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MAKE IT COUNT

WHY IMPACT MATTERS IN USER INVOLVEMENT
Sally Bagwell, Health lead, NPC

GMCVO Co-production Network, June 2019



TRANSFORMING THE CHARITY SECTOR
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Transforming the 
charity sector

Charity

Funder

Increasing the 
impact of charities

eg, impact-focused 
theories of change

Strengthening the 
partnership

eg, collaboration 
towards shared 

goals

Increasing the 
impact of funders

eg, effective 
commissioning

Sector
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DISCUSSION QUESTION:

Why co-produce?

• Why is it important? 

• What’s the point of doing it?
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“A process by which people are able to become 

actively and genuinely involved in defining the 

issues of concern to them; 

in making decisions about factors that affect their 

lives; in formulating and implementing polices; in 

planning, developing and delivering services, and 

in taking action to achieve change.”

WHAT



WHAT: THERE'S A SPECTRUM OF APPROACHES

NO BEST WAY – IT'S QUALITY AND RESULTS THAT COUNT



WHY? MANY MOTIVES MUDDY THE WATERS
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“It’s about the 

process: it benefits 

those involved” 

“It’s about 

improving 

decisions, services 

and products” 

“It’s the right way 

for an organisation 

to behave” 

“It’s about 

addressing power 

imbalances, giving 

people a real say” 

1. It’s good for the people involved 

(intrinsic benefits).

2. It can improve decisions and 

services (extrinsic & 

instrumental benefits).

3. People should have a say 

(moral or political).



WITHOUT A CLEAR PURPOSE IT MAY BE 

DONE BADLY, AND MARGINALISED

• The question ‘why are you doing it?’ seems self-evident.

• But if we don’t ask what it aims to achieve, we can lose the point.

• The activity becomes the end, not the means.

• It is marginalised as 'nice to have' rather than key to impact and mandate.

• There are few strategies and very little work on outcomes.

Why should people invest their time 'having a voice' if it leads to nothing?

Why should work be funded with no clear gains?
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MAKE IT COUNT: INDIVIDUAL AND 

COLLECTIVE BENEFITS
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MAKE IT COUNT: IMPROVING DECISIONS, 

SERVICES AND OUTCOMES
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Improved 

efficiency

Stronger staff-user 

relationships, trust

Users feel listened 

to, valued, gain 

knowledge

Improved 

service-level 

outcomes

More professional 

knowledge, 

confidence

Better decisions

Greater trust and 

engagement 

among users

Greater 

impact
Meaningful 

involvement

Frontline staff

Service

More effective 

organisations Leadership and org

User

More relevant, 

well designed 

services

Improved 

individual 

outcomes



MAKE IT COUNT: STRONGER PARTNERSHIPS, 

GREATER SOCIAL IMPACT
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Decision makers

Frontline services

Users

Sector



1. Honest about scope, clear on purpose and aims

2. Monitoring quality

3. Reviewing progress and using data

4. Recognising power dynamics

1. Honest about scope, clear on purpose and aims

2. Monitoring quality

3. Reviewing progress and using data

1. Honest about scope, clear on purpose and aims

2. Monitoring qualitydynamics
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1. Honest about scope, clear on purpose and aims

HAVE A PURPOSE, MAKE AN IMPACT



IDENTIFYING THE QUESTIONS YOU WANT TO ANSWER

5 types of data Key questions

1) “User”:  The characteristics of the 

service users you aim to reach

- Is the service effective at reaching the target 

group? 

- What else is going on their lives that might 

affect their engagement, outcomes, impact? 

2) “Engagement”: The extent to which 

people should use the service. How 

often and for how long?

- Is the service effective at retaining the target 

group and delivering the intended service with 

them?

3) “Feedback”: What the service 

should be like for service users, how 

should they choose to engage with it?

- What do users say about the service?

- What they are thinking, feeling, saying and 

doing whilst using the service?

- What is the quality like? Can it be improved?

4) “Outcomes”: Short term changes or 

benefits your users may get from the 

service (eg changes in knowledge, 

attitudes and behaviour)

- In what ways to people appear to benefit 

from the service?  

- Do they start to make the positive changes 

you intend?

5) “Impact ”: The long-term change that 

you want service users to achieve for 

themselves

- Is positive change sustained?

- Does it lead to more tangible effects?

- Can you attribute this change to you 

service?
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https://www.thinknpc.org/blog/5-types-of-data/
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MONITORING QUALITY IS CRITICAL

Actor Planning Access and participation Monitoring and evaluation Follow-up
Org  Principles discussed 

and agreed.

 Purpose is agreed 
and written down.

 Strategy drawn up.

 Timing allowed for 
influence on decisi
ons.

 Appropriate notice is 
given to users.

 Good practice 
guidelines are used.

 Attempts to make 
recruitment reflective 
of population.

 Transparency in the 
involvement 
process.

 Venues are 
accessible to all 
users.

 Percentage of users 
who are invited 
compared to those 
who volunteered.

 Users are involved 
at every level within 
the organisation.

 Monitoring and 
assessing processes 
are agreed 
beforehand.

 Appropriate outcomes 
and process 
measures are used 
which are relevant to 
users.

 These processes are 
reviewed regularly.

 Users involved are 
representative of 
people affected by 
services.

 Appropriate 
compensation is 
given.

 Closed the 
loop: staff are 
required to act 
on feedback.

 Exit and 
development 
strategies are 
created for users 
who want to 
progress.

 Changes made 
are communicated 
to those involved.

Person  There are a number 

of different ways for 
people to be 
involved.

 Relevant training is 
available to develop 
their involvement.

 People understood 

role and purpose.

 Felt able to disagree 
with facilitators.

 They felt listened to.

 People’s expectations 
were met.

 People felt their input 

made a difference and 
was worthwhile.

 Evaluation processes 
are conducted with 
individuals wherever 
possible.

 They continue to 

be involved 
afterwards.

 They increase 
engagement with 
the organisation.



MEASURING EFFECTIVENESS AND IMPACT
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Review Plan 

Do Assess 
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INVOLVEMENT OUTCOMES MEASURES



EMERGING EVALUATION PRACTICE

IN CO-PRODUCTION

• Scarce evidence of co-production's effectiveness

• Who decides what outcomes to measure?

• Debate over whether you can use person-centred processes to deliver 

system-focused outcomes

• Most guidance focuses on regular, simple audits where quality markers are 

central

• Use of patient-centric logic models designed by staff and patients together

• User and staff self-reporting

• Tools exist for measuring person-centred care outcomes—although definitions 

vary
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ADDRESSING POWER DYNAMICS

AND ASKING WHO BENEFITS

Highly context-specific!

Crucial factors are:

• Whether the user-organisation relationship is chosen or unchosen

• The impact involvement has on the user’s life

• The formality and quality of the relationship

• The culture of the organisation and staff, and its proximity to the people it 

works with

For user-led organisations there can be a tension between maintaining autonomy 

and being an accepted voice in the system.
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DISCUSSION QUESTIONS

How explicit is the 'why' (motivation or 

purpose) of your co-production?

Do you think all stakeholders have the 

same understanding of why you co-

produce?
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THANK YOU
Sally Bagwell, sally.bagwell@thinkNPC.org



World Café sessions 



Workshops – please choose ONE 

to attend

• Not ‘hard to reach’ or the ‘usual suspects’ – learning 

from the methods and practice of community 

organising (Gaskell Room)

• Working together better – facilitation skills and 

creating a more equal space (stay in Main Hall)

• Co-production action learning taster session (Mambu 

Room)
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TAKING 
ACTION 
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CALL
TO
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CO-PRODUCTION WEEK

JAM & JUSTICE 
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National Co-Production Week 2019

3 years of action research

Co-producing urban governance 
for social innovation

5 JULY3 JULY

An Evening with 
Jam & Justice
Join us to find out 
what our Action 

Research Collective 
learned co-producing 

the city…

2 JULY1 JULY

CALLS
TO

ACTION

#CoProduceGM
@JamandJustice

https://jamandjustice-rjc.org/events
https://jamandjustice-rjc.org/
https://www.eventbrite.co.uk/e/an-evening-with-jam-and-justice-tickets-62308146343
https://www.eventbrite.co.uk/e/councillors-and-communities-the-21st-century-councillor-framework-tested-tickets-62969925743
https://www.eventbrite.co.uk/e/deliberative-commissioning-person-centred-approaches-in-co-producing-health-and-social-care-policy-tickets-59519478362
https://www.eventbrite.co.uk/e/coproduce-gm-calls-to-action-tickets-63345070812
https://www.eventbrite.co.uk/e/coproduce-gm-calls-to-action-tickets-63345070812
http://twitter.com/jamandjustice
http://twitter.com/jamandjustice


For more information & to register:
jamandjustice-rjc.org/events

An Evening with Jam and Justice

• Wednesday 3 July, 6-8pm 

• Ziferblat, Edge Street, M4 1HW

• Doors open 5:30pm, food and 
drinks provided.

Co-Produce GM: Calls for Action

• Monday 1 July, 2-4pm

• The Federation, Federation Street, M4 4 
BF

• Lunch available from 1pm, and cake!

Deliberative Commissioning Councillors and Communities

• Tuesday 2 July, 1-5pm

• People’s History Museum (Engine 
Room), M3 3ER.

• Friday 5 July, 10am-1pm

• The Federation, Federation Street, M4 4BF

• Registration & hot drinks from 9:30am.

http://jamandjustice-rjc.org/events

