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1.0 Introduction

A critical enabler in creating and maintaining a high-performance organization is the ability to measure performance.  Agency managers, section leaders, and other organizational decision makers can help drive desired results by measuring performance.  The use of good performance measures is therefore critical to organizational success.  As the saying goes, “You can’t improve what you can’t (or don’t) measure.”

2.0 Purpose

This tool kit was developed by the Agency Performance Management Team (APMT) to assist everyone with selecting good performance measures for use in the Quarterly Leadership Briefs (QLB). QLB is a process for measuring and monitoring performance throughout the Agency.  It enables the Agency to tie initiatives, performance measures, and resources to strategic objectives.  
3.0 Critical Questions 
A good place to start with developing performance measurements is to ask the What, Where, How, When, and Why type questions. Here are some examples:

· What performance measures do we need to support decision-making?

· How often do we need to monitor performance?

· How will we collect, analyze, and report performance?

· What are we currently measuring and is it driving performance?

· What processes, systems, and data sources are available for performance measures?

4.0 Qualitative Characteristics 

A good set of performance measurements will often share the same characteristics: 

· MEANINGFUL – Measurements relate to significant issues, such as mission critical goals and objectives.  

· TIMELY – Measurements are reported in useful timeframes so that decisions can be made in a pro-active manner.

· BALANCED – A mix of different types of measurements (such as quality, efficiency, customer satisfaction, etc.) provides a better overall picture of performance. 

· CREDIBLE – The measurement process, including the data sources, should provide accurate and reliable information to decision-makers.  

· LINKED – Measurements should be matched and assigned to a unit responsible for achieving the performance.

· SIMPLE – Measurements should be easy to calculate and understand.

5. 0 Important Criteria for Performance Measurement

Start with Strategy: The best measurements are derived from strategic planning. Strategic planning can take place at any organizational level. You want to identify your critical strategic goals and objectives. If you can express your strategic issues in clear and concrete terms, then you have a basis for solid performance measurement, directly linked to strategy. This is the most critical form of performance measurement – understanding our ability to execute strategy. For example, certain outlet offices may have the following strategic objective: All stationing operations must execute end-to-end within 20 days. This strategic objective can be translated into the following measurement: 

EXAMPLE: % of Stationing Setups meeting the cycle time standard of 20 days.


Measure Programs and Services: The Agency is driven by numerous services – Cross Agency Support, Global Mapping, Environmental, Geological, etc. The purpose behind a service is a good source for performance standards. These standards provide a baseline for performance measurement. For example, the Agency has standards for mapping foreign territories. We can sample our maps and test to see if they are meeting our performance standards. 

EXAMPLE: % of maps that meet the quality control tolerance limits.

Minimize the Burden while Maximizing Value: When developing performance measurements, maximize the use of existing data sources. The costs and efforts to collect measurement data should not exceed the benefit provided for decision-making. Measure those things you need to understand and select the best indicators of performance. Do NOT measure things just because it’s easy to measure. Also consider using only a few critical measurements to improve focus. Too many measurements will reduce focus and make QLB less value-added. 

Performance Measures should be something that the Agency needs to learn so we can answer the question: How well are we doing?

6. 0 Types of Performance Measurements

Understanding the differences between inputs, outputs, and outcomes is important for capturing “cause-effect” relationship within your mix of performance measurements. If you want to have favorable results with an outcome measurement, then you may need to measure corresponding outputs that drive or enable the outcome. Likewise, if you want favorable results with an output measurement, you may need to measure a corresponding input. Therefore, a good mix of measurements for understanding the cause-effect relationship can be important for managing overall performance. 

INPUTS

Input measures identify the AMOUNT OF RESOURCES needed to provide a particular product or service. They are useful in showing the total cost of providing a service, the mix of resources used to provide the service, the demand for services, and the amount of resources used for one service in relation to other services.

EXAMPLE OF INPUT MEASURES:

· Number of formal complaints

· Number of station units available to fill map requests

· Number of training simulators to train CADD Operators

· Number of lease vehicles available for foreign travel

Use input measures when you need to answer the question: How much do we have? Two Examples: How many available docking stations are open for expansion of the C-NEY System? How many open rental units are available for Regional Retreats?

OUTPUTS

Output measures represent the AMOUNT OF PRODUCTS OR SERVICES PROVIDED. They are useful in defining what a project produces. Outputs are limited as well because they fail to indicate the quality or efficiency of the service provided or if the project goals have been accomplished.

EXAMPLE OF OUTPUT MEASURES:

· Number of maps submitted in relation to out-agency requests

· Number of operations fully training for stationing services

· Number foreign families housed near outlet offices

· Number of C-NEY modifications completed

OUTCOMES

Outcome measures address whether or not a program or service is meeting its proposed goals. Outcomes reflect the actual RESULTS ACHIEVED and the impact. Both intermediate and longer-term outcomes can be evaluated. 

EXAMPLE OF OUTCOME MEASURES:

· Growth rate in global mapping services

· Customer satisfaction rating

· Average number of days to complete a stationing request

· Percentage of service performance appraisals complete on-time
Most desired outcomes are common to all types of organizations. Here are some categories of critical performance outcomes:

1. Customer Satisfaction and Quality – Ratings and performance standards for measuring and reporting how well you meet customer requirements.

2. Efficiency and Effectiveness – Many services must be delivered in an efficient and effective manner. For example, timeliness is often a good indicator of efficiency. If you do the “right things,” this should get reflected in the form of effectiveness.  

3. Resources and Utilization: The ability to maximize the use of fixed assets and use Agency resources is a good indicator of performance.  Cost and budget performances are common examples.  

4. Productivity and Improvements: If you can accomplish better results through new ways of doing things, then this is a form of innovation and in turn is a very solid indicator of performance. 

Examples of Critical Outcomes for both the Organization and the Agency:

· Section Managers can execute all required foreign service requests 

· Families and employees are highly satisfied with foreign service assignments 

· Improve the productivity and quality of mapping setups 

· Strong service readiness and response for all orders 

· Reductions in redundant activities (process improvement)

· Highly productive workforce 

· Lower service costs 

· Accountability with entrusted public resources

KEY POINT ( Outcomes are the preferred indicators of performance

Ultimately, the performance of people and organizations are judged by the end-result or final outcome. Therefore, outcome related measurements are the preferred way to express performance.     
The following is an example showing the relationship between Input, output and outcome measures:

EXAMPLE (INPUT): Number of Available Docking Stations for CADD Operators

EXAMPLE (OUTPUT): Number of CADD Posts fully operational 

EXAMPLE (OUTCOME): % of CADD Operators Satisfied with their assignments

In the above example, if we have a positive number of stationing outlets available, then we should be able to process and setup our CADD Operators.  And if we have a low number of operators awaiting a station outlet, then we should have a high percentage of CADD Operators that are satisfied with their foreign mapping assignments.   

KEY POINT ( Organize Inputs, Outputs, and Outcomes with the Logic Model

Many government programs use the Logic Model to organize various inputs, outputs, and outcomes. Logic Models neatly capture cause-effect relationships by showing the conversion of inputs to outputs and outlining the time frame for desired outcomes. Logic Models can be used to help identify the right mix of measurements for a major government program.       
7.0 Logistical Issues with Performance Measurement

Rolling-Up What is Important: Certain strategic issues, such as Station Processing Times, involve numerous infrastructure points in our mapping network. If you decide to use numerous measurements for measuring an important performance goal, then you should index the measurements for a roll-up. This roll-up gives senior leadership the “big picture” view of performance. The easiest way to roll-up a collection of measurements is to index equally. 

Example of Indexing Measurements with Equal Weights              Data    Normalize    Index

SXR 1-01: Average Score on Map Quality Tolerance

86%
86%
      43%

SXR 2-04: Overall Service Satisfaction Rating
(5 pt scale)
3.8 pts
76%   
      38%







Total Roll Up Score . . . . . . . . . . . . . . . . . . . .81%

Relevancy is also sometimes used for weighting a group of measurements. For example, Global Expansion of Services, Cross Agency Expansion, and the need to make our processes Private Sector Competitive are major strategic issues confronting our agency. If you have a group of measurements, some measurements may have more relevancy than others. You may want to assign a higher weight to measurements that relate directly to impacting a strategic issue vs. those measurements that have minor impact.

Integrating into IRPS: All forms of performance measurement should be captured and reported in the Integrated Resource Planning System – Reported through QLB. This provides one common repository for consistency in how our entire agency can evaluate performance, regardless of outlet office or region. This also gives functional areas the ability to crosswalk and benchmark performance. Here are some of the measurement processes that should be managed within IRPS:

· Strategic Performance (Balanced Scorecard method) 

· Special Projects

· Ad-Hoc Initiatives

· Private Sector Competitive Benchmarking

Therefore, all areas of our agency are encouraged to report performance through QLB using the IRPS. 

8.0 Some Finer Points

How a measurement is collected and reported can have some significance on how people comprehend performance. Here are some finer points to consider:

Numbers – Reporting measurements in terms of a number is simple and easy to understand. However, this form of measurement is only as good as the strategic issue you are trying to measure. Make sure there is a direct relationship between the two (measurement vs. strategic issue). Here is a simple example:

EXAMPLE No.1: Number of stations fully functional for mapping

EXAMPLE No.2: Cycle times to process map requests

If your strategic issue has to do with improving how we process map requests, then which of the two measurements above would fit? Answer is Example No.2.

Percentages – Reporting measurements as a percentage is a good way to track and look at trends over time. The ratio of a numerator to a denominator is good way to express a relationship. The downside is that this type of measurement sometimes requires analysis. 

Ratings – Overall ratings (such as customer satisfaction with map quality) are good ways to express qualitative information. However, these types of measurements can be subjective. You may want to balance rating type measurements with more concrete type measurements that are quantifiable.













Are my performance measures related to a strategic objective? 








Yes!
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