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Slide notes

You've just finished watching a video clip where three people were talking about a movie they had just seen and trying to come to some overall conclusion or rating of what they thought the movie was.

You can think of this in terms of an overall rating in quality of the movie. One was really, really interested, invested in looking at movies that had CGI. 

So when they provided a rating they really focused on what CGI and the quality of CGI for that particular movie.

The two other people had a broader array of things that they were keeping in mind when they were providing their overall quality rating.

They included actors, plots and chemistry, and the other person talked about a whole list of things that they thought were really important and involved in their decision for the overall quality rating.

In terms of performance measurement we often talk about that final score as being an indicator in overall quality, for instance in the movie example. 

But to get to that final indicator, that overall picture, we will look at a couple of different measures that might go into it. And as you saw with the students who were talking about a movie they had seen recently, 

for some people those measures are very specific, only focused on CGI. 

Whereas for other students they would pay attention to a number of different measures that they would include and keep in mind as they put together their final overall rating, the indicator. 
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Video Summary
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Slide notes

As we go through this model together by the end of it you should be able to describe the goals and processes of performance management, be able to talk about some of the indicators, 

and also how measures fit into those indicators. You'll be able to look at some of the methods for collecting data on indicators. 

And finally, understand how performance measurement or performance management is really part of monitoring.

Text Captions

By the end of this module, you will be able to:

1. Describe the goals and processes of performance management.
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Let's begin by looking at and defining what performance measurement is. 

Text Captions

PERFORMANCE MEASUREMENT

What is performance measurement?
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Performance measurement is a process that is related to evaluation, and it looks specifically at a program's efforts in making an impact for its particular clientele, its students, whoever the group may be. 

So you can think about it in terms of the program is putting in some effort and the question is, is it actually making an impact?

Text Captions

Performance measurement is a process that systematically evaluates whether a program’s efforts are making an impact on the clients you are serving or the problem you are targeting.

Defining Performance Measurement
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You might see that that seems really familiar to our conversation about logic models in a previous model. And you'll note that logic models and performance measurement are really tied together.

So just to give you a quick recap of the logic model components, because they factor in really prominently in the discussion around performance measurement. We talk about four main components of the logic model.

 The first being the inputs, and that's really about any resources that are dedicated to the program in terms of human resources, financial resources, space, equipment and so on.

We also talk specifically about what the program is really about. So what are the activities that are included? As well we'll look at two products if you will of the program. The first is the outputs.

So these are anything specifically related to what the program has accomplished. We often talk about them in terms of things that are countable, very specific and very direct. How many people attended the program?

How often was the program delivered? The last part of a logic model that is very important when we talk about performance measurement has to do with outcomes, and that's often what we think of most when we think of a valuation.

We're talking specifically about any benefits or changes related to the program. So those are the outcomes in terms of knowledge, attitudes, values, skills and so on.

Text Captions

Inputs: resources dedicated to, or consumed by, the program

Activities: what the program does with the inputs to fulfill its mission


Outputs: direct products of program activities or volume of work accomplished
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So when we take a look at the performance measurement process we look at those four overlapping components from the logic model, but we start to ask slightly different questions.

The part of the performance measurement process is that we're asking ourselves the questions, what are we able to do with what we have, and seeing if we need to adjust that process in any way.

When we look at how activities funnel in and over to outputs, we need to be asking ourselves are we able to document all of our efforts? Are we able to have a sense of how many people are actually coming to the program?

As we move from outputs over to outcomes, we're starting to ask some of the classic evaluation questions in terms of what did our efforts actually achieve? 

And finally, most important when we talk about performance measurement, is when we look at our outcomes and we come back to discuss how that relates to our inputs.

We are able to ask ourselves the questions in light of what we found. Would we need to change or adjust anything in terms of what we're putting into the program to be able to deliver it?

Text Captions

Why do Performance Measurement?
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As you might gather, performance measurement is a fairly time consuming process. So a quite reasonable question to ask is why should anyone engage in it?

If you think a bit about the organizations that are going to engage in performance measurement it gives them a really good sense of seeing are the activities that we're doing actually relating to those results we're hoping to achieve?

From a financial perspective we can start to ask the question in terms of the resources. Are they being used effectively? Are they leading to change? Are they being used efficiently in a cost effective standpoint?

And finally, it allows us to look at programs over time to identify any program improvements, and be able to share that information with others who may be having similar programs. 

So some of the benefits and the reasons of engaging in performance measurement are going to overlap a lot with the reasons why one should engage in a valuation.

Text Captions

Programs are designed to help people, which means organizations need to:

…determine whether current activities are working to achieve intended results.

…ascertain that the resources (people and money) are working effectively and efficiently.

…implement program improvements and share information on effective practices with others.

Why Do Performance Measurement?
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In summary, performance measurement is about checking the connection between those efforts and those outcomes. 

We reviewed briefly in terms of the logic model components and noted that they're both similar in terms of when we focus our performance measurement efforts. We need to have a conversation about the inputs and resources. 

Take a look at the activities, the outputs, and the outcomes. In performance measurement we're asking questions like should we add resources to be able to expand our impact? 

Did the program achieve the results to the extent that was expected?

Text Captions

PM is about checking that connection between effort and outcomes

The 4 components of a LM include: inputs/resources, activities, outputs, and outcomes

PM asks questions like:

- Should we add resources to expand our impact?

- Did the program achieve the results to the extent expected?

Summary
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Let's move on to our next section. Measurement and outcomes. And this is really about having a conversation of what and how do we measure.

Text Captions

MEASUREMENT AND OUTCOMES

What and how to measure?
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In relation to program evaluation we define measurement as the process of translating those constructs and ideas that are listed in a logic model into something observable, or something that's even countable. 

Text Captions

Measurement: 

The process of translating the constructs (words, ideas) in the logic model into observables
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So if we take a look here at our logic model, basically we see that we have to be able to come up with a measure for inputs, our outputs and our outcomes. All of those need to be quantified in some way, 

although measures aren't always quantitative measures, they can also be qualitative measures. But we need to make it so that it is observable.

Text Captions

From Outcomes to Measures

1. Intended Inputs
a. Measures
2. Program Activities
3. Intended Outputs

a. Measures
4. Intended Outcomes
a. Measures
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As we go through the process of taking the outcomes in a logic model and trying to make them observable, the first and foremost rule to have is are the outcomes the same as the stated objectives of the program?

It's kind of like saying if you start off on the wrong foot it's going to be really, really hard to recover. So if the outcomes that are in the logic model aren't actually representing what the goal of the program is, 

we're really going to struggle as we start to measure the outcomes. So it's kind of like a double checking that you're on the right step, 

making sure that the outcomes that you've selected really, truly reflect what the objectives of the programs are. So that's our first step.

The next step is to see that the outcomes are really the results of that program. We need to come up with measures that can be used to quantify or make those outcomes observable.

We often talk about how those observable outcomes become the focus of performance measurement. That whole process of going from the outcome that's listed in a logic model, to the measure that we would use to get to that. 

Text Captions

Are the outcomes the same as the stated objectives of the program?

  Outcomes are the actual results of a program.

  Measures are useful in monitoring the effectiveness of program.

  Observable outcomes is the focus of performance measurement.

Making Outcomes Observable Through Measures
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So if we think back to the example that was listed in the video, of the students talking about a movie they had seen, 

if you look on the right hand side of the green example we see the third task was really to rate the overall quality of the movie. 

In terms of measurement, they're really trying to get at this construct. What is the overall quality of the movie? The challenge we have now is how do we measure that quality of the movie?

Eventually we want to be at a place where they've provided the ratings and we can include that in an online database to give a sense of should you go see the movie or not.

In terms of measurement, we know that eventually we have to get to this overall rating. Our challenge is finding out what should go into that overall rating in much the same way that the students,

as they were talking about the movie, were going through the different aspects that they would include in their rating. 

Text Captions

Making Outcomes Observable Through Measures

	Measurement Process
	Our example

	Construct [down arrow]
Measurement procedures (the actual steps we use to gather the data)
	Quality of movie [down arrow]
The opinion of the viewers is entered into a database
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So if we think back to the movie example and the students were discussing what they thought of the movie, they've watched the movie, that's their program, the activity they participated in, 

and now they need to put together a rating of the overall quality. What sorts of measures should be used to provide an overall quality rating? 

To help you figure that out, imagine that the movie they watched was created by a group of students who were at Ryerson in the film program.

The question we want to know is about the quality of the movie, because we're hoping that the quality is quite good as an indicator that the Ryerson film program is doing really well. 

So here the quality of the movie is seen this outcome, but the task I'm giving you is how would you measure that outcome? How would you measure quality? Give it some thought. 

If you get stumped, think back to the video clip we watched where the students talked about the movie and how they came to focus on their rating. 

Text Captions

  An overall quality rating is an outcome of the program success

  But what measures to use?

An Example: Evaluating the Movie

Movie [right arrow] Overall Quality?
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As you will recall from the video clip, the students all focused on different aspects that were important to them. This is an idea of the different types of measures that could be used in us understanding this quality rating.

There were three students who were discussing the movie. One was very, very particular and only caring and only focusing on CGI.

The two other students were talking about a range of different measures. One was talking about the actors, the plot, the setting, the costumes, the script, CGI as well.

And the other student really focused on a couple of measures but they were very specific in terms of the actors, the script, and the chemistry between those actors. 

So those are all measures for us to look at as we try to understand the overall quality of that movie. 

Text Captions

Different aspects were important to each viewer

They would have different measures for quality

An Example: Evaluating the Movie
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The next challenge is to define those measures. Oftentimes we talk about defining a measure in terms of the number or the quality of those particular measures. So we'll think about CGI.

Was there a lot of CGI used? What was the effectiveness? Were you convinced? The actors, was it good quality acting? The plot, was it good quality? The setting, did they have many different setting changes? 

Were the costumes convincing? Did they vary the costumes? So broadly speaking, we first have to figure out what those measures are and then we have to think about how to actually define them in terms of number and quality. 

Text Captions
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An Example: Evaluating the Movie
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As we look to define outcomes and figure out what to measure, we really want to ask ourselves in terms of performance measurement, does the cost of the program actually create value for those who are being served by it?

This is a really common question that gets asked. The value question. When we try to understand value, we can look to the clients of the program.

We can look to those who delivered it, and anyone else who may have a stake in it. They will be able to give us some sense about the outcomes and what to measure. Basically to point us in the right direction.

When you think of award shows different awards are provided for different specific aspects of movie. There might be one for cinematography. There might be one for actors. 

There might be one for special effects. Those are giving you a sense of what specific measure is important. So as we look at performance measurement we're trying to figure out what is valued. What's the big deal about? 

Text Captions

Performance measurement (PM) always asks this question: 

- Does the cost of the program actually create “value” for those who are served by it?

PM discovers what is valued by:

- Clients of the program
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So as we start to look at different stakeholders, we'll start to see that they each have something that may be more of a focus for them, something that they value over other aspects.

For instance, an administrator might be really invested in having speed of the service delivery as one of the core outcomes and one of the measures.

It may be the case that someone who works on the front line is very invested and values client satisfaction as being a really important measure of how an organization is performing. 

Having the different stakeholders have a different focus on what the outcomes and what the measures should be is part of ensuring that the measure that is selected is really valid for them. 

So is it measuring what they value? That's our big task when we talk about validity. 

Text Captions
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This is linked to the validity of measure

Defining Outcomes and What to Measure
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If we think back to our movie example, the overall task was to provide a rating of the overall quality of the movie. We often talk about this in terms of an indicator. I'll come back to define that a little later. 

That indicator is made up of different outcomes, and those are all the measures that we would want to pay attention to.

They're the ones that the students discussed as being important as they were making their assessment and their overall appraisal of this movie they had seen. 

 So some of those measures, some of those outcomes, would include CGI, acting, plot, dialogue, chemistry between actors, the setting, the costume, the cinematography.

Text Captions
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So if we look back to our original model that talked about how performance measurement was linked to identifying the particular construct and figuring out how best to measure it.

In our example our particular construct has to do with the quality of the movie. 

Ultimately we need to get some ratings as the students did in their clip of providing that to put into a database that you might later access to determine whether or not you should see the movie. 

We've spent some time talking about the different outcomes that might be related to the overall quality of the movie, noting that it could include CGI, it could include the quality of the casting, a range of different ones.

The one thing to keep in mind is listed on the left hand side, and that has to do with some of the issues related to measurement. 

One of the big things that we start with is is it really clear what we're trying to measure the overall construct in terms of the quality of a movie.

And finally, whatever measurement tools that we decide to come up with in terms of a rating, in terms of the frequency, or the quality of CGI or casting or acting, we need to be sure that those measures are valid and reliable. 

Text Captions
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	Criteria/Issues for Measurement
	Measurement Process
	Our example

	Is the construct clearly stated?

· Are the measurement procedures valid and reliable?
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Now we'll move on to some quiz questions so you can test your knowledge.

Text Captions

Test Your Knowledge

What is measurement?

A) The method used to assess progress on outcomes.

B) The process of translating a logic model into indicators that can be observed.

C) The process of mapping outcomes with inputs.

The correct answer is B - The process of translating a logic model into indicators that can be observed.
Question 1 of 8    
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Text Captions

Test Your Knowledge

The quality of the movie is a measure.

A) True

B) False

The correct answer is B – False. It’s a construct--- something that would appear in a logic model and would need to get translated into something that can be measured. 

Question 2 of 8    
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Text Captions

Test Your Knowledge

The notion of something of value is relevant to performance measurement.

A) True

B) False

The correct answer is A – True. Figuring out what the stakeholders each value is necessary for identifying the indicators. 

Question 3 of 8    
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In summary, we've talked about how measurement is about going from outcomes to something that's observable or something that's countable.

We've also reminded ourselves that we need to ensure that whatever outcomes are listed in the logic model are really those that get measured and that there can be some challenges around measuring those. 

We'll come back to the challenges in the next section. We've also talked about how measures need to be reliable and valid. 

And we've also had a conversation how different stakeholders will have a different focus for those measures. And that's something to be expected. 

Text Captions

  Measurement is about going from outcomes to observable/“countables”

  Ensuring outcomes listed in the LM are those that get measured is crucial and challenging

  Measures that are selected have to be reliable and valid

Summary

  Different stakeholders will have a different focus for those measures
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Let's move on to our next section entitled measures and indicators. And there's a bit of a catchy line here. A measure measures and an indicator indicates something specific. 

And although it seems a bit like a joke, keep that in mind as we go through the definitions of measures and indicators.

Text Captions

MEASURES AND INDICATORS

A measure measures and an indicator indicates something specific
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So as we start our discussion about measures and indicators, it's really important for us to review our conversation about outcomes, particularly how we talk about outcomes being short term, intermediate and long term.

For instance, when we talk about a short term outcome, that might be something that is experienced within a month or shortly after participating in the program. 

We're now at that stage where we have to ask yourself how might you measure that outcome? If you look at intermediate outcomes, it might be an outcome or a change that could be seen a year after being involved in that program.

How might that change be measured? Finally, if we look at long term outcomes, sometimes people term this impact and really we're looking at something that's measured over a number of years, say three, five, ten years. 

Our question is going to be around what is the long term impact, but also how has it been sustained over that time period.

And of course for us now, in terms of looking at measures and indicators, we want to know how would you actually measure that long term outcome? 

Text Captions

  Short-term outcomes: What change will the client experience within a month of his/her involvement in the program?  How will you measure this?

  Intermediate outcomes: What change will the client experience within a year of being involved in the program? How will you measure this?

Types of Outcomes

  Long-term outcomes: What is the long-term (e.g., 3-year) impact of the program on clients? Has it been sustained? How will it be measured?
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As we move from outcomes to looking at measures and indicators, a couple of things to keep in mind when we define measures and indicators.

Often the terms measures and indicators are used interchangeably in performance measurement. The challenge with that is that measure often means a survey or a questionnaire in a different field, or even in the field of evaluation. 

So though we think of them as being quite similar, you can think of the indicator as being much more specific. Performance measure in the context of performance measurement, is really a marker of success, 

and that ends up being something that is a meaningful indicator that will determine performance. 

When we talk about defining an indicator we often give an example of using a recipe so that there needs to be a specific direction of change that is noted, a specific amount of change, and a specific time frame.

For instance, an indicator for a diet program could be that there is a ten percent reduction in calories consumed per day over six months, and that would be an indicator of the program's success.

Text Captions

  Often used interchangeably

  Measure, metric, indicator largely similar

Defining Measures and Indicators

  Performance measure = Markers of success

  A meaningful indicator used to determine performance

  Indicators also determine the magnitude or degree of change
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In the diet example, it seems a little straightforward to come up with an indicator. But we have to keep in mind that measurement can be very, very challenging. 

For instance we might have in our logic model some of the following outcomes, like obtaining stable housing, obtaining employment, increasing income, accessing services, or becoming more self-sufficient. 

Those end up being really challenging for us to measure. And through practice and experience it will get easier for you.

Text Captions

For example, what do we mean by…

…obtaining stable housing?

Measurement Can Be Challenging

…obtaining employment?

…increasing income?

…accessing services?

…becoming more self-sufficient?

Slide 31 - Indicators and Measures Must Reveal the Performance of the Program
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Slide notes

Keep in mind that any indicators that you come up with really are about revealing the performance of the program. For instance, it could be about the efficiency of the program operation. 

You could look at a balance between the inputs and the outputs to look at the financial performance. It may also be about producing a certain quantity of something in terms of the output, how much work was done?

How many workshops were delivered? How many people were reached? It may also be about how well the program was done. What we often term client satisfaction.

And finally, one of the most common indicators that are looked at have to do with the outcomes. In particular a change in behavior, condition or status.

Text Captions

  Efficiency of program operation (financial performance)

  Producing a certain quantity of something (output)

  How well something was done (output)

Indicators and Measures Must Reveal the Performance of the Program

  Change in behaviour, condition, status (outcomes)

Slide 32 - Test Your Knowledge
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Slide notes

So let's give you a chance now to really look at some of those challenging outcomes that would appear in a logic model, and test your knowledge of how would you develop an indicator, 

remembering that that recipe for an indicator has to be that the indicator talks about a direction of change, an amount of change, and a time frame in which that change

should take place.

If we look now at our example, let's try to find an indicator that could be an approximate way to measure the outcome fostering engagement in communities. How might you measure that? 

Another example for you to consider as we're trying to go from outcome to indicator, is to come up with an indicator that could serve as an approximate way to measure the outcome economically sustainable social ventures.

So give it some thought and come up with ways that you could measure it, and then move on to have the conversation about indicators, keeping in mind that your indicator has to include the direction of change as a result of the program, 

the amount of change as a result of the program, and a time frame in which we would hope and expect that change to occur. 

Text Captions

Develop an indicator for the following outcomes:

  Indicator as a proxy for the outcome “foster engagement in communities”

  Indicator as a proxy for the outcome “economically sustainable social ventures”

Test Your Knowledge

Slide 33 - Check Your Answers: Outcome -> Indicator
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Slide notes

So let's take a look now at some of the answers that I've come up with and compare that to what you've come up with. 

So our task was to go from a particular outcome that would be listed in a logic model and switch that over or convert it over to an indicator.

If we look specifically at our outcome that would appear in a logic model entitled Foster Engagement in Communities, one of the great examples that often gets used is rates of volunteerism.

If we try to move that into language that would be consistent as an indicator, we would record the percentage of adults who volunteer more than one hour per month over the past 12 months. 

That would be the indicator for the particular outcome related to fostering engagement in communities. If we look at our other example, a more advanced example for you, that had to do with economically sustainable social ventures.

How would we go from that as part of the outcomes listed in our logic model to something that we can measure? In terms of sustainability, we might talk about the rates of new investment in these ventures. 

One way to measure that might be the number of ventures who are able to engage one or more new investors over a 12 month period.

So there we have the specific indicator that talks about the rate of change, the magnitude of change, as well as the time period in which the change is expected. 

And that ties us back to our specific outcome that would be in the logic model. 

Text Captions

Check Your Answers: Outcome -> Indicator

Foster engagement in communities

Rates of volunteerism

% of adults who volunteer more than 1 hour/month over the past 12 months

Economically sustainable social venture

Rates of new investment

# of ventures who are able to engage 1 or more new investors over a 12 month period

Slide 34 - Summary
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Slide notes

In summary, measurement can be very challenging when it comes to defining and making those outcomes observable. We had a couple of practice examples to try to get you thinking in terms of some of those challenges. 

We also know that performance indicators must relate to the efficiency, the quality or any changes that occur in the clients. And finally, we talked about how indicators must include a direction of change, 

as well as the magnitude of change, and specify the time period in which that change is expected. 

Text Captions

  Measurement can be challenging when it comes to defining and making outcomes “observable”

  Performance indicators must relate to: efficiency, quality, changes, etc

  Indicators must include a direction, a magnitude and a time frame.

Summary

Slide 35 - Measuring Indicators
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Slide notes

Let's move on in our conversation about performance measurement and focus on how to measure indicators. 

Text Captions

MEASURING INDICATORS

How do you get those calculations?

Slide 36 - Employment Program Example

[image: image36.jpg]Employment Program Example

The goals of the program are to help unemployed clients obtain employment
and help employed clients get “better” jobs. During the past year, the program
served 6 (unduplicated) persons:

Client ID Entry Date Exit Date Employment Entry Employment Exit
1 1/31/07 9/15/07 Unemployed Employed
3/15/07 6/28/07 Unemployed Unemployed
7111/07 - Unemployed -
77107 9/18/07 Employed Same Employment
8/2/06 5/12/07 Employed Higer Paying Job
11/7/06 8/2/07 Unemployed Employed





Slide notes

So if we start with a fairly simple example of an employment program, the goals of the program, as stated by the program operators, are to help unemployed clients obtain employment and also to help employed clients obtain better jobs. 

So if we look at here, during the past year the program serves six people. And here we have listed their employment at the time of entry into program as well as their employment upon exit of the program.

Text Captions

Employment Program Example

The goals of the program are to help unemployed clients obtain employment and help employed clients get “better” jobs. During the past year, the program served 6 (unduplicated) persons:

	Client ID
	Entry Date
	Exit Date
	Employment Entry
	Employment Exit

	1
	1/31/07
	9/15/07
	Unemployed
	Employed

	2
	3/15/07
	6/28/07
	Unemployed
	Unemployed

	3
	7/11/07
	--
	Unemployed
	--

	4
	7/7/07
	9/18/07
	Employed
	Same Employment

	5
	8/2/06
	5/12/07
	Employed
	Higer Paying Job

	6
	11/7/06
	8/2/07
	Unemployed
	Employed


Slide 37 - Goals -> Outcome -> Measure
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Slide notes

Now we need to move from those goals to the outcome and to the measure. The goals that were stated were fairly clear around obtaining employment and getting better employment.

One way to operationalize that in terms of an outcome is to look for increased rates of employment, as well as reduced rates of underemployment. 

The term deremployment is often used to clarify when people are overqualified for their positions. So when we talk about having people get better jobs, we're trying to find a better match between their skills and the demands of the job.

We've clarified the outcomes and now we need to move on to having a conversation about the measures and the indicators. And remember the measure would be the observable change within those participants. 

Text Captions

Goal

1. Help unemployed clients obtain employment

2. Help employed clients get “better” jobs

Goals -> Outcome -> Measure

Outcome

- Increased employment

- Reduced employment

Measure

- Observable changes for participants

Slide 38 - Define the Base Population for Each Goal
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Slide notes

If we take a look again at our table, we need to better understand our two goals. One is that people have achieved employment at the end of the program, and the other is that they've achieved better employment at the end of the program. 

With the simple statistics that were calculated and captured, we have rates of unemployment, employment, as well as some details about the type of employment,

 if someone maintained their current position or if someone had an upgrade for instance and it was in a higher paying job. If we look on our table we see that those cells that have to do with the orange are going to meet our first goal. 

And those that have to do with the quality of the employment have to do with the blue goal, and they're listed on the table that way.

Text Captions

	Client ID
	Entry Date
	Exit Date
	Employment Entry
	Employment Exit

	1*
	1/31/07
	9/15/07
	Unemployed
	Employed

	2*
	3/15/07
	6/28/07
	Unemployed
	Unemployed

	3
	7/11/07
	--
	Unemployed
	--

	4**
	7/7/07
	9/18/07
	Employed
	Same Employment

	5**
	8/2/06
	5/12/07
	Employed
	Higer Paying Job

	6*
	11/7/06
	8/2/07
	Unemployed
	Employed


Goal 1: Achieve Employment at Exit*
Goal 2: Obtain “Better” Employment at Exit**

Slide 39 - Steps to Calculate Outcome
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Slide notes

Here's an overview of the steps to go through to calculate a particular outcome. So in the first step we need to capture the base. So what is the base population for measuring these results? 

And that'll get used in the very end of calculation. The next step is we have to focus on what the goal is. So what were we hoping to achieve with the population? 

The third step has to do with within that particular population, how many people actually achieved that outcome? That will give us the statistics we need.

Text Captions

Steps to Calculate Outcome:
1. Who is the base for measuring results?
2. What do you hope to achieve with this population?
3. Within the base, how many persons achieved it?
4. Within the base, how many persons achieved it? ÷ Who is the base population for measuring results?

= Outcome (%)

Slide 40 - Calculate the Outcome for Goal One
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Slide notes

Let's go through an example looking at our first goal. So if we're to calculate the statistic for the first goal, recall that the first goal had to do with obtaining employment at the end of the program. 

Based on our table that we looked at before, the number of unemployed people at the time of entry was actually three. We are now focusing on individuals who would have achieved employment during the program. 

That statistic is actually two people who achieved employment by the end of the program. That's our goal. So we have 67 percent of the participants were able to achieve employment by the end of the program.

Text Captions

Calculate the Outcome for Goal One

Program Goal 1: Obtain Employment at Exit

1. All unemployed persons at entry who exited (N= 3)
2. Achieve employment
3. Two persons achieved employment
4. 2 ÷ 3

= 67 % achieved employment

Slide 41 - Calculate the Outcome for Goal Two
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Slide notes

Now if we look at calculating the outcome for our second goal, remember that our second goal had to do with improved employment at exit, kind of tackling that issue around underemployment.

Again our first step is to look at the number of people who are actually employed. Here we're looking at people who are underemployed. So it's really based on people who are currently employed.

Here we have that there are two people who are employed at entry and exit of the program. In step two we know that our goal is around improving employment. So that will help us focus on our statistics.

If we go back and look at the table you will have noticed that one person actually increased their earnings, and one kept the same employment. 

So as we calculate those statistics in step four, we see that 50 percent of those who participated in the program gained better employment.

Text Captions

Calculate the Outcome for Goal Two

Program Goal 2: Improved Employment at Exit

1. Persons who were employed at entry and exited (N= 2)
2. Improve employment
3. One person increased earnings
4. 1 ÷ 2

= 50 % gained better employment

Slide 42 - Summary
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Slide notes

In summary, what we've gone through is looking at the goals that are listed in a particular logic model, the particular outcomes that would arise from it, and then the calculations needed to look at these two indicators.

At the outset the program's goal were centered around two things. One, to help those who are unemployed obtain employment. And two, to help those who are employed get better employment.

If we think of outcomes we might find on a logic model that there were increased rates of employment and reduced rates of underemployment.

If we look at our first indicator around employment, we would find a 67 percent increase in employment after 12 months of participation in the program. 

For the second indicator we would find there is a 50 percent reduction in underemployment after 12 months of participating in the program. So this summarizes how we move from goals to outcomes to actually calculating our indicators. 

Text Captions

Summary

Goal

· Help unemployed clients obtain employment
· Help employed clients get “better” jobs

Outcome
· Increased employment
· Reduced underemployment

Indicator 1:

· 67% increase in employment after 12 months of participation in program

Indicator 2:

· 50% reduction in underemployment after 12 months of participation in program

Slide 43 - Summary
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Slide notes

So previously we looked at a more simplified version of this figure. We were looking particularly at the measurement process and our example related to the video that we had seen at the very beginning of this module. 

If you focus specifically in the middle, on the grades section it will take you through the steps necessary to go through in the measurement process. Recall that we talked about clarifying what the construct is, 

then having a conversation of what we should actually measure. Then what is the variable and how do we translate that and record it. Finally, we look at what the data is and how do we display and interpret that data.

If we think of our sample related to the video clip at the very beginning of the module, the construct that we were looking to measure had to do with the overall quality of the movie that the students had seen. 

When we think about the measurement procedures, you can recall that the students were talking about different aspects that they would measure. Some were interested in CGI, some were interested in actors, 

some were interested in the set and the costumes and so on. That's the steps that we need to go through to figure out what kind of measures are important as we try to get at this underlying construct of the quality.

As we move on to try to measure those variables that we've clarified, one of the challenges is actually trying to capture that in a meaningful way. Something that is observable and something that is countable.

If we take for instance CGI as one of those measures that's very important for the overall quality of the movie, 

we might want to provide a rating of the overall quality of CGI because that would be considered an example of what would be important as it relates to the overall quality of the movie.

We could also look at the amount or the proportion of the movie that had good quality CGI. So there are a couple of different ways to measure that.

Ultimately when we collect our data we might want to count the number of people who indicated that it was a good quality and display these in the meaningful way. 

If we move back to the left hand side, we'll see some of the critical issues that we're dealing with. We then need to ensure that the measurement of that construct is both valid and reliable.

When we move towards coming up with something that is observable, we need to ensure that the characteristics of that variable are organized in terms of counts or

categories or a ranking system.

Finally, as we look at the issues around measurement and think back to the example that we just did about the employment program, we have to ask ourselves what are the most effective ways of sharing that data?

For instance, we had come up with two very powerful, meaningful statistics some are small sample size of only six participants. 

But none the less in this example, we found that there is a 67 percent increase in employment after participating in the program. And likewise, there is a 50 percent reduction in underemployment after participating in the program.

Finding ways to affectively convey that information is also part of measurement. 

Text Captions

Measurement Process

Our example

Quality of CGI Training

Construct

Measurement procedures (the actual steps we use to gather the data)

Criteria/Issues for Measurement

Is the item in the logic model clearly stated?

Are the measurement procedures valid and reliable?

Rating of viewer of CGI, clear definition provided

Variable that indicates quality & number of CGI

We count the number of people who indicated it was good quality and display these

What are the characteristics of the variable?

-categorizes

-ranks

-counts

What are the most effective ways of displaying data?

Variable (the observable translation of the construct)

Data (we display these and interpret them)

Slide 44 - Performance Measurement as Monitoring
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Slide notes

The last segment of our module today on performance measurement is going to be a bit of an introduction into how performance measurement can be used for monitoring purposes.

Text Captions

PERFORMANCE MEASUREMENT AS MONITORING

Slide 45 - Presenting Results from PM to Improve Outcomes
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Slide notes

When we talk about performance measurement, a huge part of that is being able to provide that data back to the organization so that they can act on it. 

That's really consistent with the overall goals around evaluation which seeks to improve programs and services. When results are presented back to organization, it allows for them to track things over time, 

ensuring that improvements with specific indicators are being met. Often times when a first evaluation is done, perhaps in the context of performance measurement, 

it allows for all other reporting to be used as a comparison point in order to assess how programs are being improved over time. To do so there's a three step process.

Text Captions

  Sharing results from the PM process crucial for feedback

  Also allows for tracking over time, ensuring that improvement with specific indicators is met

Presenting Results from PM to Improve Outcomes

  Baseline on indicators can then serve as blueprint for where to focus efforts

  3 steps process

Slide 46 - Step 1: Reviewing Outcomes with Managers
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Slide notes

So the first step in this process is to actually share the outcomes with the managers. And as I mentioned, this can provide a baseline or a starting snapshot of how a program is doing.

It can be really helpful to meet with the program managers to look at what the program is actually doing correctly, what activities have actually met the targets that were expected.

It also clarifies what needs to be improved, what activities were put in place but maybe didn't turn out in the way that was intended and that might be visible now by looking at the outcomes. 

The other thing it can offer is the point of discussing what might be contributing to those outcomes, maybe things that were unintended or things that were not captured in the logic model that may be able to provide further positive outcomes. 

Text Captions

Step 1: Reviewing Outcomes with Managers

Clarify the underlying forces of the program:

  What is the program doing correctly? What activities contributed to meet/exceed benchmarks?

  What needs to improve? What activities fell short of producing the desired outcomes?

  What else might be contributing to the outcomes? What can be done to influence or mitigate these external forces to further positive outcomes?

Slide 47 - Step 2: Developing Action Steps and Timelines in Response to Results
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Slide notes

The second step in this process is to develop an action plan stemming from those baseline results. 

So a couple of starting points would be if the results were achieved or perhaps exceeded you can continue to support the activities that led to those results. If however, in the performance measurement process, 

it was found that results showed that outcomes were not actually achieved, it would allow organizations to allocate those inputs differently to better be able to support the outcomes and the activities.

Finally, it allows program administrators to set dates upon which they'll be able to further examine their work towards achieving those outcomes. 

So for instance, it might be a situation that reviewing their progress at three month intervals or on a quarterly basis might be most effective to see if they're better able to meet the targets or indicators that they'd set. 

Text Captions

Step 2: Developing Action Steps and Timelines in Response to Results

If results show that outcomes were achieved/exceeded: 

  Continue to support the activities that led to the positive performance.

If results show that outcomes were not achieved: 

  Allocate inputs differently to support different types/levels of activities.

Set target dates for reviewing results—e.g., 3-month intervals.

Slide 48 - Step 3: Regular Monitoring
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Slide notes

And finally, in the third step, that's really about the monitoring process, where one is able to monitor the progress that is made on those performance outcomes or those performance indicators that have been agreed upon.

During the monitoring process it also provides program administrators a chance to try to better understand why program targets may not have been met. 

For instance, they could do research on other factors that may be impacting involvement or benefit from the program.

Perhaps there are other programs out there, or maybe there are some situations that their clients are in that are actually impacting their ability to benefit from the program.

Finally, it's really important to remember that although those indicators are set and there's a regular period in which they're going to be measured, 

one has to always keep in mind that the focus of the indicators may shift as client's needs shift. 

So keeping in mind what the client's needs are will ensure that the indicators that have been selected are actually relevant for that particular program.

Text Captions

Step 3: Regular Monitoring

  Monitor  progress by generating performance outcomes at different periods of time—e.g., 3-month intervals.

  Research what other factors can have impacts on the program (e.g. rival programs, socio-economic conditions, etc.)

  Important to acknowledge that clients’ needs may shift, and thus program goals and approach may also need to shift.

Slide 49 - Key Takeaway Messages
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Slide notes

So as we move on now to the conclusion of this module, let's look at some of the key takeaways.

Text Captions

KEY TAKEAWAY 

MESSAGES

Slide 50 - Summary of System Performance Measurement
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Slide notes

At the beginning of the module we had a conversation about how performance measurement really maps on quite closely to logic models. 

And you'll know that in our overall diagram here that the components that are listed are the same as those in a logic model. However, when we talk about performance measurement, we're asking some slightly different questions.

We're asking ourselves a little bit about how the activities are able to achieve those outputs and those outcomes, 

as well as having a conversation about how those activities may have been dictated by the amount of inputs that are there. 

So looking at those connections and how that overall will impact the outcomes is part of our performance measurement system. 

Text Captions

Summary of System Performance Measurement

Activities

Adjust type and intensity of activities based on outcomes; track if improves

Outputs
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Use to ensure activities 
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Outcomes

Interim Outcomes signal client success;
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Slide notes

In summary we talked about how performance measurement is closely linked to logic models. We know that measurement is done through translating the boxes of logic models into observable and countable measures.

We also talked about how the results of performance measurement can actually lead to rethinking inputs, outputs, and even activities. 

Although we didn't discuss it in great detail, I did take some time to highlight that the validity and reliability of measures is really key to success. 

Finally, there's much more to performance measurement than simply conducting that analysis and calculating your percentage. It also has to do with acting upon those results in order to improve success. 

Text Captions

Summary

  Performance measurement linked to logic models

  Measurement done through translating the boxes of the logic model into observable and countable measures

  Results of PM can lead to a rethinking of inputs, outputs (activities)

  Validity and reliability of measures is key to success in PM

  There is more to performance measurement than conducting the analysis; acting on results key to success

Slide 52 - Advanced Aspects of PM

[image: image52.jpg]Advanced Aspects of PM

1. Results must be seen within the context of all the outputs,
interim measures and impact measures to validate the
interpretation that is being made.

2. Results are a snapshot of the program. Be aware of the
limitations of the data and analysis.

3. Ideally, results are best compared over time, and with other,
similar jurisdictions.





Slide notes

And finally, some of the advanced aspects of performance measurement have to do with including the context and being mindful of both the outputs and the inputs and how they are interpreted together.

And although we haven't talked about that, that's more of an advanced topic to consider. It's also important to keep in mind that the results that are obtained are really a snapshot of the program.

And that being mindful of the limitations of the data and limitations in analyses is very crucial. And lastly and most importantly, is that results are often compared over time and with other jurisdictions.

So taking some time to ensure that comparison populations are similar are some of the things to keep in mind as one engages in more advanced aspects of performance measurement. 

Text Captions

Advanced Aspects of PM

1. Results must be seen within the context of all the outputs, interim measures and impact measures to validate the interpretation that is being made.

2. Results are a snapshot of the program. Be aware of the limitations of the data and analysis.

3. Ideally, results are best compared over time, and with other, similar jurisdictions.
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Slide notes

Here are some final quiz questions to test your knowledge on the overall content of the module.

Text Captions

Quiz

True or False? Performance measurement track the boxes in the logic model.

A) True

B) False

The correct answer is A – True.
Question 4 of 8    

Slide 54 - Quiz
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Text Captions

Quiz

True or False? Measurement is best done by one person.

A) True

B) False

The correct answer is B – False. Having all stakeholders present to identify what is of value, and then proceeding to measurement is best. 

Question 5 of 8    

Slide 55 - Quiz
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Text Captions

Quiz

True or False? Multiple measurements are better than one.

A) True

B) False

The correct answer is A – True.
Question 6 of 8    
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Text Captions

Quiz

True or False? Qualitative measurements require more time.

A) True

B) False

The correct answer is A – True.
Question 7 of 8    

Slide 57 - Quiz

[image: image57.jpg]True or False? Measurement is best done on a regular basis.

A) True
B) False

You must answer the question before conining.

m |

RewawsArea





Slide notes

Text Captions

Quiz

True or False? Measurement is best done on a regular basis.

A) True

B) False

The correct answer is A – True.
Question 8 of 8    

Slide 58 - Reflection Questions
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Here are some reflection questions for you to consider as either you learn more about program evaluation, or start to actually do some projects and work in the field.

If you think specifically about this module and performance measurement, how do you think performance measurement can help in evaluating a movie? 

We had the video clip right at the beginning where they were discussing how they were going to evaluate a movie. What are your thoughts on how that might work? What form of evaluation would you use for your measure?

 So if you come up with an indicator, would you love to include that information in a survey, or would it be information that might be included in a database? What sorts of questions may you ask if you were to use the survey?

And how would that be meaningful as you go from moving from an outcome in a logic model to a measure into an indicator? 

And lastly, what are the benefits of using indicators only in the context of performance measurement as opposed to conducting a full evaluation?

Text Captions

Reflection Questions

  How can a performance measurement help in evaluating a movie?

  What form of evaluation would you use for your measure?

  What sort of questions would you ask?

  What are some of the benefits of using indicators only, as opposed to a full evaluation?
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Text Captions

You have now completed Program Evaluation Module 4: Performance Measurement. You may now print a certificate of completion you should keep for your records.

Please enter your name into the space below so we can personalize your certificate.

Congratulations!

Your name:
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Text Captions

Certificate of Completion

has completed 

Program Evaluation Module 4:

Performance Measurement
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Text Captions
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