
learning from the development of the OutNav software system

Tracking the impact and outcomes of complex public services is hard. Service evaluations often focus only 
on numbers that miss the full story, or get swamped by qualitative data with no way to use it well.

Using a theory-based approach to evaluation, such as contribution analysis helps mitigate these issues. It 
supports services to bring together qualitative and quantitative data to track and improve both process and 
outcomes.  

Over the past eight years Matter of Focus has developed and refined OutNav, a software tool that supports 
public service organisations to track the process and outcomes of their work.

Helping public services track social outcomes A robust and practical 
theory of change approach 

Using plain language headings, public service teams 
build outcome maps that break down the journey from 
activity to impact in a clear, shared way. This approach 
draws on contribution analysis, action research and 
deep experience in evaluating public services. 
Outcome maps are central to the software, supporting 
planning, learning and reporting
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Investing in building capacity and skills
Public service organisations value tracking the outcomes of their work, but often lack the time, skills and 
systems to do so. Access to specialist software like OutNav supports capacity and skills but organisations 
still need to dedicate capacity to this work to make progress. 

Overcoming data challenges
Many organisations have limited access to quality data. OutNav helps overcome data issues by supporting 
the triangulation of multiple forms of data and guiding a consistent, robust approach to analysis. Visualising 
where data is stronger or weaker highlights where capacity can be focused to fill evidence gaps.

Improving efficiency with a single, co-ordinated system
Holding the outcomes framework, data, evidence, analysis and reports in one place creates significant 
efficiencies. It makes a co-ordinated approach to theory-based evaluation at scale possible. 

Capturing learning is essential to making good progress
OutNav provides a single place for all reflection and learning. It ensures that the expertise of people 
delivering change and using services is captured in the evaluation process and used to improve outcomes. 

Learning from the development process Embedding AI in an ethical, safe and effective way is 
the focus over the next year. 

We know that the right software can address gaps in 
capability and skills, but organisational capacity 
challenges remain.  AI brings exciting opportunities to 
streamline analysis tasks and deliver quick insights for 
organisations using it at scale. 

We are keen to connect with other teams embedding 
AI in public services.

Next steps 

Building partnership capability and skills 
to track social outcomes: 

Since its launch, over 200 organisations 
have used OutNav to track complex 
change, reflect on progress and report on 
outcomes. Learning and feedback from 
this real-world use has informed ongoing 
improvements. The tool supports diverse 
public service organisations and 
partnerships worldwide, from 
governments tracking policy impacts, to 
service providers, public bodies and 
academics. 
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An outcome framework 
was co-produced with  
partner organisations

A balanced approach to 
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was agreed

Each partner is tracking its 
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providers are aggregated 
and summarised in OutNav 
to report on contract 
progress and outcomes
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Edinburgh Unpaid Carers Partnership team members 
collectively tracking their progress with OutNav


