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Presenter
Presentation Notes
Good Afternoon.

I have 33 slides so I’ll get started.


Performance Measurement

Ongoing monitoring and reporting of accomplishments,
particularly progress toward strategic objectives

Uses of Performance Measures
— Strategic Plans
— Implementation Plans
— Annual Operating Plans
— Balanced Scorecard
— Quarterly / Annual Reviews
— Program Evaluations
— Program Management
— Personal Performance Plans


Presenter
Presentation Notes
I suggest you: Print this tutorial for reference

Today I’ll discuss:
Performance Measures
Outcomes versus Outputs
Developing your Portfolio of measures
Quality Control
Business Rules
Pitfalls to Avoid
 - - - - - -  - - - - - -  - - - - - -  - - - - - -  - - - - - -  - - - - - - 
So, What are performance measures
Here is a definition of Performance Measurement

Performance monitoring involves setting targets of achievement and routinely checking progress

Here is a list of plans and reports where you will find performance measures.



< Milestone versus Measure

* A Milestone Is a distinct activity planned for

completion on a scheduled date. (expires when completed)

— Launch a weather satellite on October 30t
— Publish a proposed fishery rule to Federal Register, by June 1
— Complete Marine Mammal survey using drones, by 4t quarter

A Performance Measure Is the monitoring of
ongoing progress toward pre-established goals.
(quarterly targets).

— Increase tornado warning time. 4th quarter target: 30 minutes

— Increase number of stream miles made accessible for migrating
species. 15t quarter target: 120 miles

— Square kilometers of seafloor mapped for coral habitat. 2nd
guarter target: 400 Km?
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Milestone or Measure?
A lot of people are confused about the difference.

Very simply put:

A milestone is an action you take.

A performance measure is the measured result of those actions.

Look at these examples and you can see the difference
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Performance Measure Targets should be Results

supported by a set of Milestones intended

to move you toward those Targets [ Mission, mandate, goal J
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Milestones are planned and implemented Milestones support performance measures

throughout the organization
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This is a conceptual AOP
Capturing this information in your execution year is what we call an Annual Operating Plan or AOP.


Ideally, as shown on the right, output measures roll up to outcome measures

Measures are supported by a series of actions (i.e., milestones)

Milestones are carried out throughout the organization.


Today we are focused just on the Performance Measures.


& Components of a Measure
 All measures contain four components:

Indicator: what change is to be measured (the movement
you want to see such as “Warning Time Increased”)

Unit of measure: how the indicator is to be quantified, either
a number or % of: (minutes, stocks, acres, miles, etc.)

Baseline: starting reference level: how many (or %)

Target: desired performance: how many (or %)
(All targets have dates associated with them)
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Most measures can be assembled using this framework

The Indicator
What incremental change do you want to measure?

The Unit of Measure
What units are we actually counting?

Other Components - Not necessarily written into the measure:

Baseline
Where are we starting from?

Target
Where do we want to be by some future time?
Example, by 4th quarter


Example of a Measure

Decrease the sick patient’s fever back to a normal
temperature of 98.6 °F

Indicator: fever back to normal
Unit of measure: Temperature in °F
Baseline: 102 °F, in the Morning

Target: 98.6 °F, by Noon
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Here’s a generic example, with milestones

You have a sick person – High Fever

Set a goal: Get back to Healthy

Call the Doctor – He’s our Strategic Planner
Doctor sets a Target of 98.6 temperature, by mid-day
Doctor gives you a set of Milestones to complete:
Get Bed Rest
Drink Fluids
Take Aspirin
Eat Chicken Soup

Mid-Morning  report on performance measure = 100 F
Making Progress - continue milestones.

Afternoon report on our performance measure = 98.6 F
Success!   You Reached your Target!


Example of a Measure

Increase number of stream miles made accessible for migrating
fish passage. 1St quarter target: 120 miles

Indicator: accessible for fish passage

Unit of measure: miles

Baseline: 4% Qtr FY 2012 = 40 (cumulative)*
Target: 15t Qtr FY 2013 = 120 (cumulative)*

*(1st quarter is actually + 80 mile target)

* Whether a target (or actual) is cumulative, and from what starting point (annual or
long-term) is a critical piece of information.
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Here is a real-life example
Salmon need to migrate upstream to spawn
Less access to spawning habitat means less salmon

Milestones:
Open culverts and other clogged stream passages
Provide access around dams
Improve channels and streambed

Result:
By 1st quarter, you made an additional 80 miles accessible

This is a mid-level outcome
Spawning streams are really a means to an end
Ultimate outcome is More Salmon

Cumulative Numbers….


Outcome Measures

e Define success based on mission and mandates:

— The true result - not the activities

 Program’s effect on the external environment

— Number of Lives Saved
— $3$ in Property Damage Avoided

— Number of Marine Mammal populations Recovered

Answers the questions:
— Why do we do this?

— What are we ultimately trying to achieve?

e Define your Outcomes before the Outputs
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Outcomes are the final results of all our work
Measuring the result - not the activities

Another way of thinking about outcomes:
The Program’s effect on the external environment
What CHANGED?
Lives were Saved
Property Damage was Avoided
Marine Mammal populations were Recovered

Outcomes answer the questions:
Why do we do this?
To what end?
What are we trying to change?

Outcome Measures should be created before output measures
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) Trigger Questions for Qutcome Measures:

nat is the mission of the program?

nat are its legislative mandates?

e Re-read your Vision Statement

—If you were entirely successful... How would you know?

 What difference are we making in the world?

e Are there intermediate outcomes necessary for
ultimate outcomes?


Presenter
Presentation Notes
What are your mission and mandates?
Why are you in business?
Re-read your Vision Statement
What end-state are you looking for?
People usually don’t aim high enough
They are more comfortable stating their outputs

You probably have  intermediate outcomes Leading to ultimate outcomes
Example:  Reduced mortality leads to a recovered protected species


Output Measures

e Focus on the quantity, quality, or timeliness of
nroducts and services delivered

e Program’s internal work

 What most employees actually produce
— Number of miles surveyed
— Number of Terabytes of data archived

— Number of Observer Days-at-Sea
 Logical linkage to achieving outcomes
» Useful to managers in day-to-day management

10
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Outputs are the next level down
Products and services needed to achieve your outcomes
Gets at the Program’s internal workings

Answers the “How” – What do we need to do?

Most employees actually produce outputs
miles surveyed
data archival
Observer Days-at-Sea

Measures your productivity



@ Trigger Questions for Output Measures

 What conditions are necessary for the outcome to
be achieved?

 What activities, products, or services are needed to
create these conditions?

 What would an improved activity/product/service
look like?

« DO we just want more, or also better or more timely?

e Can multiple activities/products/services roll into a
single measure?

11
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What are the necessary conditions for the outcome to be achieved?
What work products do you need?
If all current work ceased, and nothing got done? 
How would we measure that?
What would be missing?
Are there critical products needed along our path to success?
Do you want to produce more, or better quality, or more timely?
Example % of activities completed within a designated timeframe
Sometimes multiple outputs can into a single measure
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An Output Measure

% of Fish Stocks with adequate stock assessments

-« Quarterly Targets ===Quarterly Actuals

-

FY08 FY08 FY08 FY08 FY09 FY09 FY09 FY09 FY10 FY10 FY10 FY10 FY1l FY1l FY1l FY1l FY12 FY12 FY12 FY12
Ql Q2 Q3 Q4 Q1 Q2 Q3 Q4 QI Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4
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Efficiency Measures

 Expressed as ratio: Units of Measure
Cost to Produce

Example: Miles surveyed
$ million

e Can be either outcome or output measures

13
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Efficiency measures are a special type:
Used in program evaluations and other studies
Useful in todays declining budgets
A tool for program managers:
Shows the Bang-for-the-Buck
Funding allocation Decisions
Cost comparisons
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@ The Performance Measurement Continuum
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We’ve talked about outputs and outcomes
They exist on a continuum

See the bands along the top
Red is Bad.   Green is Good.

Meaningfulness and Measurability on opposite ends of the spectrum

Outputs (left) are less meaningful to the public
But they are Easier to Measure and more responsive

Outcomes (right) are the real goal here
They are more meaningful.  They are why we are in business
But they are Harder to measure and control

Also notice the Time Scale at the bottom.
We get output readouts right away
But Outcomes take a longer time to get a readout.


The Dilemma

No single performance measure can do everything:

OQutcome measures

» better demonstrate program benefits and success, but:

— May take longer to measure
— May be more difficult to measure
— Don't fluctuate as much, or as quickly, as outputs

Output measures

 may be less meaningful to the public, but:
— Are more sensitive to funding changes
— Show their effects more quickly
— Are helpful to managers

15
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The result is that we have a balancing act

Meaningfulness and Measurability are at odds

Outputs and Outcomes serve different uses

What should we be measuring?


The Solution

A sulte of measures IS nheeded:

 Include both outcomes and outputs in your portfolio
« With measures closely linked,
each having an effect on the next,

with outputs leading to outcomes.

Balance: comprehensiveness and manageability
A dashboard - not a cockpit
cover the whole program
but, keep the number of measures manageable.

Identify strategic points for measurement in order to cover the
key outcomes and outputs

Include measures with sensitivity to budget changes

16
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The solution is that you need a suite of measures or Portfolio

You need enough of each kind
But don’t overload yourself

You want a dashboard readout – Not an Airliner Cockpit

Achieve a Balance in your portfolio
Look for:
key points in your process
Major bottlenecks or choke points in your outputs
Strategic Outcomes
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Measures in the Budget

* Every budget increase must be supported by a link to performance

Performance Measure:

Acres of habitat restored FY 2010 | FY 2011 | FY 2012 | FY 2013 | FY 2014 | FY 2015
for ocean, coastal, and | Target | Target Target Target Target Target
Great lakes resources

With Increase 7,000 8,500 8,600 9,000 9,400 10,000

Without Increase 7,000 7,000 7,000 7,000 7,000 7,000

17
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You will also want measures to justify your budget requests

Find some measures that are budget sensitive.

What if you don’t get funded?
What will happen?

Can you measure the impact?

Congress wants to know What they are buying with this increase.
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@ Performance Measurement Linkages (LOGIC MODEL)

Healthy and Sustainable Fisheries
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Rebuild Fish Stocks Population Levels
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End Overfishing,
Reduced Bycatch, More Habitat
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Sound Regulations
Effective Enforcement

%
L
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Sound Management Advice:
Catch Limits, Seasons, Quotas

% ENABLES

REQUIRES

1

Peer-Reviewed Science & Assessments

% ENABLES

REQUIRES

‘

Fisheries Surveys
and Life History Investigations
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Here is a simple logic model  It is somewhat generic – not measurable

It moves you up from scientific surveys to an ultimate goal of healthy fisheries.

To build your dashboard of measures
List your outcomes
These are the highest level results you seek to achieve
List the necessary conditions WORK DOWNWARD
How will the get there?
Include important intermediate steps
Is the list of conditions complete?
List the outputs or products needed to create those conditions
Now WORK UP…  Is it clear how the outputs produce the conditions?
Are some  outputs coming from other programs?
Now create Specific measures at key points.



@ Performance Measurement Linkages (LOGIC MODEL)
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Here is a more complex example
Each of these boxes can be converted to a performance measure
Outcome:  Right whale no longer Endangered or Threatened
Conditions necessary to achieve the outcome: reduced ship strikes; reduced fishing-related mortality; reduced takes; increased calf survival, etc., etc. PLUS Time for species to recover
Activities, products, or services needed to create these conditions: regulations, vessel speed restrictions enforcement, consultations, fishing gear research, technical innovations, entanglement interdictions, etc.
Output measures could count the number of regulations, consultations, Recovery Actions implemented, etc.
Intermediate outcomes could measure the effectiveness of these products (# of observed whale mortalities, or Observed Compliance)


S .
‘@' Performance Measurement Linkages (LOGIC MODEL)
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OUTCOME:
Lives and Property Preserved

Take Shelter Secure Property

Access To Personalize Understand Preventive

Quality of Shelter Shelter Threat Safety Actions Actions

Structure Situational Tr Call To Action:
Chance Awareness —

Integrity (Public) Source Communication Channels

Decision Support Services

Provide Timely Warning Outreach & Education

Warning Decision

Situational Awareness Trained, Experienced
(Staff) Staff
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Outcome: life and property are preserved by our efforts
Conditions necessary: People respond to the warning, take shelter, make emergency preparations
Activities, products, services needed: emergency managers, adequate shelters available, decision support, weather warning issued
Outputs:
Data: radar, satellite, observations, spotter reports, forecast models
Situational Awareness (forecast level): warning coordination, real time verification and spotter reports, emergency manager coordination
Situational Awareness (public): Knowledge of:  weather conditions, warnings, location of nearest shelter
Training, Experienced Staff: State of the art and science training, analytical skill, interpretation skill, length of service of individual forecasters
Intermediate Outcomes:
Outreach & Education: spotter training classes, news articles, “awareness weeks”, school and community talks
Communication Channels:  radio and TV, sirens, social media such as Facebook and Myspace, RSS feeds, Twitter, telephone…
Call to Action:  i.e.,  “take shelter immediately”
Preventive Actions: tie down bulky things, board windows, or take small objects indoors
Trusted source:  family member, NWS, favorite radio or TV broadcaster
Personalize Threat:  Social scientists have found that until a person feels directly threatened they will not act


ldentifying Gaps in an
Existing Suite of Measures

« Have you framed out a logic model?

» Are the Key outcomes, conditions, and outputs being
measured?

* Do you have a distinct category of milestones
(activities) that don’t link to an existing measure?

—Why are you doing them? To what end?

— Maybe there’s a missing measure?

* Do you have measures that demonstrate budget
sensitivity?

21
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Look for major gaps in your suite of measures

Draw up a logic model of your outcomes, conditions, and outputs
Do the key ones have fully-developed measures?
Does your portfolio Hang Together… or is it spotty?

Another way to test:
Is there a distinct category of milestones that don’t link to any existing measure?
Do they all produce something important?
Should you be measuring it?

Do you have at least one Budget-Sensitive Measure?


@ Quality Checklist for Outcome Measures

 |s the indicator truly meaningful?

 |s it the most important gauge of your success?
« Will it ring with the public and other customers?
« Can you actually measure it? Cost?

 Will the measure show at least gradual changes
over a reasonable period of time?

Wil funding changes have at least a small
demonstrable long-term effect?

22
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Here is a Quality Checklist for Outcomes:
Is the indicator truly meaningful?
Is it the most important gauge of your success?
The way it reads, Will it ring with the public?
Can you actually measure it?  Cost?
Will the measure show at least gradual changes over a reasonable period of time?
Will funding changes have at least a small demonstrable long-term effect?



@ Quality Checklist for Output Measures

e Does an increase in the measure demonstrate
improved functioning of the program?

* |s the measure a useful tool for managers?

* |s the measure focused on the output and not on
what the output is supposed to achieve?

* Are your outputs or products clearly defined?
* Are the outputs within your control to achieve?

 |s there sensitivity to funding changes, in both short
and long term?

23
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Here’s a Quality Checklist for Outputs:
Would an increase actually demonstrate improved functioning?
Is more of this output a good thing?
Is it useful to managers?  Can they control it?
Is it focused directly on the output itself
Are your outputs or products clearly defined?  Apples & Oranges?
Do you have direct control to achieve them?
Is there Budget sensitivity, in both short and long term?



&) Quality Checklist for Efficiency Measures

Output or Outcome
S5 S5

e Does the measure account for all costs associated
with achieving the outcome or output?

 Which funding lines actually have an impact on the
outcome or output?

e Does it account for delay between expenditure and
result? (Is atime shift needed?)

 |s the measure useful to managers making resource
allocation decisions?

24


Presenter
Presentation Notes
For Efficiency measures:
Does the measure account for all costs?
Is there a Phase Shift between expenditure and result? i.e., Time Lag?
Example: Time Delay from action taken until a species re-populates
Is the measure useful to managers making resource allocation decisions?
Is it a good Readout on your Bang for the Buck ?
Does it guide Where to spend your next dollar?



Business Rules

e Like a Cook Book, Business Rules document:

— Definition of terms used In the measure

—F
C

~H

ow to set targets, including sensitivity to budget
nanges

ow to calculate actuals (counting method, formulas)

— When do numbers become official? Who signs off?
What's the trigger mechanism?

— What's in the baseline (or denominator of a %)

— Sources of data, and timing of data availability

— Roles and responsibilities of HQ, field units, external
entities

25
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If you forget everything else, REMEMBER THIS SLIDE
Business rules are absolutely critical for success
So George just retired. I take over his job.  How do I run this measure?
Who?, When?, from where? How Often? Who approves?  I’m Confused!
Ensure consistent methodology year-to-year, and person-to-person, including any authorized regional variation of methodology (different trigger)

Rules are Developed at the same time you are develop a measure - No measure is completed without them.
Asterisks with a note “to be decided later” are deadly to success
Design flaws can make a measure unmeasurable, unrepeatable, unauditable

Use a Repository to store them:
Intranet
Shared Dive
Database


Measurabllity

Is the indicator measurable?
— How precisely are the key terms defined?
— Is it quantifiable?

Have you chosen the right unit of measure?
— Do you have influence over these units?

Are data available-

— Are the infrastructure and business processes in place to
collect data?

— If not, how difficult (or expensive) will it be to get data?

How frequently is the data updated?
— Will we see progress at least on an annual time scale?

26
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Can you put a number on it?
I read a measure that started out with
“Increase the awareness of…”

What are the units of measure? 
Number of awarenesses?
Number of people who are aware?
	Do your units make sense?

Are data available?
Will you have to conduct a survey to get numbers?
Are you prepared to do that every quarter?
Is it expensive?

Is the survey only conducted every other year?
	How will you get your annual actuals?


Relevance and Clarity

e |s the measure relevant to the mission?

— Does it measure what really counts?
— Do we have control to affect the outcome?

 Is the meaning clear?

— The title of the measure should stand on its own without
needing an explanatory paragraph to understand it

— Avoid jargon, technical terms, and specialized acronyms
— Avoid double negatives (reverse the decline of...)

— Is an increasing or decreasing trend a good thing? Is that
clear or confusing?
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Will this measure ring with the public?  DOC?  Congressional Appropriations staff?

Is this the outcome stating what we are business to produce?


Ask people outside of your program to read your measure.
Do they understand it?
What’s confusing?
Does it fit well into your program?


Pitfalls

Shifting baselines:

— Will elements be added or subtracted from the scope of the
measure, changing numbers without changing performance (e.qg.
species listings/de-listings)?

Number vs. percent:

— Percentages are preferred for measures where the universe is
fixed and the goal is constant over time. When the 100% goal is
unclear or changing, or the universe is frequently expanded or
contracted (e.g. stocks listed under ESA), raw numbers are
preferred.

Threshold measures:

— Does the measure register performance only when a threshold is
crossed, so that performance gains above and below the
threshold will not register?

28
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Shifting baselines:
If the denominator is constantly changing
You’ll never see your trend
One solution: Freezing a baseline to track

Number vs. percent:
Give consideration to using percentages
But when the 100% goal is unclear or changing, raw numbers are preferred.

Threshold measures:
If we only count at final endpoints we can’t see progress along the way
Example: Number of Fully Completed Projects



Pltfal IS (continued 2)

Perverse incentives:

— Does a proxy unit of measure create a perverse incentive?

Mixing apples and oranges:

— Does the measure add together things that sound similar but
aren’t?

Handling unknowns:

— Will units about which there is currently no information potentially
cause performance to drop when information becomes known?

lllusion of stasis:

— Does the measure create the illusion of stasis in a dynamic
situation?
29
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Perverse incentives:
Measuring miles traveled by tracking fuel consumption, encouraging the wasting of fuel
Number of regulations published, encourages breaking up into separate issuances.

Apples and oranges:
For Outreach, mixing publications and outreach meetings
Use consistent “units of Measure” (EXCEPTION: Index Measures)

Handling unknowns:
Will units with unknown status potentially cause performance to drop when information becomes known?

Illusion of stasis:
The Number of products on the conveyor belt never changes even if the belt runs faster


Pltfa”S (continued 3)

More efficiency through less quality:

— Does the measure track apparent efficiency increases achieved by
reducing the quality of the outputs?

Counting what's easy to count:

— Was the measure selected because it is truly the right way to gauge
success of the program, or was it selected because it uses the most
easily and readily available data?

Simply measuring what we currently do:

— Output measures should be developed with careful analysis of what is
needed for success, not simply “How should we measure the present
outputs of this office/program?”

Cumulative numbers not clearly identified:
— Be sure to clarify if numbers are cumulative and if so, from when?

30
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Be careful not to just track how fast you can produce outputs.
Quality counts

Pick the important things to measure
Not just because it’s an easy one

Think… Are these the right things to measure our success?
Or just what we currently do?

Most of our measures track a running cumulative total
But not always.
Probably Best to state “cumulative” right in the title
Cumulative for the year?
Cumulative since 2005?


Some Final Thoughts

. Slow down, and using this guide, analyze your program or Office
before you jump right into writing a measure

. Take a step back, be willing to question assumptions, and ask
seemingly stupid questions

. Ask What we should be measuring?, not How can we measure
what we do?

. What if your program ceased to exist? What would be the
difference? Could you measure that difference?

. Asking why we do something moves the discussion toward
outcomes

. Asking how we do something moves it toward outputs

. Good measures are often the result of thinking outside the box
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Often when I’ve helped groups with measures
They are just too close to it.

They focus on what they do, not why?

Step back.  Get the Big Picture.

Ask:
why are we doing this?
What are we trying to achieve?
Asking why moves you toward outcomes
Asking how moves you toward outputs
Finally, Think outside the box…



An “Index” Measure

* The Fish Stock Sustainability Index

— Tracks status of 230 Fish Stocks
— 4 possible points for each stock
— 920 points is Total Success level

The Fish Stock Sustainability Index
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In the context of Thinking Outside the Box
Here is another kind of measure, somewhat unusual
Tracking a combined Index number

It does mix outputs and outcomes
Combined 2 programs covering science & assessment, Management, & results
But very well received in DOC & Congress

The Fish Stock Sustainability Index, or FSSI
Tracks 230 Fish Stocks
4 possible points for each stock = 920 points

ASSESSMENT
Overfished status is known via an assessment + 0.5 point
Overfishing status is known via an assessment + 0.5 point
MANAGEMENT
Overfishing is not occurring + 1.0 point
OUTCOME RESULTS
Stock biomass is above the overfished level + 1.0 point
Stock biomass is at or above 80% of the biomass that produces maximum sustainable yield + 1.0 point


Questions ?

Please fill out the online evaluation:
http://goo.gl/Ovnzqg

Be sure to attend our next presentation
November 14, 2012:

Overview of the DOC Performance Excellence Program
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I hope this was helpful…

Please be sure to complete the online survey

Our next presentation will be on November 14

Any Questions?

http://goo.gl/Ovnzq�
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