Transcript: Introduction to Performance Measurement for Senior Corps

Note: This tutorial features two presenters in fictitious roles. Don plays the role of the performance measurement “expert”, while Anna plays the role of a new Senior Corps project director.

Slide 1: Introductory Screen
Don: Welcome to the tutorial, “Introduction to Performance Measurement for Senior Corps.” This tutorial was developed by Project STAR in cooperation with the Corporation for National and Community Service.
Slide 2: Tutorial Agenda
This tutorial covers:
1. What is performance measurement

2. The uses and benefits of performance measurement for your program
3. The Senior Corps application requirements with respect to work plans

4. An overview of work plan components

5. Definitions for results—output, intermediate outcome, and end outcome
6. Examples of results for RSVP, Foster Grandparents, and Senior Companions, and
7. Additional resources

Slide 3: What is Performance Measurement?
Let’s begin by defining what we mean by performance measurement.

Anna: Performance measurement? That’s a fancy phrase. Sounds complicated. What does it mean?

Don: Well, it’s not really all that complicated. And it has some advantages, as we’ll see.

Performance measurement is the process of regularly measuring the results produced by your project.

Performance measurement allows you track the amount of work done by your project (outputs) and the impact of this work on the people your volunteers serve (outcomes).

Performance measurement involves collecting data to measure progress towards meeting project objectives.
Slide 4: What is Performance Measurement? (continued)
Anna: Okay, I think I can handle that. Tell me more.

Don: The performance measurement process consists of five steps.

The first step is planning for performance measurement. This involves developing work plans that identify community need, service activities, and inputs, as well as the outputs and outcomes you will measure to gauge the success of your project.

Anna: Yeah, work plans are a bit of a mystery to me. And I’m not sure what you mean by outputs and outcomes.

Don: Well, then, you’ve come to the right place. This tutorial is going to give you some basic information about work plans, including outputs and outcomes.
There are a few other steps involved in performance measurement. These steps are not covered in this tutorial, but let me just lay them out for you here. We have other material that addresses these steps.
Anna: Okay, tell me about these other steps.

Don: The second step is developing instruments. This involves identifying existing instruments or developing your own instruments to collect data on the people you serve—your beneficiaries. The data from these instruments provides the basis for reporting program outputs and outcomes.

The third step is collecting the data. This involves working with stations to collect raw data on your beneficiaries.

The fourth step is analyzing the data. This involves summarizing your data by calculating totals and percentages This summary information tells you if you met your performance measurement targets.

The fifth step is reporting the results. This involves writing up your results in the progress report, addressing your original performance measurement targets, and telling the story of your project achievements and challenges.
Slide 5: Uses of Performance Measurement
Anna: Okay, I’m starting to understand the performance measurement process. It seems like a lot of work! Why should I do it?

Don: Well, aside from the fact that it’s a requirement of your grant, there are advantages and benefits to performance measurement.

First, there’s internal program assessment and improvement. Performance measurement helps you clarify the purpose of your Senior Corps project and how services contribute to achieving desired results. Performance measurement helps you identify successes and areas for improvement.

Next, there’s fundraising. You can use performance measurement results to make the case for future funding. If you can show that your programs are getting results, then current funders may be more willing to continue supporting you. Your results may also help you leverage new sources of funding.

Anna: Well, it’s hard to deny the importance of funding, and more and more funders are asking us to show that our programs get results.

Don: Yes, that’s a growing trend. But there are other advantages to performance measurement.

For example, communicating with stakeholders: Performance measurement helps you to “tell your story” and build support in the community for your project.

There’s also the matter of project monitoring and technical assistance: Your state office can use your performance measurement information to identify technical assistance needs for your project.
Finally, there’s Corporation Reports and Publications: The Corporation uses project performance information when compiling budget requests, annual reports, evaluation reports, and other important documents.
Slide 6: Requirements for Impact Work Plans

Anna: Okay, you’ve made a pretty persuasive case for why I should do performance measurement. So, where do I start?

Don: Well, it all starts with planning for performance measurement. And a big part of planning is developing your work plans. Let’s review the work plan requirements for all Senior Corps grantees.

You are required to identify 3 to 5 results as performance measures in at least 1 and no more than 2 impact-based work plans.

The results you label as performance measures must include one output, one intermediate outcome, and one end outcome. It is recommended that you simply mark all 3 results in the same work plan.

For each result you label as a performance measure, include information about the indicator, target, and how it will be measured.

Finally, make sure you account for all enrolled volunteers in work plans.

Anna: ALL my volunteers?

Don: Yes, but remember that some volunteers can be accounted for in non-impact work plans. For information, see the tutorial, “Three Types of Work Plans.”

Anna: Okay, so how do I develop work plans? What do they look like?
Slides 7-15: Impact Work Plan Overview

Don: Here’s the layout of the impact work plan.

It’s a document that describes the community need your volunteers will address, the service activities and inputs that make up your action plan, and the anticipated results, including output, intermediate outcome, and end outcome.

Depending on the size and scope of your Senior Corps project, you may have 1, 2, 3, or more impact work plans, each one describing specific service activities of your volunteers, and intended to produce measurable results that address an important need in your community.

Now let’s zoom in and take a closer look at each piece of the impact work plan.

The first section of the work plan is where you identify the Issue Area and Service Category using drop-down menus, and where you fill in numbers for anticipated stations, volunteers, and people served.
Next, comes the Community Need statement, where you describe your community’s characteristics and unmet needs, and explain why the service activity is being conducted.
After that comes the Action Plan, consisting of the Service Activities and Anticipated Inputs.
The Service Activities describe what your Senior Corps volunteers will provide in order to address the community need, including the who, what, where, when, and how of these activities.
The Anticipated Inputs are the resources used in these service efforts, including estimated volunteer hours, volunteer training, stipends, and other material resources.
The remaining sections of the work plan identify the intended results of the Service Activities. These are Output, Intermediate Outcome, and End Outcome.

The Output is a count of the amount of service that Senior Corps volunteers complete. The Output does not provide information on benefits to or other changes in the lives of the people you serve—your beneficiaries.
The Intermediate Outcome specifies a change that will occur in the lives of beneficiaries, but is short of a significant benefit.
The End Outcome specifies a significant change that will occur in the lives of beneficiaries.
All results are to be tracked and reported on at least once per year.

Finally, if you check the performance measures box in your application for a particular work plan, you will be asked to include numerical targets and information about how you plan to measure results.

Slides 16: Anticipated Results—Examples for Senior Corps

Anna: Wow, that’s a lot of information to absorb! And I’m still not sure I understand outputs, intermediate outcomes, and end outcomes.

Don: We’ll we are going to conclude this tutorial by looking at some examples of results for Senior Corps programs. I’m also going to point you to some additional resources.

Keep in mind that the examples you are about to see do not show complete work plans. Instead, they show the service activity and the anticipated results.

Anna: Where can I find complete versions of work plans?
Slides 17: Project STAR online Resources

Don: Just visit Project STAR online. Go to www.nationalservice.gov/resources.
You can download many sample work plans from the work plan library. To find them search for “work plan library”.

You can also learn more about work plans by looking at other tutorials developed by Project STAR. To find them search for “senior corps tutorials”.

You can also learn about work plans and other aspects of performance measurement from the Senior Corps Toolkit. To find the toolkit…

Anna: Wait! Wait! Don’t tell me. Do I search for “senior corps toolkit”?

Don: Right again!
Anna: These seem like great resources! Before we look at the examples, can you please tell me a little more about intermediate outcomes and end outcomes? I still find this kind of difficult to understand. Some basic rules would really help me get a better handle on this.

Slides 18: Intermediate Outcomes and End Outcomes—Rules of Thumb
Don: Absolutely! Here are some rules of thumb.

· Intermediate outcomes usually refer to changes in a person’s state of mind. These changes can include increases in knowledge and awareness, or even an improvement in attitudes.
· End outcomes usually refer to outwardly observable changes. These changes include the ability to demonstrate new skills, or improvements in behavior. End outcomes can also refer to improved conditions for the people your volunteers serve.
· Finally, end outcomes are more likely to address the community need identified in your work plan.

Remember, these just some rules of thumb, so be flexible in applying them.
Anna: Still, these rules seem quite useful for telling the difference between intermediate outcomes and end outcomes.

Don: Yes.
Slides 19: Anticipated Results—RSVP Example
Don: Okay, now for some examples of results. This first example is for RSVP.

The service activity is that 115 RSVP volunteers will lead Bone Builder Exercise classes for seniors.

Anna: Oh, yeah, our project does this. These classes are designed to combat osteoporosis.

Don: Right. The output is that 700 seniors will participate in at least 25 Bone Builder Exercise class sessions led by RSVP volunteers.

The intermediate outcome is that 75 percent of seniors who attend at least 25 sessions will increase arm and/or leg strength by 20 percent.

Anna: This seems like the kind of improvement that would tell us that a majority of participants are making progress.

Don: Right, but this isn’t necessarily what you’re hope to achieve by the end of the year, is it?

Anna: No, we want the seniors to actually increase bone density.

Don: Well, then that would be your end outcome. For example, you might want to say that by the end of the year two-thirds of seniors who attend at least 25 sessions will increase bone density by 3 percent from pretest to posttest. This is a significant change that addresses your original community need.
Slides 20: Anticipated Results—Foster Grandparent Example

Don: Now let’s look at an example for Foster Grandparents.

Anna: Wait! Wait! Can I do this one?

Don: Oh, okay!

Anna: The service activity is that 35 Foster Grandparents will tutor elementary school students in reading skills.

The output is that 70 elementary school students will receive at least 30 hours of tutoring in reading skills.

Don: Notice that the output does nothing more than provide evidence that the activity did occur.

Anna: Right, we don’t address the real benefits of the service until we get to the outcomes.

Don: Hey, I think you’re starting to get the hang of this!

Anna: Yeah, just let me finish…

The intermediate outcome is that 80 percent of tutored students will improve attitudes towards reading by 10 points from pretest to posttest. This outcome tells us that something has improved for the people we serve.

Don: Right, but this is short of what you hope to achieve by the end of the program year.

Anna: Uh-huh.
The end outcome is that 70 percent of tutored students will achieve a passing score on the reading skills assessment. This seems like a significant change because it tells us the students have actually improved their reading skills.

Don: Bravo!

Anna: Are you being sarcastic?

Don: Who, me?

Slides 21: Anticipated Results—Senior Companion Example

Anna: Okay, mister expert, you can do the last one.

Don: Thank you. The last example is for Senior Companions.

The service activity is that 10 Senior Companions will provide respite services to caregivers who look after home-bound elders.

Anna: In this example the caregivers benefit directly from services provided by Senior Companions.

Don: Right. The output is that 40 caregivers will receive weekly respite assistance for at least 16 weeks.

The intermediate outcome is that 60 percent of caregivers will maintain or improve emotional and physical health.

Anna: This outcome would tell me that caregivers are under less stress because a Senior Companion is there to help them share the load.

Don: Right your are! The end outcome is that 60 percent of caregivers will be able to continue providing care to homebound elders for at least the next 6 months. This result is significant because it means that elders can continue living at home.

Slides 22: For Further Assistance

Don: This concludes the tutorial.

Anna: We hope you had as much fun as we did!

Don: Fun... Yeah… Anyway, for further assistance, contact your Corporation State Office, or contact Project STAR. You can reach us by phone, Monday through Friday, 8 AM to 5 PM Pacific Time, at 1-800-548-3656. You can email us at star@jbsinternational.com. And, you can check out our resources on the web.

Anna: Bye now!

[END]
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