Output versus Outcome Exercise, Instructor Notes


Why Are We Concerned With Outputs versus Outcomes?


In the past, requirements were written with the knowledge that some military specification or standard would be invoked to supplement whatever was writen in the sow requirements. If you look closely at those requirements, in many cases they expressed outputs, e.g., reports, plans, drawings, etc, delivered on specified dates. By invoking military specifications and/or standards the contractor was able to tell what the reports had to contain or look like. Whether or not the reports or plans achieved any outcome was the government’s responsibility because we told the contractor how to do it. Today we are being asked to write our requirements in the form of results or outcomes, and leave the choice of methods, and therefore the risk for performance to the contractor. That means we must become much more adept at clearly writing requirements in the form of outcomes.


School Solutions:


1. 	This is an example of an output statement. No purpose for the Systems Engineering Plan is provided. There are no elements identified that should be addressed in the plan. Lastly, the plan is required by a specified date, but no criteria for successful development of the plan are provided.


2. 	This is an example of an outcome statement. Not only is there a requirement for a report, but the contractor can find the “performance requirements” for the report in the CDRL and DID. The requirement does not tell the contractor what method or process to use for the production of the report.


3. 	This is an example of an output statement. The requirement does not define what a “user friendly” network is. The contractor could end up in “bring me a rock” situation. The contractor could design a LAN, in other words “output”, but the Director of Contracts may feel that it does not satisfy his/her needs, in other words, the “outcome” desired by the Director of Contracts.


4. 	This is an example of an partial outcome statement. The words efficient and effective must be defined for the contractor to know what constitutes successful completion of the job. The requirements to address certain elements goes part of the way towards explaining what is required, but an expression of what the government is trying to achieve by imposing the requirement is still needed.


5. 	This is an example of an output statement. The contractor may meet the specified dates, but the product or service delivered may be inadequate. Outcome requirements need to completely identify what it will take to satisfactorily complete the job by the specified dates.


6. 	This is an example of an outcome statement. The first sentence by itself does not suffice, particularly with the word appropriate being used. The second sentence directs the contractors attention to the explicit rules that apply in this case.


7. 	This is an example of an output statement. This tells the contractor to do the same as last year. The contractor cannot tell whether or not the method used last year actually achieved the desired outcome. All the contractor can assume, right or wrong, is that no change is required. That generally doesn’t convey enough information for the contractor to make intelligent performance decisions.


8. 	This is an example of an outcome statement. The word “good” needs definition, and the second part of the sentence tells the contractor to refer to a “commercial standard” to find the definition.
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