

















DRAFT

Samples of evaluation forms are available at the end of this chapter and at

www.nationalserviceresources.org . Evaluation is the final feedback that planners will

receive about their efforts. Evaluation should be part of a continuous improvement

process for future training events.

RESOURCES
NSRC
* E-newsletter Volume 1, Number 7 October 2003: Training for Success
* Resource Connection Volume 5, Number 3: Training
* Mosaica Training Brief 04: Maximizing Training with Small Groups
*  Mosaica Training Brief 05: Strengthen Sessions with Style
*  Mosaica Training Brief 06: Low-Cost Training Resources: Your Members
*  Mosaica Training Brief 07: Guest Trainers: Ensuring Success
*  Mosaica Training Brief 08: Guest Trainers: Where to Find Them
*  Mosaica Training Brief 10: Integrating Community into Your Training
* Mosaica Training Brief 13: Dealing With Difficult Training Situations
*  Mosaica Training Brief 14: Choosing Icebreakers with a Purpose
*  Training Skills for Managers by the National Crime Prevention Council.
* Facilitation Skills for Team Leaders by Donald Hackett.
* Trainer’s Handbook by Karen Lawson

Books/Articles
Planning Instruction for Adult Learners by Patricia Cranton.

Enhancing Learning in Training and Adult Learning by Ronald Morgan, Judith Ponticell
and Edward Gordon.

The Art of Teaching Adults by Peter Renner.

Adult Education Procedure by Paul Bergevin.

How to Teach Adults by William A Draves.

Helping Adults Learn by Alan B. Knox.

Helping Adults Learn and Change by Russell D. Robinson.

Instructor Excellence: Mastering the Delivery of Training by Bob Powers

Websites

www.citef.nat.tn/trainingobjectives.html
www.aceproject.org/main/training/html
www.geocities.com/dougsmithtraining/training_objectives.html
www.lhr.org.za/education/objectives

www.ibe.unesco.org

www.drcharity.com/training
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www.missioncontrol.com
www.cf.ac.uk/socsi/ict/methodology.html
www.dtae.org/teched/itsyllabus1.html
www.dci.com/onsite/facilitation
www.arl.org/training/ikso/tso.html
www.webaim.org/training/expand
www.astd.org
www.netskills.ac.uk/workshops/trainers
WWW.orau.gov/pbm/training.html
www.teamtrainingsolutions.com

SAMPLES
Checklists
Session design template
Evaluation
Agendas (varying events)
Registration forms
Registration materials
Attendance list templates

Marketing items (brochures, flyers, etc.)
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Chapter 7
Measuring the Performance of the Plan

INTRODUCTION

A common questions training officers ask is, “how do I know that the training we
are paying for is worth it?” That is a really good question and one that can be answered
by developing and using performance measures. Just like an AmeriCorps program has a
variety of measures, or a family of measures, to track and document the programs
performance, a training plan should have the same.

We can define performance measures as the measurement on a regular basis of
the results and efficiency of services. To get a holistic view of the plan, many factors
need to be analyzed, not just one. Remember back to the logic model and the individual
components of activities, inputs, outputs and outcomes. If we measure one of those
components we know just a part of the picture; but if we measure several, or a family of
measures, then we have much better data with which to analyze the effectiveness,
efficiency and worth of our plan.

It is important to remember that performance measures have three limitations.

* Performance data do not, by themselves, tell why the outcomes occurred.
* Some outcomes cannot be measured directly.

* The information provided by performance measurement is just part of the
information you need to make decisions.

Ultimately performance measures are tools to help you better manage your
training plan. Measures help you track expenditures and justify your budget, explain how
your plan benefited the organization, assess the equity of your plan among your directors
and programs, make appropriate adjustments during the year, and collect quality data for

developing the next year’s plan.
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CATEGORIES OF PERFORMANCE INFORMATION

There are several different measures that you can use in evaluating your plan. As

we discussed with individual training events, it is necessary to understand what you want

to measure and then choose a tool that properly and adequately collects that data. Below

is a table to provide a quick refresher course on the different performance measures.

Type Description Example

Input Resources used to produce outputs and | Expenditures or employee time
outcomes.

Outputs Products and services delivered. Number of trainings completed
Output refers to the completed or number of directors who
products or the amount of work done. | attended.

Outcomes An event, occurrence, or change in Directors are able to accurately
condition, behavior, or attitudes that is | complete a Financial Summary
progress toward achievement of the Report (FSR)
mission and goals of the plan.

Intermediate | An outcome that is expected to lead to | 301 level knowledge of

Outcome a desired end but is not an end in itself | financial management by

directors

End The end result that is sought Successful, compliant,

Outcome productive programs.

Efficiency The relationship between the amount | The amount spent on a training

of input and the amount of output or
outcome of an activity.

divided by the number of
directors who attended.

For each of these types of measures you should have a performance indicator,

which is the specific numerical measurement for each aspect of performance under

consideration. You wouldn’t use ‘none, few, some, many, a whole bunch’ for an output

measure of training attendees. You would count the number of trainees using a sign in

sheet or registration list to document your numbers. The same is true for each measure.

A performance indicator is just a standardized, numerical way of measuring your input,

activity, output, or outcome.
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DEVELOPING PERFORMANCE MEASURES

When you are developing performance measures you should think through the

following items:

1.
2.

What are the commission’s or parent organization’s mission?
What are the program objectives?

What are the objectives, or major results, that you want to accomplish with
the training plan?

What information is important to your stakeholders? What information do
you need to report to your board, your partners, and your clients?

What capacity does your organization have to track the information?

What existing methods of data gathering already exist?

Next, think about how the measures relate to each other. Do your measures help

define a larger picture of what is occurring or are they haphazard? And finally, do your

measures track and collect data for the training plan as a whole? A common mistake

training officers make is to take data from one training event and extrapolate to the plan

as a whole. For example, you may have a workshop on completing a FSR. Your activity

outcome is that 100% of your directors can properly and accurately complete a FSR.

However, completing a FSR is only one component of your larger plan’s proposed

outcome which is a 301 level of financial management for all program directors. It can

be confusing, but it is important to develop, track and analyze objectives and

performance measures for the plan in general and the individual activities specifically.

Here are some criteria for selecting data collection procedures.

DN NI NN

Cost. Think about how you can get different types of information using one tool.
Feasibility. Is the information you want readily accessible?

Accuracy and Reliability. Is your data good?

Understandability. Can you or the people who will be reading the report

understand it?

<

Credibility. Can the data be altered or manipulated to change the results?
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CNCS has several resources available to help you with performance measures.

Check out the National Service Resources Center at www.nationalserviceresources.org

and follow the links to performance measures. Or, on the same website refer to the
national T/TA provider for performance measurement and their resources and tool kits.

For more resources, please see the list at the end of the chapter.

MONITORING PERFORMANCE MEASURES
If you thought strategically when you developed your measures, monitoring them
should be easy. There are three things to keep in mind when you are monitoring your
measures:
1. Is there any missing data? Sometimes we have to do a check during the data

collection process to make sure we didn’t forget something earlier, or if
information we though would be available isn’t.

2. Is the information or data we are collecting confidential? Anytime data is
collected, there is a responsibility to keep the any private, confidential or
restricted data secure.

3. How frequently do I need to collect my data? Plan carefully when data needs to
be collected and recorded so that you are not overburdened and the data is useful.

When you are monitoring your measures, the ultimate question to ask is, “are they
working the way they are supposed to?” While it is time and resources consuming to
change measures or tools midstream, it is far better than having a year’s worth of useless

data.

CONCLUSION

Developing and monitoring performance measures can be a very useful
management tool if done correctly. A family of measures helps you see how the plan is
working so that you can make changes if necessary, explain to others what resulted from
the plan, and serve as a great start for future plans. For performance measures to work

properly, you must be strategic about what information you want to measure, what tool
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you use to collect the data, and how and when the data is collected. Data is no good for

data sake. We go through this process to better manage our plan, continually improve

and report our progress to others.

RESOURCES

NSRC
* Resource Connection Volume 5, Number 3: Training
* E-newsletter Volume 1, Number 7 October 2003: Training for Success
*  Mosaica Training Brief 15: Training Members on Evaluation

Books/Articles
Performance Measurement: Getting Results by Harry P. Hatry.
Evaluating the Quality of Learning by J.B. Biggs and K.F. Collis.

Websites
http://humanresources.about.com/od/evaluation/index.htm
http://humanresources.about.com/library/weekly/aa011502a.htm

SAMPLES

Plan evaluations
Plan reports
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Chapter 8

Reporting the Performance of the Plan

INTRODUCTION

A primary responsibility of any organization is to communicate with its
stakeholders the progress and performance of the organization. This is especially true
with organizations that use public monies. The most common way this information is
communicated is through reports. There are a variety of reports that a training officer

may need to do. We’ll look at some of those below.

TYPES OF REPORTS

Reports contain three major items. First they include summaries of the data you
have collected organized in a way that is understandable to the reader. Second, a report
explains the process by which you gathered the data. And finally, they incorporate a
conclusion of the analysis of the data that you have done. Reports should allow the

reader to:
» Easily review the data,
» Review the process that you followed,
» Determine the validity of your conclusions, and
>

Provide source documentation so that the reported numbers are accurate, reliable,

and trustworthy.

When you are creating or writing a report, keep in mind who the audience will be.
Diverse audiences may require different information or use special formats. These
requirements were considered when you were developing your performance measures, SO

you should be able to transfer the data to an established reporting system. If you are
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creating a report, keep the format simple, direct and brief while including source or

reference lists for those who would like more information.

PDAT
As part of the application for PDAT funds, you are required to report on the
previous year’s accomplishments on e-grants. This summary includes:
* number of activities completed in accordance with your 2003 PDAT plan, including
learning objectives, types and numbers of national service participants (i.e. AC*State,

AC*National, VISTA, Senior Corps, etc.), cost, effective practices gleaned, and
lessons learned;

e activities planned, but not conducted and/or completed and the reasons why;
* national providers you used; and

* results of evaluations of the year’s events and activities.

Please refer to your PDAT guidelines for the most recent reporting requirements.

Organizational

Within your organization you may deliver reports to your executive director, other
staff like program officers and fiscal officers, a board of directors, or your
commissioners. Each of these people have vested interest in how your training plan
works, though perhaps for different reasons. Thinking through the audience’s
perspective can help you deliver a sound report. For instance, a commissioner or board
member may be interested in how the plan has helped the organization meets its larger
mission statement, while a program officer may be interested in how AmeriCorps

directors are meeting compliance standards.

Other Stakeholders

There are a wide range of people who are interested in how your training plan
works outside of CNCS and your organization staff. For instance other commissions or
national directs may be performing a benchmarking study on their plan and be
investigating best practices. You may have other funders such as your state government,

foundations, or local businesses that have a vested interest in how you support your
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programs. Further, that information could be a great source of information for future
funding opportunities. Volunteer organizations, your AmeriCorps programs, other
national service programs, and state and local government agencies could all be
interested in your achievements. Preparing and publishing a simple report allows others
to benefit from your progress. Also, as an organization that uses public monies, a public
report that includes performance data justifies your budget and assures citizens that you

are accountable.

CONCLUSION

Reporting on the performance of your organization’s training plan helps you
communicate to your partners, clients and stakeholders what has gotten done. For
reasons of accountability reports need to include a summary of your data, the process for
gathering the data, and a conclusion of the analysis. Reports can also be used as an
important tool for continuous improvement. Reports allow you to track progress over

time and make good decisions on future activities.

RESOURCES
PDAT Provisions
PDAT Guidelines
USTP Guidance

SAMPLES
Reports submitted to OLDT
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