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"Please stand by for realtime captions."
Well, Good afternoon. I'm John Bortniak. They've asked me to just go ahead and introduce myself. I joined NOAA in '76.  I Started out in the NOAA Corps, and retired on the first day of '99, and went back to work at the very same desk in Fisheries, and I’ve been there ever since. I've been in the strategic planning arena since 1996.

I have 33 slides, so it’s probably best if we wait until the end to have questions.
One thing I want to point out on the slides. I am a member of SEE evaluation committee.  And this is one of several presentations on performance monitoring and program evaluation. There's a sign-up sheet back on the desk there, please be sure you do sign in.

SLIDE 2: Okay. I suggest that you print out this tutorial and keep it on your desk. This is not the 30,000-foot level overview of performance measures.  This is on the ground, in the trenches, how to, so the material is fairly dense, and forgive me if I at times kind of bury my nose in the notes, but there's a lot to cover here and I don't want to miss anything. Today I'm going to discuss performance measures, the types, outcomes, outputs, efficiencies, index, developing your portfolio of measures through the use of a logic model, quality control, business rules, and pitfalls to avoid.

So what are performance measures, exactly? I provided a definition here in blue. You can find a number of definitions if you look around. I think I got this off of an official NOAA SEE site. But it's ongoing monitoring to check your progress.  I've also included a partial list of places that you would use performance measures.  Inour upcoming Progress-to-Plan as part of the SEE, we will be using them as well.

SLIDE 3: I have a couple of slides on milestones and measures to show the difference, because a lot of people are confused. Sometimes they use the same terms, they don't really clearly understand what the difference is. Very simply put, a milestone is an action that you take. And you set a date to complete that action and when it's done, it's done. It might be the type of milestone that you can repeat year to year; usually it's not.  But the performance measures are the results of those actions.  So as an example, here if we launch a weather satellite, that satellite has been launched on October 30th, it's up there.  We're done.  We're not going to launch it again on November 1st.  But the results of having that in place now give us other things that we can measure on an ongoing basis.  Maybe it's a satellite that looks down and recognizes tornado signatures and so how we can improve our warning time.  Performance measures should have a relatively long life span.   You shouldn't be continually replacing them year after year; you should pick one that you're going to track for several years so you can actually see the trends.

SLIDE 4: And I put this diagram in here which looks a little confusing, but basically capturing all of this information at once is what comprises, in an execution year, an annual operating plan. On the left you have a couple of organizations, these would be in headquarters or out in the field, and they are producing milestones; they're completing activities. The results of those milestones feed directly into measures. If you get all of your milestones completed, you should see a result that's measurable.  Today I'm really going to dwell on the right hand side, what we'll call our logic model of performance measures.

SLIDE 5: Okay. The components of a measure; in general all measures contain four components. There are exceptions which I'll talk about later, but the indicator is: “what change do you want to see?”  It's, looking at the external environment, what change do you expect to cause?  Units of measure are: “what are the things that you're actually counting?”  And sometimes these aren't clear.  You might be thinking you're talking about fish stocks but you're actually talking about fish species, and species can be broken up into multiple stocks so you're not clear what you're units are.  There are other components that are not necessarily embedded in the measure title.  What are the baseline?  Where are we starting from?, and the target: “Where do we want to be?”  Usually the targets are set out in a table showing first, second, third or fourth quarter or maybe it's an annual target and each year, you set your targets.

SLIDE 6: Here's an example that's very generic but everyone can relate to. You wake up in the morning and you just don't feel good. You've got a high fever, and so you set yourself a goal. I've got to be healthy. So you call the doctor, turns out he's a strategic planner, and he puts a measure in place for you. He says I want to decrease your temperature back to the normal 98.6, and I'd like to get that done by noon.  So he also says, you need some milestones in order to achieve this.  I want you to get bed rest, drink plenty of fluids, I want you to take aspirin, and eat chicken soup.  So you start working on the milestones, and by mid morning you take a reading and you're down to one hundred degrees. You say oh, I'm making progress, and you continue on your milestones, take some more aspirin later on. And in the afternoon, you take your reading and you're down to 98.6, so you've been successful.

SLIDE 7: Here's a real life example. Salmon need to migrate upstream to spawn, and the less access they have to spawning, means there will be less salmon ultimately. So we have milestones to open up culverts and other clogged stream passages, provide access around dams, improve channels and stream beds, and the result of this is that more miles of this stream should be available for the salmon to swim up and find good habitat for spawning. This is really a mid-level outcome, because the increasing stream miles is a good condition to have in place, but there might be something else that will stop them from having more salmon.  So in our scheme of a logic model, this is called a mid-level outcome.  But it's a necessary condition; that reducing mortality is not your ultimate goal of recovering the species. So I would strive to recognize the difference.

SLIDE 8: 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 measure

SLIDE 9: Trigger questions for developing outcome measures. 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.  Also, you probably have intermediate outcomes leading to ultimate outcomes
Example:  Reduced mortality leads to a recovered protected species

SLIDE 10: Output measures are the next level down, the products and services that we need to achieve our outcomes.  They look at the program's internal workings, what is it that we do?  And it answers the questions what do we need to do?  I'll talk a little bit more about that in the logic model. Most employees actually produce outputs: data that's been archived, or observer days at sea, and they basically measure your productivity.

SLIDE 11: Trigger questions for output measures: one thing is, you need to work downward in your logic model to develop the outputs. What are the necessary conditions for the outcomes to be achieved?  And what work products would you need in order to achieve those necessary conditions?  Do you want to produce more, better quality, or more timely outputs?  For example, the percentage of activities completed within a designated time frame might be one of the outputs for which you're trying to improve performance.  Sometimes you can find ways to kind of cluster outputs together into a measure that might take a couple of different, somewhat diverse efforts and be able to measure it in an intermediate level.

There is a test that you can use, although the problem with this test is, is that it's really looking at what you do and not necessarily what you need to do, but ask yourself, if all current work were to cease and nothing got done from here on out, how would we measure that?  What would be missing?  If you can't think of anything that would be missing, maybe you shouldn't be doing that work, but if you can think well, such and such wouldn't happen, oh, how would I measure that?  And there's your output measure.  So, in other words, you need to ask yourself, are there critical products needed along the path of success?

SLIDE 12: Here's an actual output measure from the NMFS. It was used for a while in our balance scorecard. It's an intermediate level.  The Indicator is assessments that are considered adequate.  And we're going to talk about this later, but here we need a definition, so what does it mean to be adequate? There's a certain minimum criteria for the level of the data that was available in the review that it received in order to meet that threshold.  And then once it is, that's the trigger in which you start counting that stock as having an adequate assessment. And again I would stress that a unit of measure is fish stocks, not assessments. We're not measuring the assessments that we're producing but the number of stocks that have adequate assessments.  One nice thing about this measure is it's fairly responsive to the lower level outputs that feed into it.  Observer days at sea are necessary.  Stock assessment cruises, scientific data work-up, peer review are all necessary, and you can see that it has responded to recent changes in our budget and other influences.

SLIDE 13:  Efficiency measures are a special type where you divide your output by your input. They're useful in declining budgets especially. It's a useful tool for program managers where you want to see your “bang for your buck”, as they say.  Making funding allocation decisions or cost comparisons and these kind of things often pop up when you do a program evaluation.  They want to see how much you're producing compared with another method or another entity that might be producing the same result and how much do they spend to produce it?

SLIDE 14: Okay. Now we've come to the big one. This one, I’ll guide through it.  The Performance measure continuum as I've called it. You've got some bars: red is bad, and green is good. And in the meaningfulness arena, outputs are less meaningful. The public looks at them and say, okay, so that's what you do, but what does it mean to me?  Whereas outcomes are more meaningful.  Okay, I see what you've given me in that ultimate result.

In the next bar down, you can see that it's on the opposite end of the spectrum. Red is to the right on measurability. Outputs are easy to measure, they're more budget sensitive.  If I put in more - more budget and more effort, then right away you start to see more widgets being produced.  So the lag time is not there, and it's easier to control.  Outcomes are much harder to measure.  They may not happen immediately. They may not happen at all when you put more money in, you're just not going to see an immediate result and there may be a lag time in which after you put in certain amount of budget, or effort, you might see a two-year lag, when those results pop up.  And they're much harder to control because what you're really trying to influence in the external environment and maybe all your efforts in restoring habitat are destroyed by hurricane that comes through, so…

Okay. The next level down is a simplified logic model. The thing I want to point out there is you would start at the upper right at the outcome measure and work your way down in the planning line.  What intermediate outcome or necessary conditions would you need?  What lower level outcomes would you need?  What outputs would be necessary?  And then test it on the way back up with the implementation line.  If I produce this, would it result in the next level up, all the way through?  And the final thing in this diagram is down in the bottom in the purple, the measurability time scale. These relate to working your way up from outputs to outcomes, chances are, outputs can be measured, maybe daily, maybe quarterly maybe at least on an annual basis.  Work your way up, as it gets harder maybe you may have a process that only gets readouts every two years, and then some of them say, the right whale for example, we might actually be able to change status on a decadal basis.

SLIDE 15:  So we have a Dilemma here.  No single performance measure can do everything. We're basically doing a balancing act here trying to figure out what to measure.  Outcomes better demonstrate the benefits but they take longer to measure, and are more difficult.  Output measure are less meaningful but they're easier to measure, more sensitive to budget and very helpful to managers.

SLIDE 16:  Well, the solution is, that you need a suite of measures, or what I call a portfolio. You need enough of each kind. But don't overload yourself. You want a dashboard not an airliner cockpit. You want that handful of measures that tell you, am I on track here?  Am I doing well?  But you don't need a gauge for the air pressure in your tires at the same time.   Don't overdo it.  So achieve a balance in your portfolio, and in order to do that, you want to look for key points in your process.  Maybe they're bottlenecks or choke points.  Maybe there are strategic outcomes that you're looking for.  Identify the points that are important to keep track of.

SLIDE 17:  One other thing is that, beginning a few years back, no budget increases could be proposed to Congress without a performance measure that went along with it. Here's an example that I took from our budget increases. You can see directly without an increase we would have had a flat line of about 7,000. With the increase we're ramping up. Basically this is telling congress what they are buying with this increase. If you don't have any measures that are meaningful enough to congress, and have a budget sensitivity, that's something you need to be working on, because you get great success when you can say here's what you're buying, you know, a million dollars will get you this difference. If you can't really say, they may pass you by and say “we're not sure we should fund that”.

SLIDE 18:  This is the simplified logic model. Somewhat generic, not measurable at this point, but it moves you up from scientific surveys at the bottom to ultimate goal of healthy fisheries. This is, I guess what you can call a dashboard.  It's got that few, key, collection of measures.  To build this, you start at the top.  What are your highest level results you want to achieve?  Moving down, what are your necessary conditions?  Continue working downward.  How will we get there?  All the intermediate steps?  And then list the outputs and products needed to create these.  Notice there's the “requires”, “requires”, on the right hand side.  When you're done, then look at the “enables” on the “why?” side.  If I do this, is it for the purpose of achieving the next step up?  Would it?  Ask if it enables the next higher condition.  If not necessarily, is something missing?  So let me actually work through the specifics of this.  If we wanted to have healthily and sustainable fisheries, we would need to rebuild our fish stock population levels to the proper levels, and in order to do that, you need some necessary conditions in place. We've got to end overfishing. That's the enemy of rebuilding populations.  And one part of that is the bycatch - unintended catch of fish.  Maybe no matter what you do, if you don't have a sufficient habitat, you're just never going to rebuild your fisheries.  So those are the necessary conditions in place. But how can you end overfishing if you don't have regulations in place?  And those are really outputs. Publishing a regulation gets all your conditions lined up.  Having effective enforcement: Your regulations aren't going to work unless people are following them.  And how can you have sound regulations if you don't know how to set a quota for example?  You don't know what the catch limit should be.  So you need scientists to advise you with sound management advice.  And in order for them to have that advice, it has to be peer-reviewed science and assessments.  And in order to have a assessments, you have to go out and actually conduct the surveys of the life histories of the fish.  Actually go out and drag the net, and work your way back up.  If I do all these steps, am I enabling it, and should I be on the target to healthy and sustainable fisheries?  Is there anything I'm forgetting?  Is there anything that could come at me from a side like a hurricane and wipe me out?  You know, things to consider.

SLIDE 19: Okay. This is a very busy one. Let me just say that I created this slide myself without the help of our protected species division, so there might be a few things that are missing or something, but it's a logic model that's very robust.  At the very top the outcome is: I want to save the right whale. I want a thriving right whale population, so there are intermediate outcomes or things that you would need to have in place that you would say were good but they weren't the ultimate, something else could still be influencing. So if I had increased survival of the adult whales, and I also had increased survival of the calves, those would be two good conditions that would get me toward a thriving right whale population. You have necessary conditions. You have to go out and investigate, what's the problem?  Well, the whales are being hit by ships, they're being caught in gear, nets, lobster pot ropes. And then we have harassment, which they call, a technical term is “takes” in the Endangered Species Act.  Somebody's going out in a motor boat around and around a mother and her calf and they get separated.  So the next level down from that are outputs, do you have effective enforcement in each of these cases.  Do you have people that can do something about entangled whales when that happens.  They actually put on diving gear and go out and cut away ropes. So I won't continue on it, but looking down you can see it gets more and more into the outputs of what's necessary at the very bottom you have to have studies and surveys, that sort of thing. When you analyze this and think about your dashboard, you'll find natural places where you want to “plug in” performance measures.  I would say I have effective enforcement or I need it, but how would I measure that?  Reduced ship strikes.  How would I actually measure that, and should I be measuring that?  These are the questions to ask, and when you're done, a third of these may pop up with actual good performance measures.  And there's your dashboard from outputs and outcomes.

SLIDE 20:  Here's another one that was provided by weather service courtesy of Beth McNulty. They chose as their highest level to save lives and property. The units of measure would probably be the number of lives saved.  The dollar value of property.  How to measure this?  These are the challenges. How would you know if you had not put all your efforts there, how many people might have been killed by the tornado or the hurricane or the flood?  But these are the challenges of developing measures.  You find ways.  It's the same thing, basically, I won't dive deeply into it, but you have intermediate outcomes to take shelter or secure your property and the necessary conditions, you have to have good shelter in place in the first place. You have to understand all the safety actions that are necessary in order to secure property, etc., etc., Working your way down.

SLIDE 21:  Ways to identify gaps in your existing suite of measures. You draw up your logic model as I've shown. You ask: do the key ones have fully developed measures?  Does your portfolio of measures hang together, or is it spotty?  When you extract out of that full logic model of all the actions you have taken, just look at the measures that you're going to be measuring along the way.  Does this make since as your portfolio, or have you left major holes?

Another way that you can test it sort of, again, chicken and egg, but, is there a way that you can categorize your milestones?, kind of, cluster them into “alike” activities?  And, do you have an entire category of milestones that you carry out that doesn't have any existing measures?  Do they all produce something important?  Should you be measuring it?  That's a good question to ask yourself.  And of course, do you have at least one budget-sensitive measure because if your program's ever going to grow, you have to explain why it needs to grow?  What am I buying with that budget increase?

SLIDE 22:  Here's a quality checklist for outcomes.  Is the indicator truly meaningful?  Is it really the most important gauge of your success?  Will the public care about this?  Can you actually measure it?  Have you figured out, and I'm going to get into business rules later, but have you figured out how you would do this and what's it going to cost?  Do we have to conduct a survey?  Are we ready to do that?  Will the measure show at least gradual changes over a reasonable period of time?  This is our ultimate outcome, but if it only changes on a ten-year basis, maybe you better find something at the next level down.  And are funding changes going to have at least a small effect on your measure?

Slide 23:  Likewise for outputs,” is more of this stuff a good thing?” is a good question to ask yourself.  Is it useful to managers?  Do they have control over these outputs? If you asked them to double the effort and produce twice as many, could they?  Is it focused directly on the output itself or, is the measure not actually tracking what you produce?  The measure is measuring something a little off to the side somehow. Are your units clearly defined?  If you really stop and think about it, are you mixing apples and oranges in your output units and trying to count them all together?  Do you have direct control to achieve them?  And again, is there budget sensitivity?

SLIDE 24:  And efficiency measures, does it measure all the appropriate costs? Sometimes you don't want to get necessarily every costs in there. There might be costs that come in from other entities that are working on this measure with you, that you need to consider.  Is there a phase shift or a time lag between the results that you see and, or I should say between the funding that you put in and the results that you see?  Such that everything happens two years later, if you ramp up funding, two years later it's producing results.  Sometimes you can do a shift and do a year plus two as the numerator in your efficiency measure and it may suddenly start to work out much better.  In expressing this in terms of outcomes per dollar, is this actually a good readout for your “bang for your buck”?  Does it really guide you where you want to spend your next dollar?

SLIDE 25:  Now I get to something that's extremely important. If you forget everything else, remember this slide, because this is critical.  So, George used to run this performance measure, and he left and I took over his job, and they said, okay, it's the end of the quarter, we need a readout.  And I look and I go, who?, when?, from where? How often? Who approves? I'm confused!  How do we run this measure?

Is anyone familiar here with ISO 9,001 standards… a few of you.  Years ago you used to see Ford advertisements: “Quality is job one”, and you think, what are they exactly saying?  ISO 9,000 is about quality.  All it says is that you have established procedures for everything that you do - they're written documented procedures - and you are certifying that all of your people follow those procedures.  It's, very, very simple and if you follow your own procedures you should have quality.  The problem is, you have a performance measure in place, and someone was running it and they leave and someone else comes in and they don't count the same number of units, they don't have the same trigger mechanisms, that sort of things.  Business rules have to be developed at the same time that you develop your measure.  The measure's just not complete without them.  You can't have an asterisk that says, TBD, to be decided later - that's deadly.  What happens is, you put this measure in place, and a year later you're actually using it, and you go to measure it, it's like oh, we never thought about that.  If you haven't documented all of the “how” I will run this measure, chances are, you really don't know how you're going to measure.  Until you start documenting, things that you hadn't thought about, just don't pop up.
So the thing you want to do is create a standard template.  Could be Word, Excel, and it all has to be filled in with your rules, and then some official, the office director, someone actually signs off that, yes, these are the business rules for this performance measure.  And then you use some sort of a repository to store it. It could be out on the intranet, could be a shared drive, or a database, something as simple as an access database.  In Fisheries we put it into the same database that has our milestones.  We have an intranet that keeps the Word documents that we actually have for this but again, this is critical to your success.

SLIDE 26:  Your business rules are going to reveal your measurability.  Can you actually put a number on it?  For example, I saw a measure that started out with “increase the awareness of… and first thing I thought to myself, okay, so the units of measure are… number of awarenesses?, People who are aware?  What is this unit of measure going to be?  Are data going to be available?  Will, you actually have to go out and conduct a survey to go get your numbers?  Are you prepared to do that every quarter?  How expensive is it going to be?  Is the survey only conducted every other year?  How are you going to get your annual readouts?

SLIDE 27:  You should question the relevance and clarity of your measures.  Will it ring with the public? Will it ring with DOC, with Congressional appropriation staff?  Is this really the true outcome that you're in 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?  Do they need a cheat sheet to figure out what's going on in this measure and is the title too obscure?  Avoid jargon, avoid double negatives.  We had one for a while that was, I think it was to “reverse the decline of”, so it was convoluted wording.  And is it clear immediately as you look at it whether an increasing or decreasing trend is a good thing?  Often that's not actually clear.

SLIDE 28: The next three slides all address pitfalls.  These are things that we discovered over the years that caused us problems.  And if you're aware, with sort of a checklist here, make sure you're not up against these.  Shifting base lines: if the denominator is always changing, you're never going to be able to see your trend. What we did with the fish stock sustainability Index is, we chose 230 stocks and froze it with that set, taking a look at that subset of the whole universe.

Numbers versus%. Give consideration to using percentages they're very useful. Right away you know 100% is a good thing or conversely maybe a 0% is a good thing.  But when what 100% goal really is unclear because the denominator is always changing, giving a readout on your raw numbers might be preferred.

Threshold measures are those that have to reach a certain tipping point before you can measure it.  And you might make a lot of progress, but you can't measure because you've set a threshold that's too high, and until you achieve that point, you're not going to see any difference.

SLIDE 29:  Perverse incentives. These are things you aren't really intended, for example, you might be measuring your miles traveled with a proxy that's tracking fuel consumption instead. This might encourage people to waste fuel. Say you have a performance number on the number of regulations that you've been publishing, maybe this starts encouraging people to publish the regulations with part A and Part B and now we've got two that we've published.

Are you actually measuring apples and oranges together? For outreach for example, Mixing publication and outreach meetings is one I saw where it's just kind of outreach efforts, but how much of a publication and how many meetings?  How big of a meeting does it have to be?  And they're really not the same thing.  They cost different amounts, and it just doesn’t makes sense to put those together as units of measure. There is an exception I'll talk about with an index measure on mixing units.

Handling unknowns. You have something that is part of your effort to learn new things, and when something that's unknown becomes known, are you going to pay a penalty for it?  It becomes “known to be overfished” and now our score went down, that sort of thing.

Illusion of stasis: Supposing you have a conveyor belt that's 12 feet long and it's got slots every foot and your product sits in those slots, so any given time you've got 12 units of your product on that conveyor belt, if I run that conveyor belt super-fast or slow it down to creeping, we've always got 12 items on that belt. Is this a good measure, no, it's not. It should be the number of items coming off the conveyor belt, or number produced per time.

SLIDE 30: More efficiency through less quality.  Be careful not to track just how fast you can produce it because quality counts.  Pick the important things to measure.  Remember, it's a dashboard.  Don't pick the things that are easy to measure, just because they're available. If they don't makes sense in that dashboard's environment, pass them by.

Are these the right thing to measure for our success or just currently what we do?  Also most measures are tracking a running cumulative total, but not always.  It's probably best to put a parenthetical by the number, “cumulative” and in your business rules talk about, is it cumulative for the year?  Does it start over each year cumulative or is it since 2005 you've been measuring it?

SLIDE 31:  Some final thoughts here. I can't over stress: slow down, step back, and really analyze your program. I've helped people out a few times where they said “could you come to our meeting and we want to work on some measures”, and what I found is they had already written up a measure and they were twisting the words this way and that way and they couldn't make it work, and I said, oh, no, no, no just back up.  What is it you're trying to achieve?  This is what you want to measure.  They had some words about what they do, and they just couldn't seem to make it work, because they were missing the whole big picture.  You need to, again, ask why are we doing this?  What are we trying to achieve?  Why?, asking why moves you toward your outcomes.  And asking how moves you toward your outputs.   And finally, think outside the box.

SLIDE 32: And in that arena, here's the index measure I was speaking of.  This is the fish stock sustainability index. This one we just call it an index number.  And it violates a number of rules. It does mix outputs and outcomes.  It's actually combining two different programs, that cover science and assessment and management and ultimate results, but it was very well received at DOC and Congress. They really liked this.  Because as you see by the graph, all these combined efforts keep moving forward.  You can see you're steadily growing.  Let me go into in in a little bit of depth.  It's tracking 230 fish stocks, which is a stable subset.  It's not all the stocks that we track. You can get four possible points for each stock.  The assessments are the outputs, and if you know the status of whether it's overfished or subject to overfishing through an assessment, each of those will give you a half a point.  In the management arena, which delivers a necessary condition, if overfishing is not occurring, you can gain a point. And finally in the outcome results, if the stock biomass is above the over fishing level, you gain a point, and if it's at or above 80% of the biomass that produces maximum sustainable yield, you gain another point.  By learning new information you will not go backwards.  There's no perverse incentive built in here, otherwise you might try to do less assessments and keep your score.

SLIDE 33:  And that pretty much wraps it up. We do have an on-line evaluation if you're attending here in person, we wish you will fill out the evaluation for us. If not, you can always go back to your desk and do the on-line one. Again, this is part of a series of presentations, and our next presentation is coming up November 14th.  I have about 13 minutes, and I'll entertain any questions at all?

Yes.
Thank you, that was very, very interesting. [Can we get a copy? ]
This guide?
Yes.
I sent this to the library with my notes. It should be posted. So if you printout the notes version, you'll also get my talking points in there. Basically everything I've said is in here. On the NOAA library website. NOAA central library.  And I really don't have ownership of this. If, if you want to stick your own name on there.  And start presenting, please do. I want this to spread, and you know, this is a NOAA product, so please make use of it. 

Anymore questions? Could be a sign we're overwhelmed?
Hello John, this is [ INDISCERNIBLE ] from [ INDISCERNIBLE ]
Yes.
Hi. Could you talk a little bit more about how you set targets?
So the question was, to talk a little bit more about how you set a target? That's something that you need to try and capture in your business rules, and it can be complex and depending on which measure you're looking at, it certainly could vary. You need to look at your current situation. The workload you're working on, any external factors coming at you that might slow you down. What your current budget level is, and your trajectory. What have you been doing? And is that good enough? If you want to move forward and you just got an extra million dollars in your program, part of the business rules ought to be “what would a budget increase do for us?”  And try to dive into, under the hood and figure that out.  It's hard to really nail that down without knowing which performance measure it's going to change as, as you look from one to the next. Does that answer your question?
Yes. I recognize it kind of challenging to determine that, but I just find it difficult trying to define, kind of an appropriate target so that's why I wanted to hear your thoughts about that. So thank you.

Well, one thing too, is, is people often are conservative and I'm not sure that it serves you because it's not helping you to manage. A good set of measures should help you in your day-to-day management. I have a choice to fund A or B or to perform action A or B, which one will move me forward on my performance measure? And if you have a good set of measures, you should have a measure that you can directly relate to and say, if I do this action, I can see I'll directly move forward on my measure. If I do this action, it doesn't. So if you're managing to your measures, I think that will help.
Thank you.

Yes? [ INDISCERNIBLE, SPEAKER'S VOLUME TOO LOW ].
Well, the question was, how to we track our measures? In fisheries we have an electronic annual operating plan database which is built in Oracle, and it's an on-line system available to everyone in fisheries. We actually have quite a few fields, and some of the fields are associated to the three performance measure permanently without regard to fiscal year, and then we have a whole other set of fields for that measure that vary as you move from one fiscal year to the next. I could get you a copy of what all the fields are that we're tracking in there, and it's nothing that you couldn't produce in an access database for example or, you know, a flat database like Excel.

[ INDISCERNIBLE, SPEAKER'S VOLUME TOO LOW ] (Who keeps the measures updated?)
Yeah actually, I didn't talk about ownership at all, but our measures for the agency belongs to various headquarter offices. They're responsible for keeping track, for developing and keeping track. It's sort of hybrid between the goal and the program office. Official programs went away. At one time when programs were in existence, the program manager was the one and now that PPBES programs have gone away, he's wearing a different hat but it's the same person. But they're really responsible for keeping track.  Except the, the balance scorecard measures that we report to NOAA, we keep track in our management budget office.  We keep tighter control on that.  Anytime you change a target or an actual, you want to document that in another field, just a metadata field: “on the 14th I changed it from 6 to 12 because…”, and you know why that's a different number than the last time you looked in the database. That's very important. Otherwise, you know, you thought you had the number and now you look and it's different.  Also every time you add an increment, it went from 6 to 12. What was in that additional six? List the species that you're now counting or whatever it is you're now counting.

Yes. [ INDISCERNIBLE, SPEAKER'S VOLUME TOO LOW ]
Well the question is, is there a time line for creating measures?  You should wait until the last minute when they're submitting the budget tomorrow. (I’m joking)  Anytime and especially in your spare time when you have downtime, nobody wants to look at this stuff.  That's when you ought to be doing it.  And it's something that, you know, you can't construct in a hurry as part of filling in the Implementation Plan. “Because the annual operating plan is due and I need to put a measure in there and I don't have one.”  I personally don't think it should be driven by events.  I think you should be work on this all the time and have, as we used to call it in, there was a performance management working group we had years ago, we said you should maintain a “well” and you go to the well to draw your measures.  Even if you never use them, create them, have them there, and suddenly I need one, oh, we have one we already thought about and developed.  It never got fully fleshed out, but we'll pull it off-the-shelf here it is, there were the units. Here was the indicator.  Okay. Yeah, let's, let's run with that, and you get it fully fleshed out and go. I think it's important to have a huge collection of candidates stored away in your repository.  We have a status in our repository: Ready to use, under development or discontinued, so ones that are under development, we just never carried them any further but instead of leaving them on a piece of scrap paper, we put them into the system and they're there, and if we need them, we can bring them back up. 

Yes. [ INDISCERNIBLE, SPEAKER'S VOLUME TOO LOW ]
Well, the question is about attribution of an outcome measure when a program doesn't have complete control of all the inputs that lead up to it.  We rarely do! I mean, we're really, this is NOAA and we're looking at influencing environmental factors, you know, saving whales for example. Who knows, the ocean could just not have enough plankton out there, you know, they start dying out outside of everything else you do, you know, so that's almost always the case. Identify other factors, but don't be afraid to link yourself to that outcome despite the fact that you don't directly control it.  It's the right thing to do.  It's the top of your logic model, and make that statement, but say, but the effect that we have on this outcome is limited to this.  We can create the following necessary conditions. That doesn't mean that it definitely will change, but that's what we do in our program.  We change conditions that will help that outcome come to reality.

Okay. [ INDISCERNIBLE, SPEAKER'S VOLUME TOO LOW ]
Oh, the numbers of times I have heard “but we don't control that!”, yeah, that's the key phrase we hear all the time. We don't control that. That's not our measure. Well it's your ultimate measure but you need some other lower level proxy ones for doing the right things toward this. 
All right. Thank you.
[ APPLAUSE ] [ EVENT CONCLUDED ]
