion about the long-term outcomes of enrollment in the 
school  
 
This can be done by filling in the missing parts of this sentence: 
 
When we, as a school, must support (insert the strategic objective) it is paramount that (formulate 
the long-term effect(s)). 

 
Example: When we, as a school, must support that more students complete an education, it is par-
amount that the students can participate in and benefit from an education.  
5. Write the suggestion on the board. 
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You now have completed determining step 1 and 2: 
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Step 3: Determine the intermediate outcomes  

 
The intermediate outcomes are the changes which the students have achieved when they finish the 
programme. In a school context it makes sense to focus on the skills you want the student to achieve 
or improve during the programme. In other words, these are the results you want to accomplish with 
the student during the period of time they attend the school. 
 
The intermediate outcomes need to be the most positive outcome, but still realistically achievable 
during the duration of the programme and must support the long-term effect(s). It is therefore likely 
that the intermediate outcomes can lead to the long-term effect over time. 
 
 

 
 
 

Method (allow approx. 1 hour):  
 
1. Project coordinator introduces the heading of this step  
 
2. With a partner all participants reflect upon the outcomes they want the students to accomplish 
while attending the school. What skills do the students need to improve in order to achieve the 
intended outcomes in the longer run? All participants write down all their ideas.  
 
Reflection can be made by answering the following questions: 
What skills would you like to improve with the students?  
What competences do the students need to master in order to meet the long-term effect(s)?        

 
3. All participants present their notes to each other and write them on the board continuously or 
write your notes on Post-its. Ask questions to make sure you understand each other.  
 
4. Together collect the ideas that are similar and divide them into categories and give them a head-
ing.  
 
5. Together prioritize your headings, so you are left with the intermediate outcomes that are pivotal 
for you to achieve during a school period and write them on the board.  
 
You can use this sentence when determining the intermediate effect(s): 
 

If the students in the long run (insert the long-term effect), it is our goal to (formulate the interme-
diate effect(s))  
 
Example:  If the students in the long run are going to participate in and benefit from an education, 
it is our goal that the students have achieved the necessary social skills. 
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You now have completed determining step 1, 2 and 3: 
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Step 4: Determine the short-term outcomes  

 
The short-term outcomes are the day-to-day changes, that the students achieve during the period of 
time they attend the school. More precisely, it is a clarification and a specification of the changes 
and improvements you want the students to achieve during their time in the programme. In other 
words it is a clarification of the short-term outcomes, which you find paramount in order to meet the 
intermediate outcomes. The short-term outcomes may be seen as partial goals or intermediate out-
comes before the intermediate and long-term outcomes are met. Focus on what is necessary for the 
students to achieve in order to progress towards the intended outcomes in the longer run. 
 
Especially in this step of making of the logic model, it is important to involve the practitioners. In 
their educational work with the students, they constantly focus on developing and improving skills 
and will therefore have a good basis for determining the short-term outcomes.  
 
 

 

Method (allow approx 1 ½ hours):  
 
1. The project coordinator introduces the heading of this step. 
 
2. For every intermediate effect, all participants brainstorm on the partial goals that need to be im-
proved with the students. Continuously write suggestions on the board or on Post-its and place 
them next to the intermediate outcomes they relate to.   
 
Reflection on which day-to-day changes and areas in which you want the students to continuously 
progress can be made by the following questions: 
What skills would you like to improve with the students?  
What task are the students supposed to master?  
What areas and parts do the students need to master in order to meet the intermediate effect(s)?  
 
3. You can use this sentence when defining the short-term outcomes: 
 
If the students are going to (insert the intended intermediate effect), they must be able to/need to 
improve (formulate the short-term effect(s)) 

 
Example: If the students are going to have the necessary social skills, they must be able to cooper-
ate and work on an assignment with other students. 
 
4. Together all participants prioritize the short-term outcomes. You must end with the partial goals 
you find most relevant in terms of supporting the later outcomes and, at the same time, the partial 
goals that you prioritize in your actual work with the students.  

 
You decide how many short-term outcomes you want to support every intermediate effect with. 
Perhaps you feel that you need another link in the logic model, a link you believe is important to 
illustrate in the logic model.  
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You now have completed deciding on steps 1, 2, 3 and 4: 
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Step 5: Determine efforts and specific activities  

 
Efforts and specific activities are the methods and approach that you, as a school or an organization, 
apply in your everyday and work in order to achieve the intended outcomes. Contrary the outcomes, 
you have control over the activities, and thus these are the things you can change or adjust through 
your actions and specific activities.  
 
Like the previous step, it is paramount to involve the practitioners as this is about their daily work-
ing methods and educational direction. 
 

 
 
 
 
 
 
 

Methods (allow approx. 1 hour):  
 
1. Project coordinator introduces the heading of this step 

 
2. The participants brainstorm individually on the activities and methods they think will support 
the short-term outcomes. Everybody takes notes of their findings.  

 
The following questions can help participants to organize activities around the short-term out-
comes: 
 
What activities do you do to support the progression of the short-term outcomes? 
What methods do you apply in order to strengthen the short-term outcomes you want the students 
to meet?    
 
3. You can use this sentence when organizing your activities:  
 
We train the students to (insert the intended short-term effect), by/through (describe an activity)  

 
Example: We train the students to being able to cooperate through project work by making them 
work in groups.  
 
4. Participants present the activities to each other and write them on the board as the go along. Al-
ternatively, they can write notes on Post-its and place them next to the short-term outcomes they 
relate to.   
 
5. Together prioritize the efforts and activities that you find most supportive of the short-term out-
comes and which you feel will meet the intended outcomes. 

 
 
There may be other activities or methods that support one or more short-term outcomes while 
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You have now completed determining all steps in the model: 
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Step 6: Trim the logic model 

 
By working your way through steps 1-5, you have now gone through the logic model backwards. 
However, the cause and effect relation moves forward. Now you need to check that the prepared 
logic model shows how your activities and methods are likely to lead to the specific short-term out-
comes, and how these are expected to lead to the intermediate and the long-term outcomes and ul-
timately supports the strategic objective of the organization.  
 
When designing a logic model, there can easily be fewer or more links between activities and the 
strategic objective. The main thing is that the logic between the different elements is preserved and 
that it is likely that the former link will lead to the next. Try to keep the logic model simple and 
make sure it does not become too broad. Reality is always more complex than what you can show 
in a model. The logic model should be seen as an opportunity to focus on the most relevant and to 
illustrate the implicit assumptions. This way it becomes easier to select areas to be monitored and 
measured in order to check if your assumptions are correct. 
 

 
 

Method (allow approx. 30 min.):  
 
1. Project coordinator introduces the heading of this step. 
 
2. Make clear the correlations between the links of the logic model by inserting arrows. The arrows 
can only point from left to right – i.e. forward, but there can be many areas within a link in the 
logic model which points to the same link further on in the logic model. (See example) 

 
3. Use the following questions when trimming your logic model: 
 Does your logic model, in a simple and clear way, describe the basic idea of the school and 

your activities? 
 Is your logic model realistic?  
 Does the logic model describe how you expect the activities to lead to the intended outcomes? 
 Is the logic model comprehensible for person who has not participated in the design process of 

the logic model?  
 

4. Use the following sentence when trimming your logic model:  
We expect that (insert an activity or method) will lead to the fact that (insert the short-term effect) 
which has implications for whether (insert the intermediate effect) which we think that, in the long 
run, will imply that (insert the long-term effect) which supports the fact that (insert the strategic 
objective). 

 
Example: We expect that project work in a group will lead to the fact that the student learns to 
cooperate which has implications for whether the student has the necessary social competences for 
education which we think that, in the long run, will imply that the student can participate in and 
benefit from an education which supports the fact that more students complete an education. 
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Part 3: From logic model to measurement of outcomes  
 
Through your work with the logic model, you have clarified the difference between efforts/activities 
and outcomes for the learners. You have made clear the things you can control directly (the efforts), 
and the things you control indirectly (the outcomes). 

Thus, the logic model forms the foundation of monitoring and documentation through a systematic 
measurement of outcomes focusing on the learners. By measuring outcomes, you get knowledge 
about whether your assumptions are verified – if you actually do what you think you do. 

While the logic model is a mapping of the work of the school, systematic measurement of outcomes 
is part of the documentation tool. In this guide, systematic measurement of outcomes is the meas-
urement of the short-term outcomes, so you get a joint and systematic documentation of the stu-
dents’ progression while attending the school. Systematic measurement of outcomes thus collect 
evidence about the continuous progression of the students and it puts the small steps into focus. 
This makes it possible to continuously adjust your activities, methods and efforts as you go along if 
you do not achieve the expected outcomes. 

Systematic measurement of outcomes focuses on utilization in terms of dialogue and management 
and must therefore be adjusted on a regular basis so it measures the focus – and key action areas of 
the school. 
 

Step 1: Finding your areas of measurements (Quality Indicators)  

 
The first step in this part of the process deals with deciding which the short-term outcomes you 
want to monitor. It is not necessary to measure on every short-term outcome. Select what areas you 
want to measure (Quality indicators) on the grounds of an order of priority in your organization or 
school. What does management want to know? What do the teachers want to gain more knowledge 
about? 

Furthermore, in your selection you need to take into account the data which is already available 
through other sources and also which outcomes can are actually measurable.  
 
There are numerous possible areas to look at when wanting to capture and evidence the learners’ 
development. This could be areas such as academic skills progression, level of drug abuse, attend-
ance or progression into further education or job. Which areas the school chooses to measure will 
depend on which areas the school is working with and also on which areas are actually measurable 
for the individual school. When choosing which areas to work with, it is important to choose areas 
which the school is prepared to work with and perhaps change work processes or methods, on the 
basis of the measurements and the new information. Thereby you make sure that the measurements 
and the gathered information has the best chances of being used and making a difference.     
 
In the case of Copenhagen Youth School, we already had knowledge about progress in academic 
skills through the grading system, but lacked knowledge about the development of the student’s 
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social and personal skills while being enrolled at the school. Thus, the measurement system we de-
veloped is focused on monitoring the progress within these areas. 

 

 
 

Step 2: Identifying measurement indicators  

 
Measurement indicators are conditions, circumstances, attitudes or behaviours that are observable 
signs of an intended outcome. Identifying measurement indicators is about clarifying what you 
would like to see happen.  
 
Some of your quality indicators may be so specific that you can see or measure them directly. How-
ever, others may prove to be difficult to assess, especially if you want to measure social and person-
al competences.  
 
Here is an example: 
 
Quality indicator: The student can cooperate  

Method (allow approx. 1 hour):  
 
1. Project coordinator introduces the heading of this step. 
 
2. Project coordinator writes all the agreed short-term outcomes on the board and hands out Post-
its.  
 
3. All participants reflect upon the short-term outcomes on the board. Which of these are im-
portant to learn more about?  
 
The following questions may be used when selecting the short-term outcomes you want to meas-
ure:  
What areas do you lack knowledge? 
What areas would you like to learn more about? 
What areas are subject to change if you learn more about them? 
What short-term outcomes are actually measurable? 
 
4. Individually, all participants write the short-term outcomes on post-its (one outcome per post-
it) and make an order of priory of them (E.g. from 1-5). 
 
5. All participants present their order of priory and explain why he/she finds their selected short 
term outcome relevant to measure. Their Post-its are put on the board next to the short-term out-
comes they relate to.   
 
6. Together prioritize and select the short-term outcomes you want to measure – these are now 
your quality indicators. Leave them on the board and take down the others.  
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Measurement indicators showing that the student can cooperate could be: the student contributes to 
the group work. The student can take up different roles in the group work. The student takes re-
sponsibility for the group, the process, and the result. The student can submit to others.  
 

 
 
By identifying measurement indicators, you put more words to the meaning of your quality indica-
tors which thus become unambiguous and specific. This in turn makes it easier to see if you have 
achieved your quality indicators. At the same time you develop a common language and under-
standing.  
 
Example from Copenhagen Youth School: 

Method (allow approx. 30 min. per quality indicator):  
 
1. Project coordinator introduces the heading of this step. 
  
2. Select one quality indicator and brainstorm on possible measurement indicators.  
 
Use the following question when identifying measurement indicators for your quality indicators:  
 What would you like to see happen? 
 What behavior will you be looking for in order to say that a quality indicator has been accom-

plished?  
 What conditions are you looking for in order to say that a quality indicator has been accom-

plished?  
 
You may also use this sentence when identifying measurement indicators:  
If I am to say that the student is able to (insert quality indicator), I need to be able to see that the 
student (formulate the measurement indicator).  
 
Example: If I am to say that the student is able to cooperate, I need to be able to see the student 
takes up different roles in the group work.  
 
Write your findings on the board.  
 
3. Together discuss the indicators and select the ones you find most useful, meaningful, and in-
formative for each quality indicator. Also discuss which indicators you find most specific and ob-
servable. You can have more than one measurement indicator per quality indicator, but try to limit 
yourselves.  
 
Write the selected measurement indicators next to the corresponding quality indicator.  
 
4. Repeat step 2 & 3 for every quality indicator. 
 
5. Lastly, arrange your selected quality indicators and the specific measurement indicators in a ta-
ble. Write a definition for every quality indicator by compiling the measurement indicators. Hereby 
you get an outline of your common understanding and what you would like to measure when you, 
at a later point in time, talk about the individual quality indicators.  
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The definitions are not necessarily the same as in a dictionary or other reference books. Instead they 
are linked directly to the school and teachers' understanding and use of the terms.  
 
Quality Indi-
cators 

Measurement Indicators Definition 

Cooperation  The student can work in a group although 
he/she did not choose the group members.  

 The student takes responsibility in the 
group  

 The student accepts when others take the 
lead in the group 

This quality indicator addresses the student's 
ability to cooperate in a school context. Spe-
cifically, it is about whether the student can 
contribute positively to the group and take up 
different roles. It is about whether the student 
can take responsibility for the group, the pro-
cess, and the result, but also if the student can 
submit to others.  

Motivation  The student shows interest in learning 
new things 

 The student can do something that bene-
fits him/her, even if he/she does not like 
or find it boring  

 The student can avoid being distracted by 
mobile or Internet use? 

This quality indicator addresses whether the 
student shows interest in learning. Specifical-
ly, it is about whether the student takes the 
initiative and is committed to improving or 
mastering areas or tasks and whether the stu-
dent is able to avoid being distracted. 

Responsibility  The student is prepared for each lesson 
 The student keeps himself/herself in-

formed when absence 
 The student comply with the agreements 

that have been made in the school context 

… 

Situational 
awareness 

 The student is able to adapt his/her lan-
guage in relation to whom he/she talking 
to 

 The student is able to comply with the 
written and unwritten rules in the accus-
tomed teaching situation 

 The student is able to comply with the 
written and unwritten rules in an unfamil-
iar teaching situation (e.g., walks out of 
the house, seminars, etc.) 

… 

Study skills  The student can use technical aids and 
equipment in a functional way 

 The student can apply relevant knowledge 
when solving a task 

 The student can set specific goals for 
what he / she will learn? 

… 

 
Now you have a logic model for your school or organization which describes and maps your expec-
tations of your results and what you do to achieve the results.  
 
Moreover, you have a list of the quality indicators that you want to include in your systematic 
measurement of outcomes, your definitions of your quality indicators and what to look for – the 
measurement indicators.  
 

Step 3: making a questionnaire 
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You can collect documentation in many ways depending on whether it should be qualitative or 
quantitative. It is important the selected data collection method generates the evidence you are look-
ing for. The SMART project has chosen questionnaires as a way to collect quantitative data about 
the development of the student’s personal and social skills.  This tool has been chosen as it provides 
the possibility of standardisation of data and thus can be used as a way to effectively benchmark 
and show progression from one measurement to the next – evidencing the learning that has taken 
place.   
 
Quality indicators – the SMART Menu  
To help you on your way, SMART has developed a menu of pre-set quality indicators and meas-
urement indicators and put them into an e-platform.  
 
When you have established what areas within the personal and social development of the students 
you want to focus on at your school, you can make your own questionnaire by means of this e-
platform. You make your own tailor-made questionnaire through choosing between different cate-
gories of qualitative indicators. Each qualitative indicator has a number of related questions (the 
measurement indicators) that you can choose from. You find the menu in appendix 1 and at the e-
platform (insert link/web address) 
 

Step 4: Data collection and respondents  

The data in the questionnaire can be collected in many different ways, depending on the type of 
evidence you are looking for and how you want to use it. This should be considered when deciding 
what people you ask to evaluate and asses the learning that has taken place – to fill in the question-
naire. Typical respondents could be teachers, counsellors, students and parents etc. which all have a 
different kind of knowledge and understanding on the learning that will or has taken place. In other 
words: The respondents included in the data collecting will influence the kind of data you get and 
how you can use it.  
 
This can be illustrated with the system that is used when grading the students. In the traditional 
Danish grading system it is the teacher that asses the student’s skills during the school year. At ex-
ams a censor or extern examiner is included in the assessing of the student, to ensure that student 
gets a fair and uniform type of assessment all over the country. These are maybe the most tradition-
al evaluators to include in the assessment process when it comes to assessing academic skills. When 
you want to assess the development of more informal skills it can be argued that it is also relevant 
to include an assessment not only by primary teachers, but e.g. also by all staff around the student, 
the parents and/ or student´s assessment of him or herself. The primary reason for this is that the 
competences in question (personal and social skills) are not linked to one specific subject, but con-
cerns skills that are used and becomes apparent in a variety of ways and situations. This is only to 
say that there is no right one way to do it. The important thing is that the selected data collection 
method generates the kind of data that you a looking for.  
 
The SMART project does not recommend one group of respondents over another. However, in or-
der to ensure standardisation of data collection in order to effectively benchmark and show progres-
sion from one measurement to the next, it is very important that the data collecting method is rigor-
ous from one measurement to the next. This means that if you have chosen that the primary teacher 
is to make the assessment the first time a student is being assessed, it should also be the primary 
teacher making the subsequent assessments.  
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Different assessment models - Including different respondents in the process of filling in the 
questionnaire 
Below you will find a list for inspiration of who to include in the data colleting process. The list is 
not exhaustive, as different schools are organized in different ways, which may have an impact on 
which persons it is relevant to include, but also who it is possible to include.   
 
 The primary teacher as respondent 
This assessment model is the one which is the least time consuming. However, it only gives a one-
sided understanding of the student. Consider basing the teacher’s assessment on a meeting or inter-
view with other relevant respondents, for example the student, the counsellor or the staff team 
 
 The primary teacher and the counsellor as respondents 
This assessment model provides a broad understanding of student as their encounters with the stu-
dent often are different kinds and placed in different settings. The assessment of the student can be 
used as a basis for team meetings, concentrating on one student at a time. Consider basing the as-
sessment on an interview with or self evaluation by the student 
 
 The staff/teacher team around the student as respondents 
This assessment model involving the whole team will provide a more thorough assessment and in-
clude several aspects. The assessment of the student can be used as a basis for team meetings, con-
centrating on one student at a time. However, this model can be very time consuming as it involves 
many different staff members devoting time to the process of assessing the student. The assessment 
will in itself also often take longer as the different staff members need to discuss and agree on the 
assessment. Also, in the case that the group of respondents cannot agree, the assessment can be-
come an average of different views and therefore neither the one nor the other, which will make it 
harder to follow up and benchmark. Consider having the whole team involved, but let it be the pri-
mary teacher making the assessment on the basis of the input of the others.  Consider supplement-
ing the assessment with an interview or self evaluation by the student. 
  
 The student as respondent 
This assessment model involves the student in the process. The model gives the student the possi-
bility to practice self reflection. Also it can empower the student by giving him/her a primary role in 
the assessment of him/herself. However, it requires that the student is capable of self-reflection to a 
certain extent, that the student has a high level of knowledge about him/herself and that the student 
takes it serious. Notice that the process can be both very hard and/or very giving for the student. 
Also notice that the data collected is not an assessment, but a self- assessment. Alternatively, the 
students self assessment can be used as the basis for one of the other “assessment models”.  This 
could for instance be done by means of a dialogue between the student and a teacher or counsellor 
about the competences being assessed. In this way, it will not have the form of self assessment, but 
instead the form of a loose interview or talk. 
 
 The student and the primary teacher/counsellor as respondents 
This assessment model provides a good opportunity for the teacher and student to talk about how 
things are going. It can be a good way to involve the student. However, it can be difficult to agree 
on the assessment of the different competences that are measured in the questionnaire. The assess-
ment is therefore at risk of being an average of two very different assessments and therefore neither 
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the one nor the other, which will make it harder to follow up and benchmark. There is also a risk 
that the student tries to guess or follow the teacher's assessment. Given the power relation between 
student and teacher, you can consider giving one of them the final say in the assessment after a joint 
discussion.  
 
 The primary teacher, the student and the parents/contact person/guardian as respondents 
This assessment model provides a good opportunity for the involved parties around the students to 
meet. The assessment will include many different views. However, the student can feel out num-
bered. It can be difficult to reach an assessment which all partners agree on, the assessment is there-
fore at risk of being an average of some very different assessments and therefore neither the one nor 
the other, which will make it harder to follow up and benchmark. Consider the power relation be-
tween the involved parties and if one part should be able to have the final say after a joint discus-
sion. 
 

Step 5: Deciding on frequency, application and reporting  

If you want to measure the small steps (improvement), you have to measure continuously through-
out the programme, and in a systematic measurement of outcomes you need to benchmark the pro-
gress. The SMART project suggests that you measure at least three times during a school period. 
You ask the same questions every time in order to monitor the progress of the students.  
 
It is recommended to carry out a pre -, intermediate -, and post measurement. After every measure-
ment you have to pick up on the results of the questionnaire. Larger schools or organizations may 
benefit from doing report for different levels of the organization: student, class and school. The re-
ports can be used for:  
 

 Feedback for the individual teacher  
 Dialogue and management between teachers and headmaster  
 Information, dialogue and management between schools and a possible superior organiza-

tion  
 Information and documentation at administration level  
 Information and dialogue in terms of student participation and information for parents 

 
Pre -, intermediate -, and post measurement 

 
 The first measurement takes place when the students have been enrolled in the programme for 

about a month. This measurement functions as a pre-measurement and provides evidence about 
the characteristics of the students and possible areas of focus.  

On the basis of the pre-measurement, you draw up success criteria. The success criteria show at 
which point you are satisfied with a result of a quality indicator. Success criteria are typically quan-
titative in a questionnaire, either expressed as totals (e.g. 80 % must be good at cooperation) or as 
progress (e.g. 80% must have improved their cooperation skills). 

 The second measurement takes place halfway through the programme. This measurement func-
tions as an intermediate measurement and benchmarked with the pre-measurement it provides 
evidence about the progress so far.  
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On the basis of the second measurement, you assess if you are on the right track when it comes to 
the success criteria, or if you need to initiate efforts or changes in terms of the activities that support 
the quality indicators.  

 The third measurement takes place when the programme is about to finish. This measurement 
functions as a post-measurement and benchmarked with the pre-measurement it provides evi-
dence about the progress of the students during the entire programme. 

On the basis of the third report, you assess if you have achieved the success criteria or if you need 
to initiate efforts or changes in terms of the activities that support the quality indicators. 
If the gap between the results and the success criteria and your expectations is too big, you may 
want to revise your logic model. If so, consider if the applied activities and methods have the cause-
and-effect results as expected or if essential external factors may have influenced the process.  

 

Part 4 Systematic Measurement system – the framework  
 
The guide above describes how to develop a measurement system that allows the school to system-
atically monitor the students’ progression - especially concerning their social and personal skills. 
The focus on the development of the students’ social and personal skills makes the system a useful 
supplement to other sources of information concerning the outcomes of the school. In this way it 
can serve as a part of the total quality framework of the school – a quality framework which can 
include data on learners, teachers and organisational level.  
 

Other measurable outcomes at learners’ level  
Below are examples of other areas of data one can look at, at learner’s level and also suggestions 
for the tools one can use to measure the development. The more relevant areas you measure the 
more detailed your quality framework will become. 
 
 Academic field 
The academic field is probably the most traditional area to measure within a school context, but 
there are many different areas to look at. 
 

o Attendance: Looking at development in attendance by means of protocols 
 

o Grades: Looking at grades before and at the end of programme 
 

o Academic skills progression: Looking at grades before and at the end of programme 
 

o Accreditation/certification: Looking at numbers of accreditations/certifications the stu-
dents has obtained during the programme 
 

o Literacy level: Test at the beginning and at the end of the programme 
 

o Language competencies: Test at the beginning and at the end of the programme 
 

o Special education needs: Test at the beginning and at the end of the programme 
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o Completion of work experience placement: Looking at the students’ attendance and 

numbers of work experience placements completed during the programme 
 

o Number of courses/modules completed/attended: Looking at numbers courses/modules 
that the student has completed/attended during the programme 
 

o Assessment of readiness for further education (includes academic, social and personal 

skills): Assessments by counsellor. Looking at numbers of students from the schools that 

have been assessed ready for further education 

 
 Well being (emotional, mental and physical) 

 
Focusing on the soft skills in out of school settings, places well-being at the centre of the work in 
these educational settings – however often difficult to measure. Areas of interest could include the 
following.  
 

o Physical health: physical test by professionals or related to a school setting ex. Test in a 
gym session, with individual goals.  
 

o Drug abuse: Ongoing conversations with the student through the enrolment in the school 
program supplemented by professionals. Focus on students' own assessments of the ex-
tent of the abuse and the consequences. Making individual focus areas setting goals for 
detox or scaling down. 
 

o Mental health: Ongoing conversations with the student through the enrolment in the 
school program supplemented by professionals. Focus on students' own assessments. 
Making individual focus areas. 

 
 Social involvement 
Many Second Chance Schools are not just focusing on improving and helping the young people to 
develop their skills within the classroom, but has a more general focus on helping the young people 
to be involved in society. Another area to include in a systematic measurement system can therefore 
be social involvement.    
 

o Involvement in leisure time activities: Looking at numbers of students who have taken 
up leisure time activities while at the programme. Interview students at the beginning 
and at the end of the programme 
 

o Involvement in extra curricula activities: Looking at numbers of students who have be-
gun being involved in extra curricula activities while at the programme. Interview stu-
dents at the beginning and at the end of the programme 
 

o Part time job: Looking at numbers of students who have gotten a part time job  while at 
the programme Interview students at the beginning and at the end of the programme 

o Number of referrals to external agencies: Looking at numbers of students who have been 
referred to external agencies while at the programme   
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 Progression after the programme 
Some Second Chance Schools are linked to the formal school system. Here it can be relevant to 
measure the students’ way into further education or job.   
 

o  Further education: Looking at numbers enrolled in further education by the end of the 
programme and what they are doing e.g. 6 months later. Numbers from counsellors and 
partners. 
 

o  Training: Looking at numbers of students enrolled in further training by the end of 
the programme and what they are doing e.g. 6 months later. Numbers from counsellors 
and partners. 

 
o  Job: Looking at numbers of students that have a job by the end of the programme and 

what they are doing e.g. 6 months later. Numbers from counsellors and partners. 
 

o  Internal progression in the school: Looking at numbers of students who progresses to 
a higher level or similar level at the school. Numbers from counsellors. 
 

o  Drop out: Looking at the numbers of students who drop out during the programme, 
what they do instead and if possible collect knowledge about why they dropped out. 

 
 
Below you will find an example from Copenhagen Youth School, showing what areas is part of the 
quality framework at learner’s level. 
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Measurable outcomes at teachers’ level 
 
The Systematic measurement system focuses on measuring at learners’ level. A quality framework 
however must give an overview not just on learners’ outcomes but at areas for learners, teachers 
and for the whole organization. Below there is a list of quality indicators at teachers’ level and ex-
amples of how to document, monitor or evaluate them. The list is only for inspiration and consists 
of areas that could be relevant to include in a quality framework for second chance schools.  
 

Activities, methods and approaches Quality indi-
cators 

Documentation (or monitoring and evalu-
ation tool) 

Evidence that staff adopts a teamwork approach 
 
The role and responsibility of each staff member is 
outlined. 
 
Evidence that all staff members are provided with 
opportunities to contribute to the development of 
the centre through participation in staff meetings, 
training, planning and evaluation sessions also 
structured teambuilding exercises 
 
Evidence to confirm that the composition of the 
staff team is based on the operational needs of the 
centre and the programmes delivered 

Staff works 
as a team 

 

Results from questionnaire completed by staff on 
quality of staff team working 
 
Minutes from staff meeting when staff team is an 
agenda item 
 
Informal feedback/discussion between staff and man-
agement 
 
Number of evaluation sessions 
 
Number of team building activities/staff meet-
ings/staff training days 
 
Results from centre evaluations via national and 
internal/local  monitoring processes 
 
External evaluation results i.e. Ireland Department of 
Education Inspectorate -Outcome Inspectorate reports 

Staffs are recruited on the basis of personal suitabil-
ity, appropriate experience and relevant qualifica-
tions. 

 
Evidence of a staff recruitment policy and proce-
dures are developed and documented 
 
Clear evidence that coordinators /Managers are 
involved in the recruitment process as appropriate. 
 
The induction programme is developed and docu-
mented so as to ensure that staffs is aware of expec-
tations, internal organisation, procedures, teaching 
and learning strategies and good practice. 

Staff Re-
cruitment and 
Induction 

 

Staff Recruitment process/Interview marking 
scheme/job specification/job role and responsibilities, 
job advertisement - relevant to organizations provi-
sion and learners needs 
 
Staff recruitment policy 
 
Induction policy 
 
Feedback on induction by staff members 
 
Exit interviews with staff members on leaving organ-
isation 
 
Staff induction/briefing sessions for wider organisa-
tional structures - attendance records 

The code of conduct is developed and is based on 
national teaching guidelines 
 
Clear evidence to show all staff are informed of the 
code as part of their induction programme 
 
Confirmation that  staff carry out their work in 
accordance with the code of conduct in the  Teach-

Staff conduct 
is profession-
al at all times 
as laid down 
by the Teach-
ing Bodies  

Code of conduct 
 
Record/number of disciplinary issues 
 
Records from external inspectorate/assessment 
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ing Bodies Guidelines/policies  
Evidence to show that staff are encouraged and 
supported to gain additional training/qualifications 
appropriate to their role in the School/Centre. 
 
A staff development policy is clearly developed and 
documented in consultation with staff  
 
Procedures are in place for staff to make recom-
mendations and seek support for training and the 
achievement of additional qualifications as appro-
priate. 
 
A system for monitoring the implementation and 
effectiveness of the policy and procedures is estab-
lished.  
 
Time and resources are allocated on an annual basis 
for staff development 

Staff Devel-
opment and 
Training 

 

 

Number of training days evidence of budget for con-
tinues professional development 
 
Completion of training needs analysis within organi-
sation 
Training and development plan staff development 
policy 
 
Evidence of budget expenditure 
 
Staff questionnaire results relating to staff training 
needs 

Clear evidence that a  staff support system  in place  
 
Confirmation that a  staff support system has been 
developed in consultation with staff  
 
Evidence of regular staff support occurring in a 
structured internal and external format. 

 

Staff Support 

 

 

Staff questionnaire results relating to staff support/ 
needs 
 
Evidence of staff supervision 
 
Evidence of staff policies/procedures in this area 
 
Number of times Teaching support services availed 
of. 
 
Number of HR related issues 

Clear evidence that the programme is holistic in 
nature and designed to meet identified learners’ 
needs. 
 
Evidence available to confirm that the needs of 
learners are identified through surveys/research as 
appropriate 
 
The overall programme is developed, documented 
and evaluated at regular intervals by staff  
 
Programmes are timetabled and timetables are 
adhered to whenever possible by staff  
 
Evidence that staff plan programmes of work for 
each module/subject area on an annual basis. 
 
Programme plans are prepared by staff include the 
content of the programme curriculum and how it is 
to be delivered in a given timeframe 

Teaching 
(Quality  of 
Teaching)  

 

Report from National Inspectorate of teaching i.e. 
Department of Education Inspectorate 
 
Evidence of teaching qualifications within staff 
members 
 
Evidence of specialist teaching qualifications if re-
quired 
 
Teaching plans for each module/subject being taught 
 
Teacher reviews on previous years teaching 
 
Learner evaluation of teaching 
 
Organisation policy/procedures regarding teaching 
quality 
 
Questionnaires of teaching staff regarding level of 
support for teaching within organisation 
 
Teaching as evidenced within organisation 
plan/framework  

Programme plans are prepared by staff include the 
content of the programme curriculum and how it is 
to be delivered in a given timeframe 
 
Programmes reviewed at regular intervals by teach-

Development 
of pro-
gramme con-

Clear evidence that the programme is holistic in na-
ture and designed to meet identified learners’ needs. -  
 
Programme focus can be social, personal, emotional, 
physical, academic, vocational, work related. 
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ers, involved in conjunction with learners and other 
teachers 
 
Written plans clearly indicate the expected learning 
outcomes and the teaching approaches, resources 
and activities that will facilitate the achievement of 
the expected learning outcomes 
 
The programme is differentiated as necessary to 
cater  for the learner needs and abilities of all learn-
ers 
 
Learning outcomes reflect and cater for different 
learning needs and abilities of all learners  
 
Written plans clearly indicate how the Learners’ 
learning is to be assessed 
 
Programmes are delivered in a manner that meets 
the needs and encourages engagement of the stu-
dents 

tent by staff   

 

 

 
In each possibility or as a combination evidence of 
programme plan required. the following are also 
outcomes evidencing inputs 
 
Planning meetings -minutes of planning meetings 
 
Course outline programmes/ 
 
Connection of programme to national qualification 
framework wherever possible 
 
Programme progression opportunities detailed 
 
Identification of special educational needs within 
programme plan 
 
Adoption and evidence of both formal and informal 
teaching practices within organisation plan/teaching 
plan 
 
Student qualifications gained 
 
Student feedback obtained 
 
Student interviews 
 
Student records/files -accreditation records or if not 
accredited then completion records 

Evidence that Classrooms and learning areas are 
organised in a manner that supports learning, they 
are well resourced and orderly. 
 
Procedures for provision/delivery of key aspects of 
programme are agreed and documented. 
 
Confirmation that variety of approaches to learning 
is used in order to ensure that students are actively 
involved and takes responsibility for their own 
learning. 
 
Evidence that staff share and apply a common un-
derstanding of the most appropriate methodologies 
in the delivery of the various aspects of the pro-
gramme 

Good Class-
room Man-
agement 
Skills  

 

 

 

Number of Discipline issues within classrooms and 
across entire organisation/centre/school 
 
Learner interviews/questionnaires 
 
Record of staff training events attended to support 
teaching practise 
 
Engagement and provision of various therapies to 
support student with behavioural issues 
 
Code of Conduct and induction of learners 
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Measurable outcomes at organizations’ level 
 
Below there is a list of quality indicators organizational level and examples of how to document, 
monitor or evaluate them. As with the list above, this list is only for inspiration and consists of areas 
that could be relevant to include in a quality framework for second chance schools. It is up to each 
school or organization to determine which areas is relevant for them. A quality framework should 
only consist of information and data which is possible to act on, so the data collected all the time 
has application as an aim.    
 
Activities, methods and approaches Quality indi-

cators 
Documentation (or monitoring and 
evaluation tool) 

The requirements of local, regional, national 
or European governments and bodies are met 
through suitable internal policies and proce-
dures. 
 
Suitable accounting procedures in place 
 
The objectives at the regional, EU level are 
achieved 

The organisa-
tion meet the 
requirements 
and goals of 
the local, 
national and 
EU policies 

The statute of the organisation corresponds to the 
requirements and objectives at local, national and 
EU levels 
 
The annual report of the organisation (if, any) re-
marks the objectives achieved 
 
The internal regulations are created and include the 
requirements of the of the local, national and EU 
policies 

Recruitment/hiring of competent staff 
 
All staff undertake annual appraisal 
 
All staff undergo annual evaluation of per-
formance  
 
The organization supports the teachers/tutors 
through adequate support system, mentoring 
etc. 
 
Provide appropriate professional development 
opportunities for staff 

Effective 
Leadership 
and Man-
agement 
within the 
organisation 

CV of the hired staff 
 
Number of annual evaluation questionnaire for 
staff 
 
Professional development programmes are con-
ducted -  
 
Teachers/tutors are supported by the supervisors 
through evaluation meetings, feedback provided 

Partnership with local partners (organisations, 
employers, etc.) 
 
Recognition of good employer engagement  
 
Learners have the opportunity to undergo 
practical experience in local organisations 
 
Provide visits to local training and education 
organisations, local authorities, etc. 
 
Participation in networking meetings at local, 
national and EU level. 

Effective 
networking 
and partner-
ships with 
relevant bod-
ies and 
groups 

Partner agreements with collaborators and partners 
 
More partnerships are created, thus the organisa-
tion official database is enlarged 
 
Lists of attendance, certificates of the underwent 
practical experience 
 
Signature lists, evaluation of the meetings, visits to 
the partners and stakeholders 

Feedback from young people and managers 
demonstrate high standards of teaching and 
learning 
 
Staff initially assess learners’ starting points, 
assigns tasks and monitor their progress 
 

High quality 
of teaching, 
tutoring, 
learning and 
assessment 

Evaluation/Feedback questionnaires from the 
learners 
 
Pre-evaluation prior to learning experience of the 
learners is conducted by teachers/tutors and availa-
ble 
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Frequent, detailed and accurate feedback from 
staff following assessment of their learning. 
 
Each learner has a tutor and an individual 
development plan 
 
Ensure that conditions are given to all stu-
dents for learning 
 
Organisations support the work of the teach-
ers/tutors 
 
Venue is adapted for the learning  needs and 
teaching 
 
Give the teachers opportunities and space to 
practice and train the SMS model 

       Individual learning plans are developed for each 
leaner 
 
Organisational management is conducting evalua-
tion and monitoring meetings with tutors to hear 
their feedback 
 
Evaluation questionnaires of tutors/teachers at the 
end of each year. 

Tutors are following young people in the 
whole process of the experience 
 
Allocate support staff to help learners find 
appropriate accommodation, open a bank 
account, any other needs 
 
Health care professionals are available to 
students 
 
On arrival and midterm trainings are provided 
for better integration 

Support for 
Developing 
of Independ-
ent Living 
and empow-
erment of 
young people 

 

All the documents from conducted on arrival, inter-
im and final training (registration, signature lists, 
evaluation, etc.) 
 
Contracts/agreements signed with the learners that 
include all the conditions (ex. EVS contract) 
 
Evaluations of the learners/volunteers 
 
Documents on the accommodation (contracts with 
house owners), bank account documents, etc. 

Tutors/teachers are involved in the strategic 
planning of organisations 
 
Teachers/tutors are involved in all staff meet-
ings 
 
They provide feedback to the management of 
the organisation regarding the planning 

Teachers are 
involved in 
the decision 
making pro-
cess of the 
organisation 

Minutes of the staff meetings 
 
The changes based on the feedback of staff is tak-
ing into consideration 

The young person is participating in the learn-
ing experiences involving the non-formal 
education 
 
Offer alternative pedagogical opportunities 

The non-
formal and 
formal ap-
proaches are 
integrated 

Registered participation of the learner in the learn-
ing activity (registration lists, online registration, 
signature lists) 

Level of the visibility of the Organisation is 
high 
 
Organisation is trustful and accountable 
among the partners 

Reputation of 
the organisa-
tion is on 
good account 

 

Number of followers, likes, subscriptions on the 
social media and number of visitors to the website 
 
Dissemination of the organization by partners on 
their websites, and other channels 
 
Requests from partners on collaboration are regis-
tered 

Young people are given excellent guidance on 
appropriate information to ensure that the 
individual learning plan meets their individual 
needs.   
 
Progression of learners to education, training 
or work.  

Provide pro-
vision for 
young people 
with lack of 
basic qualifi-

Individual learning plan for each learner is created 
and adapted to the needs 
 
The evaluations(interim and final) conducted by 
tutors on social skills are conducted and available 
 
The evaluation of the workload and results of the 
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Young people become more responsible and 
task driven 
 
Increased level of tolerance and team work 

cations and 
social skills 

 

learner is conducted at the organisation level 
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Appendix 1 – The Menu 
 
The SMART project has developed a menu of pre-set quality indicators and measurement indicators 
concerning the progression of the students’ personal and social skills and put them into an e-
platform. Below you can see the menu identical to the e-platform. The menu is structured in three 
main categories: Learning, Social and Personal & Emotional. Each category has a number of quali-
ty indicators and measurement indicators to choose from depending on what is relevant for the par-
ticular school or organisation to measure. By choosing you own quality and measurement indicators 
you go from a readymade to a tailor-made measurement system of outcomes. You find the e-
platform version here (insert link/web address).  
 
 
 

Learning 
Quality Indicators Measurement Indicators 
Motivation The young person is interest in learning new things  

The young person attends regularly 
The young person can do something that benefits him/her, even if he/she does not like or 
find it boring  
The young person makes an effort 
The young person wants to learn for the purpose of gaining certification 
The young person requests work 
The young person displays interest in teaching material 

 

Independence The young person can work on his/her own initiative 
The young person can organise his/her own class materials 
The young person can ask for help when required 
The young person can source information independently 
The young person can complete tasks on his/her own 
The young person can make independent decisions 

 
Responsibility The young person is prepared for each lesson 

 The young person keeps himself/herself informed when absent 
The young person keeps the teacher informed if absent 
The young person is punctual  
The young person stores his/her own work 
The young person complies with deadlines for tasks 
The young person respect facilities and property at the school 

 
Participation in learn-
ing situations 

The young person  engages in classroom discussion 
The young person contribute to what is going on in the classroom 
The young person can respond appropriately to teachers questions 
The young person listens to what is said in the classroom  

 
Study Skills The young person can understand written instructions  

The young person can understand oral instructions 
 The young person can use technical aids and equipment in a functional way 
The young person understands what is required to prepare for exams 
The young person can employ various study techniques 
The young person can use different ways of learning 
The young person understand what is expected of him/her to solve an assignment 
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Planning The young person understands the concept of setting short term and long term goals 
The young person can break goals into realistic steps 
The young person has a goal after finishing school  
The young person has an idea of the work that it will require for him/her to achieve his/her 
goal 
The young person can identify necessary support to help him/her to achieve his/her goal 
The young person can set specific targets for what he/she should learn to achieve his/her 
goal 

Social 
Quality Indicators Measurement Indicators 
Situational awareness The young person adapt his/her language in relation to whom he/she is talking to 

The young person complies with the written and unwritten rules in a familiar teaching 
situation 
The young person complies with the written and unwritten rules in an unfamiliar teaching 
situation 
The young person complies with the written and unwritten rules within a classroom con-
text 
The young person complies with the written and unwritten rules in informal situations 
The young person  deal effectively with people in a variety of contexts 
The young person express emotions appropriately according to the setting 

 
Cooperation The young person can work in a group  

 The young person can work in a group although he/she did not choose the group members  
 The young person takes responsibility in the group  
The young person accepts diversity within the group 
The young person can tolerate opinions different to their own 
The young person listens to others in the group 

 

Tolerance The young person accepts that others can have different belief systems  
The young person can empathise with others  
The young person can overcome preconceived ideas 
The young person can tolerate others point of view  

 
Relations with teach-
ers and staff 

 The young person has a trustful relationship with a teacher 
The young person has a positive relationship with at least one teacher/staff member 
The young person accepts it when it is the teacher who sets the agenda 
The young person accepts constructive criticism from teacher 
The young person is respectful to teachers in class 

 
Relations with stu-
dents 

 The young person enters into positive relations with other students 
The young person shows care for other students 
The young person shows respect for other student 
The young person is inclusive of other students 

 

Participations in so-
cial activities 

The young person takes part in the social life at the centre/school 

The young person takes part in extracurricular activities at the centre/school  

Personal & Emotional 
Quality Indicators Measurement Indicators 
Self awareness The young person is aware of own strengths 

The young person is aware of the areas in which he/she has challenges 
The young person can assess his/her ability  in relation to new tasks 
The young person acknowledges his/her own individual needs 
The young person takes responsibility for his/her own actions 
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The young person is able to take constructive criticism 
The young person can apologize  

 
Self confidence The young person makes eye contact when talking to people 

The young person expresses own opinions freely 
The young person talks positive about himself/herself 
The young person can place value on own achievements 
The young person can accept compliments  
The young person use appropriate language to talk about themselves 

 
Resilience The young person seek help to overcome obstacles if they occur 

The young person makes attempts at tasks even when unsure 
The young person doesn't give up, when facing difficulties 
The young person shows ability to continue with education despite personal 
/family/community difficulties 
The young person can cope with adverse circumstances 

 
Open minded  The young person participate in new approaches in education 

The young person is positive when to meeting new people  
The young person listen to new ideas 
The young person participates when visiting new places  

 
Concentration  The young person avoids being distracted by mobile phone or Internet use 

The young person is able to withstand stress 
The young person behave appropriately within a classroom 

 
 


