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You Will Learn:

« Common performance Mmanagement terms

« How to develop a logic model for your
program/project

* Understand how a logic model can be used to
develop meaningful performance measures,
prepare for evaluation and strategic planning.




Module 1:

Picturing Your Program




_Performance Management Tools
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PERFORMANCE MANAGEMENT
Performance management includes activities to ensure that goals are consistently
being met in an effective and efficient manner. Performance management tools
include logic models, performance measurement and program evaluation.

Logic Model N

Tool/framework
that helps identify
the program/project
resources,
activities, outputs

customers, and

Performance
Measurement

Helps you
understand what
level of
performance is
achieved by the
program/project.

Program
Evaluation

Helps you
understand and
explain why you're
seeing the
program/project
results.




The Logic Model
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| ~ What is a logic model?

|ﬁ'= f

A picture of your program. Graphic and text
that illustrates the relationship between
your program’s activities and its intended
outcomes and results.

To So that these
We use produce customers can Which leads Leading
For these )
these vt these change their to these to these
resources... ACtVILIES... outputs... ways... outcomes... results!




Logic Models as Maps

= |f you were going on a

trip, what would be
the first question you

= Then, what tool would

you need?

Resources Activities
$9 Rent a car
Map_ ) Make hotel
Destination reservations
Camera Go site-

seeing

need to answer?

Outputs

Car
Hotel
room

Photos

Customers

Family

OQutcomes

Happy
memories

Results
Well
rested &
relaxed




.« Logic Models as Recipes

Resources
Recipe/ $$
Ingredients
Utensils
Cooks
Restaurant

Activities

Chop, mix
and bake

A Successful Chef...

Outputs

Menu
Dinner

Customers

Diners

Outcomes
Satisfied
Customers

Results
$$ Profit

Regular
customers




Logic Model

HOW - WHY

L - Longer term
Resources/ | | Activities »| Outputs »|Customers || Short term =Intermddiate » outcome
Inputs outcome outcofme (STRATEGIC AIM)
|
|
|
|
|
|

RESULTS FROM
PROGRAM
ti

PROGRAM

T

EXTERNAL CONDITIONS
INFLUENCING PERFORMANCE (+/-)




Courtney and Bailey Peter’'s Model:
A Safe Place to Play
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Program Areas

PERSONAL

Lead A Great Life

Activities and processes

* VACUUM AT LEAST ONCE A
MONTH

* FIND A PLACE TO PUT MY
JUNK

INTER-
PERSONAL

\ 4

* GO GROCERY SHOPPING
WEEKLY

* PLAN MEALS
* MAINTAIN A FOOD DIARY

Short-term goals
(Impact Measures)

\ 4

REDUCED # OF ASTHMA
ATTACKS FROM DUST MITES

Long-term goals
(Outcome Measures)

\ 4

* BRUSH AND FLOSS AFTER
EVERY MEAL

* USE OIL OF OLAY

HOBBIES

\ 4

* SKIN TREATMENTS

* IDENTIFY NEW WAYS TO
MEET PEOPLE

\ 4

INCREASE # OF DAYS WHEN
5 FRUITS AND VEGETABLES
ARE CONSUMED

\ 4

* TAKE GUITAR LESSONS
AND PRACTICE DAILY

* WRITE 2 NEW SONGS PER

\ 4

MONTH
* FORM A BAND

\ 4

BY 2009, INCREASE BY 200%
THE NUMBER OF DATES PER
YEAR

A

BY 2009 IMPROVED
SELF-ESTEM
(PSYCHOLOGICAL
TEST)

DECREASED
DISTRACTEDNESS
(PSYCHOLOGICAL
TEST)

\ 4

BY 2013, INCREASE BY 300%
THE NUMBER OF FEATURED
PERFORMANCES PER YEAR

\ 4

BY 2013 HAVE
BIRTH
CERTIFICATES
FOR TWO
CHILDREN

—]

\ 4

BY 2025 BECOME A
FAMOUS ROCK
STAR (WIN A
GRAMMY)

Lead

great
life

L/




Elements of the Logic Model [ |
results
What Who we reach/ |] WEe See.
hwe influence.
ave.
HOW - WHY
What we What we produce/ Outclomes
[ do. deliver.
Resources/ Activities Outputs Customer Short-term Inter- Long-
Inputs: mediate term
- > _ i >
Programmatic Things you do— Product or User of the Changes in Changes in Change in
investments activities you service delivery/ products/ learning, behavior, condition.
available to plan to conduct implementation services. Target knowledge, practice or
support the In your program. targets you aim audience the attitude, skills, decisions.
program. to produce. program is understanding.
designed to : Condition
reac%_ Attitudes Behavior

Y
PROGRAM

T

Y

RESULTS FROM PROGRAM

External Influences

Factors outside of your control (positive or negative) that may influence the
outcome and impact of your program/project.




Case Study: West End Revitalization
Association Environmental Justice Logic
Model

= The West End Revitalization Association (WERA)
IS a community-based organization in Mebane,

North Carolina

WERA:

* Brought together three low-income African-American
communities where environmental hazards created
public health risks together for collaboration rather than
litigation.

« Addresses environmental hazards affecting low-income
and minority communities.
* Provides job training for youth and young adults.

« Trains affected residents to become community
monitors for community —based research on water,
sewer and landfill hazards.

13




Exercise 1: Types of Program

= Elements

Example

Type of Program Element

. 1. Short-term Outcome
1. Community awareness of

environmental health hazards

In the community increases 2. Activity

2. Train local residents as

community health monitors _
3. Intermediate Outcome

3. Households properly remove 14

lead paint dust
4. Resource
4. WERA Staff, VISTA Volunteer

& ECO Community Intern

o 5. Long-term Outcome
5. Decreased incidence of

elevated lead levels within
residents




Resources

+$100,000

including VISTA
Volunteer &
ECO Community
Intern

Partners

*WERA staff, —

*Blue Springs-Hoke
County CDC
*UHURU CDC
*Volunteers of
Alamance County
*Pantego Area
Community
Developers, Inc.
«Concerned
Citizens of Vance
*Orange County
Health Department
*NCDENR
Division of
Environmental
Health

eLawyers’
Committee for
Civil Rights Under
Law

eLand Loss
Prevention Project
*Milbank, Tweed,
Hadley & McCloy
LLP

*Alston & Bird
LLP

*UNC Chapel Hill
*North Carolina
State University
*Elon University
*NC Central
University

*NC Rural
Community
Assistance Project

Environmental health
assessment model (Will be
replicated in similar
communities in NC). The
model will include:
*Assessment of
environmental hazards
Collection of community
environmental and health
data

*Mapping of community
infrastructure

«Input from local and
regional economic
development plans

Community
environmental health
monitoring/sampling
training program:

*Train local residents as
community health monitors
«Conduct post-training
evaluation of monitors’
skills and knowledge

eImprovement in
water quality and
sanitation

*Reduced reliance on
at-risk wells and
failing on-site septic
systems,

*Reduced exposure to
contaminants

Decreased
incidence of
elevated lead levels
within residents

Environmental hazards
Outreach:

«Conduct educational
workshops with local
residents to educate them
about environmental
hazards

«Conduct post-workshop
evaluation of residents to
assess their knowledge and
changes in how they deal
with environmental hazards

Outcomes
sesesssesecacscacacttsscacans PR SRR LLLLES Shbbbbbathbs * """"""" SAMAMAAMAMAAS y.‘..............:
Outputs Customers Short- i Intermediate
feeescssscceeraccersssersesess  Sesessscccssescesessersecesssaces Term ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
County-wide Task
«State Awareness of Force comprised of
eInteractive decision-tree | governments » environmental local municipalities
model to assess impact of «Local health hazards in working together to
water/sanitation policy municipalities community address insufficient
decisions based on multiple increased water_qr sewer
factors ?‘ am_enltles in
¥ Geo-coded map of existing | «ocal residents unincorporated
sanitation and related Acceptance and areas of the county
infrastructure understanding of is created.
* Inventory of nature and »| environmental
extent of environmental impacts l
hazards
*
Acceptancg and Action plans to
understanding of address
the need to environmental
q f:ollaboratg about health hazards in
issues cutting community
— . across developed and
-Momtormg/_samplmg jurisdictions implemented
course materials
Training classes conducted -~ ) Increase in
*Residents trained to «Local residents knowledge and Residents actively
conduct water, mold, and . o
lead sampling expertise of_ participate as
community in monitors 6 mo.
sample collection later, 1 yr later, 2yrs
techniques and later
«Samples and monitoring monitoring v
results < Households are
sampled/ monitored
Residents’ by residents
« Educational workshops on - ) L » understanding of
F  burn barrels, lead paint sLocal residents environmental

removal and other
environmental hazards
conducted
*Residents/households
attend workshops

hazards (e.g.,
burn barrels, lead
paint) within
households and
local community
increases

Development of
management and
implementation
structures within
community that
enable project
growth, leadership
development, and
sustainability.

Households reduce
use of burn barrels

Households
properly remove
lead paint dust

External Factors: City’s ability to exercise extra-territorial jurisdiction (ETJ) over property outside city limits
but within the ETJ area, which has resulted in conflicts between city and County; historical racism;
reluctance/hesitation of City/County representatives to become active/formal partners; funding limitations for
water/sanitation improvements.




What are Logic Models Used For?

= Planning tool
= Communication tool

= |mplementation tool

= Consensus building
= Measures development

= Evaluation design




~— What are the Benefits of Logic Models?

= |llustrates the logic or theory of the
program or project.

Focuses attention on the most important
connections between actions and results.

Builds a common understanding among
staff and with stakeholders.

= Helps staff “manage for results” and
iInforms program design.

* Finds “gaps” in the logic of a program and
work to resolve them.




When Can You Use Logic Models?

st

= For new program’s to make transparent
the underlying assumptions about how the
new program is to work to solve its
problems and develop useful PM/PE
systems

= For existing programs to understand and
check assumptions about how the
program Is supposed to work




How Do You Develop a Logic

| _. Model?

Clarify program goal and define the
elements of the program in a table.

Verify the logic table with stakeholders.

Develop a diagram and text describing
logical relationships.

4. Verify the Logic Model with stakeholders.

Then use the Logic Model to identify and confirm
performance measures and in planning and evaluation.




“#8 Step 1. Clarify the program goal and define the

4 Program elements in a table

- HOW -

WHO

QOutcomes

WHAT and WHY

Resources/ o
Activities

Outputs

Customers
reached

Short-term

(change in attitude)

Intermediate

(Change in behavior)

Long-term

(change in condition),

External Influences:




West End Revitalization Association

« Environmental Justice Logic Model

=Samples and
monitoring
results

Resources Activities Outputs Customer Short-term | Intermediate | Long-term
reached Outcome Outcome Outcomes
=$100,000 =Train local =Monitoring/s | =Local =Increased =Residents *Improved
residents as ampling residents knowledge actively water quality
” "WERA Staff community course and participate as and
= health materials expertise of | monitors 6 sanitation
< | "VISTA : i L 1
= | volunteer monitors o community mos. Later, 1 yr
) *Training in sample later, 2 yrs later | "Reduced
W | .eco =Conduct classes collection exposure to
D | communit post-training conducted techniques *Households contaminants
S| ntern y evaluation of _ and are sampled/
o skills and trained to residents incidence of
'S knowledge conduct elevated lead
o water, mold, levels within
— .
and lead residents
sampling

External Influences: Level of participation from residents.




. Step 2. Verify the logic with stakeholders

Seek review from stakeholders.

Check the logic

* How-Why Questions. Start with Outcomes and ask
“How?” Start at Activities, ask “Why?”

« If-Then Questions. Start at Activities and move along
to Outcomes asking “If this, then that?”

= Compare to what units in the organization do and
define their contributions to the outcomes.

= Check the logic by checking it against reality.




Key Questions to Consider...

Are the program’s outcomes described?

Are the program’s customers described?

Are the program’s major resources,
activities and outputs described and do 23
they make sense?

= Are there things/issues that might

iInfluence the program’s abillity to achieve
its goal?




%8 Step 3. Develop a diagram and text
. describing logical relationships

= Draw arrows to indicate/link the causal
relationships between the logic model
elements.

We use To produce o that these Which leads eading
these ‘ otr_ t_r:_e S€ =' these ( . stomers can to these 1 =Dn these
l FEUVILES... outcomes... esults!

resources... outputs... hange their ways...

If this, then that




Something to Consider...

K ',f;

= There are many different forms of logic
models....




Oneida Nation Water Resources Program Logic Model
Brief Program Description: The program monitors and manages the physical, chemical and biological integrity of

the waters of the Oneida Nation through scientific analysis, restoration and regulation.
Program target group: Water quality & tribal members who use the waters.
Environmental Condition of interest: Waters of the Reservation as defined by the Oneida Water Quality Standards.

Inputs Activities Outputs Outcomes
Initial Intermediate Long Term

Staff Reservation streams Number of Scientific data is used | Water quality improves
EQD are assessed by streams and in restoration decisions | in physical, chemical
WRTL monitoring physical, lakes that are and biological
WRS chemical and biological | monitored parameters
WPC parameters — -
LCS Pristine areas are Number of Regulated entities Waters receive less
Equipment identified physical, increase compliance pollution discharges
Training chemical and with environmental
Funding biological tests laws
EPA conducted
g'?c Impaired watersheds Number of Chemical pollutants are ~ Water quality improves

are identified &
restored

ePhysical impairments to
waters are removed
eMorphology is
reconstructed

eBuffers are installed on
streams

Education
eYouth & Elders
Fishing Day
eKalihwiseks
eReports

stream miles or
wetland acres
restored

Number of
educational
events

reduced

Tribal members
awareness increases
about recreation
opportunities

Biological communities
improve in species
numbers & diversity

Tribal members
increase the amount of
fishing & swimming on
Reservation

Attendance at
events

Tribal members,
farmers, & residents
awareness increases
about pristine areas

Pristine areas maintain
the existing quality

Waters on the
Reservation are
fishable and
swimmable.




Interagency Tribal Open Dump Clean Up Project

Long-Term

Resources Outputs Customer Short-term Long-Term Behavioral Environment
Outcome Outcomes al Outcomes
=Interagency =Financial assistance =American Indian Increase community =Properly =Improve physical
Workgroup =Technical assistance and Alaskan awareness dispose of solid safety
$10 M =Equipment Native Tribal waste =Improve air
=In-Kind services =Education for Tribal Communities l =Reduce waste at quality
environmental . the source =Improve water
managers Intermediate =Increase quality
l =Training for Tribal Outcomes recycling =Esthetic
environmental - improvements
managers =Increase community =Reduce disease
participation vectors

=Solicit proposals
=Provide guidance to
grant applicants
=Review, rank, and
select proposals
=Fund grant proposals
with a strong
likelihood of success

T

Contextual/External Variables

Partners

=Tribes are aware of open dump threats
=Tribes are aware of IODC program
=Cost projections are reasonable

=No significant unforeseen contingencies

=Indian Health Services (IHS)
=Bureau of Indian Affairs (BIA)
=Department of Housing and Urban Development (HUD)
=Department of Agriculture, Rural Utilities Services (USDA, RUS)
=Department of Defense (DOD)
=American Indian and Alaskan Native (Al/AN) Tribal communities

=ldentify open dumps
=Assess open dumps
=Cleanup open dumps
=Close open dumps
=Develop solid waste
management plans
=Implement solid waste
management plans

=Implement solid waste collection

systems

=Implement waste minimization

and recycling program

=Provide compliance assistance
=Ensure compliance with solid
waste management regulations

1

=Reduce migration
to food sources

e

Contextual/External Variables

communities

=Budgetary constraints

=Personnel changes within Tribal environmental
management offices

=Price/cost of waste management services
=Interest/level of participation by Tribal

=Geographic and weather impediments




EPA Staff
*RCC
*Schools
Advisory
Group
«Other
Program
Offices

Exhibit 2: EPA Office of Solid Waste: Schools Chemical Cleanout Campaign

I LOgiCModeI(SC3)

Funding
*Federal

«State
eLocal
*Private/
non-profit

Existing
EPA
Partnerships
with

L Industry |

Organizatio
ns with Ties
to Schools/
Potential
Partners

¢7 Outgome ﬁ

Activities Outputs Customers Short-term Intermediate Long-term Ultimate Goal
Provide SC3 Results, Data, &
grants for hzetrLcs Is cleaned School/District* Increase awareness Behavior/Process Institutional Schools safe
chemical G SRS A T eAdministrators of problem =Adopt a “culture” Knowledge from chemicals
cleanout and ranlieul lnvs e eSchool Board =Understand Risk of chemical safety
prevention -Amqunt o ePurchasing =Recognize in schools R
ErenlE S e Agents hazards =|dentify a Chemical
g eTeachers “champion” management
eFacilities/ ®=Increase %‘W |
Provide tools Maintenance/ Increase awareness communication W crt?illj(;(r)::’s
toassist Grounds of potential among relevant BT ’ learni
A solutions/options school staff OApp_roprlate carning
re—— Guidance on to address =Develop chemical ?:r?;lcearlnent ot
_g—activi ties —» chemical Regulatory chemical mgmt storage/handling/ polici%s
«Best Practices management oS_tate/LocaI/ concerns disposal/purchasin sPurchasing &
«Models Trlpal =Use in sh(_)rt/long g proc_edures ) AT
«Case Studies environmental and term planning =Provide routine ivities line it
Awareness health agencies =Pollution training/ education activities fine item Protect
Communication oFire/Safety/ prevention f opportunities for in school budgets children’s
eBrochures Emergency =Practices/policies staff including *Enviro friendly health
*Website | | Response =Leveraging facility/grounds practices integrated
eSpeaking partners into curriculum
engagements =Training =Provide
ePublicity and opportunities School Impacts contml_ung
Outreach and »| Recognition Non-Requlato =Inventory educatlfon onf?hem Reduce
AWareness eIndustr chemicals mgmt for sta environmental
y Explore oCl =Chemical mgmt .
eMembership alternative Cleanout practiced in hazards/risks
National Assoc i G facilities/grounds
Coordination eAdvocacy Groups a2 depts.
*Priority setting activities
eldentification
of high risk Leverage Chemical
schools Parents management
knowledge of Program Self-
Form facility/ Sufficiency
partnerships maintenance/groun
ds Information
Working Identify roles and exchange/ technical
Groups responsibilities of Facilitate partner assistance
industry/partners contributions infrastructure

*Keeping in mind potential geographic (urban vs. rural) and
socio-economic considerations

External Factors: Laws/Regulations




LOGIC OF A HEALTHY CHESAPEAKE BAY
(Simplified)

1. PARKS, CONSERvAT,

{_Ogeﬁ
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yocal OV E.Park mng -,
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i
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nwn,_,pg.\\-m'ih-hu L1 TP
o ©

» Preservedincreased Acres
» Stream and Shoreline Buffers
# Wetlands protection and increase

Reduced
« Nitogen
» Phosphomus
« Sedment

{national and state EPAs, transportation agencies, others)

ATMOSPHERIC S‘E‘-""OR



What Is “Z" Logic?

A
Outputs

Resources Action A

B
Outputs

= Resources [ Action B >

30

C Strategic

Outcomes | Program
-+ Resources | Action C Results




Energy R,D,&D Program Using ‘Z’ Logic

e — e e For Short-term §|ntermed|ate§ Long-term
. Resources : Activities i Outputs_: Customersi | outcomes : | outcomes : | outcomes

Ideas for . Leads to Potential for
Igogtr:? Perforrr;] technology o mdt;]stry applications technology
’ rresalk change rRSGAIRNGLS in energy change

technologies documented

v

Lab Leads to Technology
Added : L
T — te?:ﬁ\r/lillcc))p prototype I\Ijl(;rnﬂiaeéfufgrds commercial available for
ay report prototype commercialization

-

i Leads to
Added Deploy ieles, Eor users and knowledge, Early adopters
resources technolo Incentives, Manufacturers less risk express desire
9y information perceived to buy

(Shared
responsibility)

l Produce Manufacture Leads to Consequences Competitive
Commercial technology the For buyers technology of use- Lower economy,
$ Staff & educate technology in of that accepted, energy costs cleaner

market market technology purchased and emissions environment

External Influences: Price of oil and electricity, economic growth in industry and in general, perception of
risk of global climate change and need for national energy security, market and technology assumptions.

Source: McLaughlin and Jordan, 1999



Two Important Rules to Follow

r r,ﬁ’t.

= For every action identified in the Logic Model,
the must be an output that connects to an
outcome through a specific customer.

OR

= An action must produce an output that
becomes a key input to another activity.

THINK CONNECTIONS!




Exercise 2: Logic Modeling

Developing your own logic model




Module 2:

Measuring What Matters




_Performance Management Tools
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PERFORMANCE MANAGEMENT
Performance management includes activities to ensure that goals are consistently
being met in an effective and efficient manner. Performance management tools
include logic models, performance measurement and program evaluation.

Logic Model Performance Program 35
Measurement Evaluation
Tool/framework that
helps identify the Helps you Helps you
program/project understand what understand and
resources, level of explain why you're
activities, outputs performance is seeing the
customers, and achieved by the program/project

outcomes. program/project. results.




The Logic Model as a Tool for
« Developing Performance Measures

Performance Measurement:

« Ongoing monitoring and reporting of
accomplishments of your program or project.

Performance Measure:

* A metric used to gauge program or project
performance.

- Measures assess the effect of your program or project.

- Measures help you determine if you achieved the activities that
you had planned to conduct.

- Describe program achievement in terms of resources, activities,
outputs and outcomes.




Measures Across the Logic Model
@ Spectrum

Element

Definition

Example Measure

Resources/
Inputs

Measure of resources consumed by
the organization.

Amount of funds, # of FTE, materials,
equipment, supplies (etc.).

Activities

Measure of work performed that
directly produces the core products
and services.

# of training classes offered as
designed; Hours of technical
assistance training for staff.

Outputs

Measure of products and services
provided as a direct result of program
activities.

# of technical assistance requests
responded to; # of compliance
workbooks developed/delivered.

Customer Measure of target population receiving | % of target population trained; # of

Reached outputs. target population receiving technical
assistance.

Customer Measure of satisfaction with outputs. % of customers dissatisfied with

Satisfaction training; % of customers “very
satisfied” with assistance received.

Outcomes Accomplishment of program goals % increase in industry’s

and objectives (short-term and
intermediate outcomes, long-term
outcomes--impacts).

understanding of regulatory recycling
exclusion; # of sectors that adopt
regulatory recycling exclusion; %
increase in materials recycled.

37




— Work Quality Measures

Category

Definition

Examples

Efficiency

Measure that relates outputs to
costs.

Cost per workbook
produced; cost per
inspection conducted.

Productivity

Measure of the rate of production
per some specific unit of resource
(e.qg., staff or employee). The focus
Is on labor productivity.

Number of enforcement
cases investigated per
Inspector.

Cost Measure that relates outcomes to Cost per pounds of
Effectiveness costs. poIIutgntS reduced; cost
per mile of beach cleaned.
Service Measure of the quality of products Percent of technical
Quality and services produced. assistance requests

responded to within one
week.

38




~» Performance Measurement
» Questions

= What are they?

* Questions designed to assess
progress/ accomplishments of various
aspects of a program/project.

« Performance measurement questions
ask/tell you what your program is doing.




Performance Questions Across the

« Performance Spectrum

PROGRAM
ELEMENTS:

Resources

(We use
these)

Activities/
Outputs

(To do these
things)

Target
Customer

(For these
people)

Short term
Outcome

(To change
them in these
ways)

Intermediate

Outcome

(So they can

do these
things)

Long-Term
Outcome

(Which leads

to these
outcomes)

40

PERFORMANCE [ =Do we have | =Are we =Are we =Did the =Are =*What
QUESTIONS: enough, doing things | reaching customer’s customers changes in
_ the way we the attitude, using the condition
=The right, say we customers knowledge, change as have
should? targeted? skills or expected? occurred?
*The , .
understanding | With what _
level, producing reaching program
products and | the =Are achieve its
*The : -
consistency? services at anticipated customers goals and
" | the levels numbers? served objectives?
anticipated? changing in
_ "Are they the expected
=According satisfied? direction and
to level?
anticipated
quality =If so, what
indicators did we
measures? (others) do
to cause the
change?
EXTERNAL What factors might influence my program’s success?

INFLUENCES:




Exercise 3: Types of Performance
« Measures

Example Type of Measure

Level of funding per year 1. Resource

Percentage of residents

surveyed who say they are

aware of recent environmental 2. Short-term Outcome
health assessment work in

their community

# of educational workshops . Activity
conducted 1

4. # of residents conducting _
monitoring six months after 4. Intermediate Outcome
being trained

5. Number of hospital or
emergency room admittances 5. Long-term Outcome
per year due to elevated lead
levels




“® Tips for Choosing the Best
« Measures

For each measure ask...

: Does the measure clearly relate to the project goal
and objective?

Is the measure important to management and
stakeholders?

Is it possible to collect accurate and reliable data for
the measure? 42

=  Taken together, do the measures accurately reflect
the key results of the program, activity or service?

= Is there more than one measure for each goal or
objective?

= Are your measures primarily outcome, efficiency, or
guality measures?




- Steps for Developing Measures

Step 1: Identify Potential Measures

Step 2: Assess Each Measure

= Step 3: Choose the Best Measures

= Step 4. Identify Baseline, Target, Timeline and
Reporting Schedule




Key Steps in Identifying Potential
Measures

STEP 1: Identify the information needed and the
audience

ldentify measures in existing documents

Review the logic model and select the
appropriate logic model element

= Express the logic model element as a
performance measure

= Determine if the measure clearly relates to the
program/project goal or objective




%8 STEP 1: Identify the information

« heeded and the audience

= Review the performance measurement
guestions developed earlier

= Consider what information Is needed to
assess whether your program/project Is
meeting Its goals and objectives.

Ask yourself:

= Who needs to know what about the
program, why, and in what format?




ldentify Measures in EXxisting
«» Documents

= Review measures specified in:

* Program/Project Mission, Goals, Objectives,
Service standards

Legislation, Strategic plans, Court Orders,
Commitments

46

* Previous evaluations and research reports

» Consider other sources




- Review the Logic Model

= Review the logic model —

« |dentify the aspects of performance that are
most important to measure (resources,
activities, outputs, outcomes)

|dentify contextual factors that could influence
the program either positively or negatively and
generate measures for them as appropriate



Resources

+$100,000

including VISTA
Volunteer &
ECO Community
Intern

Partners

*WERA staff, —

*Blue Springs-Hoke
County CDC
*UHURU CDC
*Volunteers of
Alamance County
*Pantego Area
Community
Developers, Inc.
«Concerned
Citizens of Vance
*Orange County
Health Department
*NCDENR
Division of
Environmental
Health

eLawyers’
Committee for
Civil Rights Under
Law

eLand Loss
Prevention Project
*Milbank, Tweed,
Hadley & McCloy
LLP

*Alston & Bird
LLP

*UNC Chapel Hill
*North Carolina
State University
*Elon University
*NC Central
University

*NC Rural
Community
Assistance Project

Environmental health
assessment model (Will be
replicated in similar
communities in NC). The
model will include:
*Assessment of
environmental hazards
Collection of community
environmental and health
data

*Mapping of community
infrastructure

«Input from local and
regional economic
development plans

Community
environmental health
monitoring/sampling
training program:

*Train local residents as
community health monitors
«Conduct post-training
evaluation of monitors’
skills and knowledge

Environmental hazards
Outreach:

«Conduct educational
workshops with local
residents to educate them
about environmental
hazards

«Conduct post-workshop
evaluation of residents to
assess their knowledge and
changes in how they deal
with environmental hazards

eImprovement in
water quality and
sanitation

*Reduced reliance on
at-risk wells and
failing on-site septic
systems,

*Reduced exposure to
contaminants

» |/ Decreased

removal and other
environmental hazards
conducted
*Residents/households
attend workshops

hazards (e.g.,
burn barrels, lead
paint) within
households and
local community

increases

Outcomes
.............. Ve I ——
Outputs Customers Short- i Intermediate
Teeescesceetcntsresessessenses  Secescessessescescsessessrssnsset Term ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
County-wide Task
«State Awareness of Force comprised of
eInteractive decision-tree %] governments »! environmental o local 'mun|C|paI|t|es
model to assess impact of «Local health hazards in Workmg_toget_he_r to
water/sanitation policy municipalities community address insufficient
decisions based on multiple increased water or sewer
factors ?‘ amenities in
¥ Geo-coded map of existing | «ocal residents unincorporated
sanitation and related Acceptance and areas of the county
infrastructure understanding of P is created.
* Inventory of nature and » gnvironmental
extent of environmental Impacts l
hazards
*
Acceptance_ and Action plans to
understanding of address
the need to environmental
» f:ollaboratg about health hazards in
issues cutting community
Monitorina/ li across developed and
onitoring/sampling jurisdictions implemented
course materials
. ini ,
ettty T e oggens B e N
ocal residents Y, knowledge and Residents actively
conduct water, mold, and - L
. expertise of participate as
lead sampling o h
community in monitors 6 mo.
sample collection later, 1 yr later, 2yrs
techniques and \Iater y
«Samples and monitoring L monitoring AN v 4
results < — Houserotdsre
- sampled/ monitored
Residents’ by residents
« Educational workshops on ~ i L » understanding of
F  burn barrels, lead paint sLocal residents environmental

Households reduce

y

use of burn barrels

Households

properly remove
lead paint dust

External Factors: City’s ability to exercise extra-territorial jurisdiction (ETJ) over property outside city limits
but within the ETJ area, which has resulted in conflicts between city and County; historical racism;
reluctance/hesitation of City/County representatives to become active/formal partners; funding limitations for
water/sanitation improvements.

incidence of
elevated lead levels
within residents

Development of
management and
implementation
structures within
community that
enable project
growth, leadership
development, and
sustainability.




"™ Express the Logic Model element

w as a performance measure

= Consider how to express the measure in
terms of:

 Data:
— Raw Numbers (tons of VOCs reduced)
— Averages (mean tons of VOCs reduced)

— Percentages (% of dry cleaners reporting
VOC reduction)

— Ratios (Cost per ton of VOCs reduced)

— Rates (tons of VOCs reduced per 100 dry
cleaners)

e Unit of Measure:
— Is it appropriate to the measure?




« Environmental Justice Logic Model

West End Revitalization Association

Resources Activities Outputs Customer Short-term Intermediate Long-term
reached Outcome Outcome Outcomes
=$100,000 =Train local =Monitoring/sa | =Local *Increased =Residents =Improved water
residents as mpling course residents knowledge and actively quality and
o | "WERA Staff community materials expertise of participate as | sanitation
S |. health o community in monitors 6
g V\tl)lliﬁfeer monitors =Training sample mos. Later, 1 | "Reduced
m classes collection yr later, 2 yrs | €xposure to
< | “Eco ;rC;i)nr]i:i];ct post- | conducted techniques and | later contaminants
e, - . monitorin
s ICr:]ct);r;r:nunlty evaluation of "Residents onttoring =Households | "Decreased
5 monitors’ skills | trained to are sampled/ | incidence of
> and knowledge | conduct water, monitored by | €levated lead
9 mold, and lead residents levels within
sampling residents
=Samples and
monitoring
results
= # Staff =# of =# residents =# of local = Level of u# of = # of hospital or
@ monitoring that complete residents sampling residents emergency room
= Le\{el of workshops training course | participating in | knowledge and | conducting admittances per
9 funding per delivered WERA expertise monitoring year due to
% year six months elevated led
° after being levels
= trained
S
¥
L



“™ Determine whether the measures

= Clearly relate to the mission/goal

= Review the program/project mission and or goal

* What key activities, outputs or outcomes are specified in the
mission or goal?

= Review the list of potential measures developed

« Will the data collected from the measures developed
clearly demonstrate that the mission and or goal was
accomplished?




“® Determine whether the measures
= Clearly relate to the mission/goal

WERA'’s Mission: Improve the quality of life for low-income and
minority residents denied basic amenities by (1) providing

affordable housing, safe drinking water and sewer services, and
voting rights, through economic, social, legislative, and legal
means, and (2) empowering residents to address institutional
racism that fosters racial inequities.

Performance Measures:

# WERA Staff
52

Level of funding per year

# of monitoring workshops delivered

# residents that complete training course

# of local residents participating in WERA

Level of sampling knowledge and expertise

# of residents conducting monitoring six months after being trained

# of hospital or emergency room admittances per year due to elevated led levels




Step 2: Assess the Measures

st

Assess the value of the measures In
relation to goals and objectives

Assess the feasibility of the measure In
terms of:

« Data collection (availability, implementation
cost, baselining)

« Data quality (reliability, validity, objectivity)
 Analysis

 Reporting (how to report, to whom to report,
frequency of reporting, meaningfulness to
audiences)




- Step 3: Choose the Best Measures

Assess the value of the measures in relation to
the goals and objectives of the program.

* Required
e |mportant
 Interesting

Select final list of measures — you won’t be able
to collect data for all measures.

= Check in with managers and stakeholders.

= |dentify a priority list of measures




~ Step 4: Identify a Standard

For each performance measure
develop a:

1. Baseline — current state
2. Target — desired level of performance

3. Timeline — date when performance
will be achieved

55




“® Tips for Choosing the Best
« Measures

For each measure ask...

: Does the measure clearly relate to the project goal
and objective?

Is the measure important to management and
stakeholders?

Is it possible to collect accurate and reliable data for
the measure? 56

=  Taken together, do the measures accurately reflect
the key results of the program, activity or service?

= Is there more than one measure for each goal or
objective?

= Are your measures primarily outcome, efficiency, or
guality measures?




Exercise 4: Performance
Measurement

Developing your own measures



Module 3:

Strategic Planning




Strategic Planning and the Logic

« Model

= RAND Logic Model Template

Requires vertical alignment

Strategic goals relate to the program’s end
outcomes

Intermediate goals relate to Customer activities
and intermediate outcomes (Changes In
knowledge, attitudes or behavior)

Annual goals relate to program activities and
outputs

Management objectives relate to program inputs
and activities

Source: Using Logic Models for Strategic Planning and Evaluation: Application to the National Center for Injury
Prevention and Control, Victoria A. Greenfield, Valerie L. Williams, Elisa Eiseman, RAND, 2006




Strategic Planning

Figure 1.1

RAND Logic Model Template

Dperati{)nﬁ —

Customers
Program Y Program L) Program and End
Inputs Activities Outputs Intermediate Outcomes
Qutcomes
=
LB 0 0 0 I | L B b 0 0 0 0 0 4 0 0 1 |1 || N N N N N S N . . . .. .- N N N N N N N N . ... LB 0 0 0 1 | E1
-
Management 4 Annual Intermediate Strategic ‘ |
Objectives Goals Goals Goals
Management Annual Intermediate Long-Term
Measures Measures Measures Measures

-— Strategy
T T T T External Factors

t 1t 1

RAND TRIF0-1.1



Figure 2.2

Complete Logic Model for Sexual-Violence Priority Area

USSP

SOLIS|OLA PUE s3LNIU) A PSENED 51503 [EXESL pUE Busyns
LIE LML 3L} 33npad o) pLUe 1gesip pue Lieap ainewald puasasd o)

Inputs = Activities = Outputs = Customers and Intermediate Outcomes End Outcomes
Hurnan resources Program designs; -
o Develop, test, gram desty Coalitions; local
and funding; impl sexual violence- - .
rmanage rial implement, prevention rape crisis centers;
inf _ evaluate and . ) oMUty - Effective Individuals
infrastructurs; toor skat infrastructure; based - I d
surveillance and monfiar SIS, education and ased centers seiLa and groups Prevention of
r——— it lzcal, and ] Seaind als MGOs; other - violence— S atrisk for B
itv-based raining materials; federal S o : | sexual violence
effectiveness data: community-base trained ederal agencies; eclucation sexua
customer/stakeholder sex;;l:gilgzce— professionals; best ﬂ:_t: a!'ldll::icall. programs viclence
inputs; HH5/CDC roarams practices; technical en |t|es,;c ools;
priorities preg assistance eacners
Strategic Goal 1:
Intermediate Goal 1.1: Reduce the inciderce of
Annual Goal Annual Goal Increase knowledge of sexual- sexual wviclence against
R 1.1.1: 1.1.2: violence prevention to foster at-risk individuals and
Db'fﬂi\-e Develop, publish, Train high school cha nges in att_itudes and groups through the
. i i fp— and testa pilot |g— teachers to use |- — behavior in high school p—— development and
Ian;?:g rEDI:_\ess rape-prevention the rape- communities through irmplerme ntation of
P ap curriculum for prevention widespread implementation of effective science-based
high schools curriculum effective sexual violence— research, surveillance,
education programs and prevention
programs
Annual Long-Term Measure 1
Measure 1.1.1: Intermediate Measurs 1.1: (2015}
Management (2007) Annual {2012} % reduction in the
BASLIre: n high schoals in easure 1.1.2: Yo increase in the number o incidence of sexua
1 high school M 1.1.2 9 th ber of d f |
Relevance review rural, urkan, and (2008) students scoring a B or better viclence in high
for all intra- and suburban n teachers are after completingrape school students who
extramural communities trained to use the prevention—education programs have participated in
funding streams have pilot-tested curriculum in % of high schools in n states rape-pravention
the published using the curriculum education programs
curriculum using the curriculum
Management " ) .
Annual Goals Intermediate Goals Strategic Goals
iﬁﬂtg.:;:utlr?si (Measures) {Measures) {Measures)

1 . i s

RAND TR370-2.2

+ + External Factors + + * * +




Module 4:

Program Evaluation




_Performance Management Tools

.I h#

PERFORMANCE MANAGEMENT
Performance management includes activities to ensure that goals are consistently
being met in an effective and efficient manner. Performance management tools
include logic models, performance measurement and program evaluation.

Logic Model Performance Program 63
Measurement Evaluation
Tool/framework that _}
helps identify the Helps you Helps you
program/project understand what understand and
resources, level of explain why you're
activities, outputs performance is seeing the
customers, and achieved by the program/project
outcomes. program/project. results.




~ Definitions:

Program Evaluation:

A systematic study that uses measurement
and analysis to answer specific questions
about how well a program is working to
achieve its outcomes and why.




Differences between PM and PE

Performance Measurement Program Evaluation

Ongoing monitoring and In-depth, systematic study
reporting of accomplishments. conducted periodically or on

_ _ ad-hoc basis.
= Examines achievement of

program objectives. = Examines broader range of

_ Information on program
= Describes program performance than is feasible
achievements in terms of to monitor on an on-going
outputs, outcomes in a given basis.
time against a pre-established
goal. = Explains why the results
occurred.

= Early warning to management.

= Longer term review of
effectiveness.




- Relationship between PM and PE

= Performance measurement data provides
Information needed to conduct the
evaluation and assess program

performance.

= Lack of performance measurement data is
a major obstacle to conducting an
evaluation.



Orientation/Approaches to
@ Evaluation

= Accountabllity

« External Audience
- What is my level of performance?

= Learning & Program Improvement

. 67
* |Internal/External Audiences

What is my level of performance?
What outcomes have been achieved and why?

What aspects of my program lead to these
outcomes?

What roles did context play in my outcomes?




- Types of Evaluations

Program Evaluation:

Consists of various activities:

* Needs assessment

« Evaluability assessment
* Design assessment

* Process/Implementation
* Outcome

* |mpact

e Cost evaluation

68
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Longer term
R y Short term Intermediate outcome /
{ni?srces outcome outcome (STRATEGIC ,”/

—
—_ —

Outcome Impact
Evaluation valuatio

Process Evaluation /

Adapted from Evaluation Dialogue Between OMB and Federal Evaluation Leaders: Digging a Bit Deeper into Evaluation Science,
April 2005




Common Evaluation Questions

k- o

Evaluation Type Common Evaluation Questions

Design assessment =|s the design of the program well formulated, feasible, and
likely to achieve the intended goals?

Process evaluation or =|s the program being delivered as intended to the targeted
implementation assessment recipients?

=|s the program well managed?

=What progress has been made in implementing new
provisions?

Outcome evaluation =Are desired program outcomes obtained?
=What role, if any ,did the program play?

=What role, if any, did the context play?

=Did the program produce unintended outcomes?

Net impact evaluation =Did the program cause the desired impact?

=|s one approach more effective than another in obtaining the
desired outcomes?

Cost evaluation =What are the specific costs for implementing and operating
the program?

=|s the program cost efficient? Cost effective?

=How do the costs of the program compare to a similar
program aimed at the same outcome?

Adapted from Evaluation Dialogue Between OMB and Federal Evaluation Leaders: Digging a Bit Deeper into Evaluation Science,
April 2005



Contact:

r r,ﬁ’t.

Yvonne M. Watson
watson.yvonne@epa.gov
(202) 566-2239
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