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The National Rural Health Resource Center (The Center) is a nonprofit organization 
dedicated to sustaining and improving health care in rural communities. As the 
nation’s leading technical assistance and knowledge center in rural health, The 
Center focuses on five core areas:

• Transition to Value and Population Health

• Collaboration and Partnership

• Performance Improvement 

• Health Information Technology

• Workforce  

https://www.ruralcenter.org/


Diver sity, Equ ity, In clu sion , & A n ti-r acism
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Building a culture where difference is valued
The Center is committed to DEI and anti-racism. We create an environment that reflects the 
communities we live in and serve; a place where everyone feels accepted and empowered to be 
their full, authentic selves; and where everyone belongs.

We understand the impact of and seek to defeat racism and discrimination in ourselves, our 
workplace, and the world. This guides how we cultivate leaders, build our programs and 
resources, and deliver our technical assistance.

We are an organization that honors, celebrates, and respects all dimensions of 
diversity. These principles are central to our mission and to our impact.

Read more at ruralcenter.org/DEI

https://www.ruralcenter.org/content/diversity-equity-and-inclusion


This project is/was supported by the Health Resources and Services Administration (HRSA) of the U.S. Department of 
Health and Human Services (HHS) under grant number UB1RH24206, Information Services to Rural Hospital Flexibility 
Program Grantees, $1,350,000 (0% financed with nongovernmental sources). This information or content and conclusions 
are those of the author and should not be construed as the official position or policy of, nor should any endorsements be 
inferred by HRSA, HHS or the U.S. Government.

This work was supported by the Federal Office of Rural Health Policy (FORHP), Health Resources and Services 
Administration (HRSA), U.S. Department of Health and Human Services (HHS) under cooperative agreement grant 
#5U27-RH01080. The information, conclusions, and opinions expressed in this presentation are those of the authors and no 
endorsement by FORHP, HRSA, or HHS is intended or should be inferred. 
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Deepen state Flex Program 
understanding 
of Program Evaluation



• Each 60-minute webinar 
• Brief presentation on the day’s topic by the Flex Monitoring Team and TASC
• Engaging conversation on Q&A and application of the topic
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https://www.ruralcenter.org/events/evaluation-basics
https://www.ruralcenter.org/events/logic-models-and-theory-change
https://www.ruralcenter.org/events/accessing-and-analyzing-data-decision-making
https://www.ruralcenter.org/events/designing-activities-and-describing-output-outcome-measures
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Learning Objectives
• Review concepts of evaluation covered in previous webinars
• Explore a funding cycle approach to identifying measurable 

outcomes that demonstrate program impact
• Use program planning and evaluation as the foundation for 

demonstrating program impact
• Discuss new work plan template and reporting requirements



• Utilize a framework for program evaluation
• Tell the story of the state Flex Program’s impact and direction to various audiences
• Understand evaluation basics and definitions
• Utilize SMART goals based on needs
• Access and analyze data for decision making
• Ensure data reporting deliverables built into contractual agreements with consultants
• Utilize process measures and short-, interim-, and long-term outcome measures to 

assess program progress and plan for the future
• Describe measurable outcomes about the state Flex Program’s activities that 

demonstrate impact

Man agin g In for m a tion  an d  Eva lua t ion



• Please take a moment to complete the pre-polling.

• At the conclusion of today’s webinar, we will share a feedback form with you 
to gather your input on this webinar series. This will help us inform the rest of 
the series – please take a moment to complete it, even if you didn’t attend the 
prior webinars. 

Sp eak in g of Eva lua t ion …
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Importance of Evaluation
• Evaluation is critical to being able to track activities and see 

where an impact is being made
• Evaluation is a Core Competency of the Flex Program
• An integral part of program management and improvement 

and is a tool to help inform the actions of your organization
• Documents program outcomes and supports annual 

performance reporting requirement
• Will be an important component of upcoming Flex Notice of 

Funding Opportunity (NOFO) for State Flex Programs
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Evaluation as a Management Tool
• Importance of integrating evaluation starting with the 

planning phase of a project
• Consistent tracking throughout course of a project

• Track outputs
• Track data and outcomes
• Keep work plan updated

• Using results to revise project to achieve desired results
• Update outcome measure to reflect revised project



www.flexmonitoring.org
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Reminder – Key Terms
• Evaluation:

• A continuous process that begins with identifying needs, challenges, and 
gaps, and continues through implementing a project

• Is used to determine impact by measuring where you are, where you have 
been, and where you want to go.

• Outcomes
• Measurable change resulting from an activity or series of activities. 

Outcomes can be short-term, intermediate, and long-term.
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Outputs vs. Outcomes
• Outputs – Used to monitor program activities 

• # of CAH personnel attending financial training 
• # of participants who report improved knowledge from training

• Outcomes – Used to monitor benefits to participants
• % improvement in CAH margins
• % reduction in days in accounts receivable 



www.flexmonitoring.org
Source: Upcraft, M. L., & Schuh, J. H. (2002). Assessment vs. Research: 
Why We Should Care about the Difference. About Campus, 7(1), 16-20.

http://libproxy.lib.csusb.edu/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=eric&AN=EJ644648&site=ehost-live
http://libproxy.lib.csusb.edu/login?url=http://search.ebscohost.com/login.aspx?direct=true&db=eric&AN=EJ644648&site=ehost-live
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Funding Cycle Approach 
• Year 1

• Focus on assessment, identification of a cohort participants, capacity 
building, and activity implementation

• Measurement strategy - establishing baseline data, process measurement, 
building capacity to engage in activities

• Years 2 - 5
• Identify sequential steps in project activities for each project year and build 

on those steps in subsequent years
• Measurement strategy – focus on short and intermediate-term measures for 

activities in each project year, review progress against plans and baseline 
data, adjust activities and measures accordingly 
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Connecting the Dots Across the Funding Cycle
• A project's theory of change is the starting point that reflects:

• Clear definition of the problem to be solved and participants to be engaged
• Evidence-based activities to address identified problems
• Activities that build upon one another across the funding cycle
• Schedule, scope, and cost of activities are defined at the start

• Evaluation
• Identifies progress towards short, intermediate, and long-term outcomes 

throughout the project funding cycle
• Accommodates change that could not be Identified during project design

• Update project activities as needed
• Re-assess and reset activities and outcomes as needed from year-to-year



www.flexmonitoring.org
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Activities with Outcomes
• All activities are not the same

• Some may not have outcomes in the first year
• Some may have different outcomes to measure for each facility

• Simplify this process
• Use best practices/examples provided

• Tailor outcome measures to phase in the program life cycle
• Early phases – focus on capacity building
• Later phases – activities that directly CAH performance and improve 

outcome metrics
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Activities with Outcomes – Improving Patient 
and Family Engagement (Cohort-Based)

• Short-term (capacity building)
• % participation by CAH cohort members in program activities
• % improvement in participant surveys measuring understanding of 

PFE metrics, how to implement and why
• Intermediate-term (agency performance improvement)

• % of completed admission checklists per CAH
• % of completed bedside shift reports per CAH
• % of liaison engagements with patients and families per CAH

• Long-term (system performance improvement)
• % improvement in pre-discharge patient satisfaction surveys per CAH
• % improvements in HCAHPS scores by CAH
• % increases in patient utilization of services



• FYs 24-28 Flex Program Work Plan 
Template

• FYs 24-28 Flex Program Work Plan 
Template with Examples

• Flex Program Work Plan Template 
Overview Video

Flex Work  P lan  Tem p la te

https://www.ruralcenter.org/sites/default/files/2024-01/FY24%20Flex%20Program%20Work%20Plan%20Template_1.xlsx
https://www.ruralcenter.org/sites/default/files/2024-01/FY24%20Flex%20Program%20Work%20Plan%20Template_1.xlsx
https://www.ruralcenter.org/sites/default/files/2024-01/FY24-FY28%20Flex%20Program%20Work%20Plan%20Template%20with%20Examples_2.xlsx
https://www.ruralcenter.org/sites/default/files/2024-01/FY24-FY28%20Flex%20Program%20Work%20Plan%20Template%20with%20Examples_2.xlsx
https://youtu.be/zefq1_mFZI8
https://youtu.be/zefq1_mFZI8
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Tools to Use

• New Work Plan Template
• Flex Program Logic models (includes theory of change)
• FMT briefs on outcome measurement for financial and 

operational performance improvement, EMS, and 
population health

• Flex Performance Management/Evaluation Guide

https://www.ruralcenter.org/resources/flex-program-funding-guidance
https://www.ruralcenter.org/resources/flex-program-logic-models
https://www.ruralcenter.org/resources/flex-program-funding-guidance#example-outcomes-QI-FOI
https://www.ruralcenter.org/resources/flex-program-funding-guidance#example-outcomes-QI-FOI
https://www.ruralcenter.org/resources/flex-program-funding-guidance#example-outcomes-PH-EMS
https://www.ruralcenter.org/resources/flex-program-funding-guidance#example-outcomes-PH-EMS
https://www.ruralcenter.org/resources/flex-evaluation-guide
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Questions?
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Thank you! 
John Gale, john.gale@maine.edu
Megan Lahr, lahrx074@umn.edu

A Performance Monitoring Resource for Critical Access Hospitals, States, & Communities

Flex Monitoring Team

This work was supported by the Federal Office of Rural Health Policy (FORHP), Health Resources and Services Administration (HRSA), U.S. Department of 
Health and Human Services (HHS) under cooperative agreement grant #5U27-RH01080. The information, conclusions, and opinions expressed in this 
presentation are those of the authors and no endorsement by FORHP, HRSA, or HHS is intended or should be inferred. 

mailto:john.gale@maine.edu
mailto:lahrx074@umn.edu


• You will meet in a randomized breakout room with a small group of 
participants. If you participated in the last webinar, you will not be in the 
same group

• Review the data on the screen and the work completed in the previous 
webinar by following the prompts of the facilitator from TASC or FMT

• Complete the logic model as a group

• 15 minutes in breakout room to complete the activity and then we will return 
for sharing results and announcements

Sm all Group  Exercise



Access Key Flex Eva lua t ion  Resou rces

P lease com p lete th e feed back  for m . 

Con tact  u s w ith  qu est ion s!
TASC    tasc@ruralcenter.org

John Gale    john.gale@maine.edu 
Megan Lahr    lahrx074@umn.edu  

FEB 
20

https://www.ruralcenter.org/resources/flex-program-evaluation-resources

https://ruralcenter.research.net/r/TFJLRFL
mailto:tasc@ruralcenter.org
mailto:john.gale@maine.edu
mailto:lahrx074@umn.edu
https://www.ruralcenter.org/resources/flex-program-evaluation-resources
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