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Welcome, introductions, etc.



Introductions 
 
Governor’s Office of Community Service 
leading the call: 
 Rebecca Steele 
  
 
2012 Competitive Applicants 
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Who is on the call today? Attendants:Samantha - HELPHolly - Energy CorpsJake – YASCEric – Campus CompactNancy Matheston – CommissionHeather – St. VincentKatie – Montana State Parks AmeriCorpsKatie – Campus CorpsJono – MCCAlison – Montana Legal Services Al – Energy CorpsDanielle – Montana Youth HomesApril – St. VincentsKrista - HELPTony – OCSCecilie – Food Corps



Performance Measurement 
On the call we will: 

• Review Theory of Change  

• Define performance measurement 

• Explain how performance measurement and evaluation are 
different 

• Define outputs, outcomes, and other terms used in 
performance measurement 

• Review the performance measurement requirements for 
AmeriCorps grants 
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Learning objectives for today’s call.Note this repeats much of what was presented at the grantee meeting.



Review—Theory of Change 

A theory of change looks at cause and effect relationships and 
identifies specific interventions to achieve the desired outcome. 

 If X → Then Y 
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A theory of change uses cause and effect logic to specify the change that will occur as  a result of a particular intervention.  In the case of AmeriCorps,  if members service activity (X) is delivered,  then the change (Y) will happen  directly improving the community need defined by the program.



Theory of Change 

• 3 Components =Problem, Intervention, and Outcome 
 
o The need (problem) 

 
o The AmeriCorps member activities and the activities of the 

community volunteers who are supported by AmeriCorps 
members (intervention) 
 

o The change that happens because of the intervention 
(outcome) 
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A theory of change has three components: the problem, the intervention and the outcome.  Remember a theory of change uses evidence to articulate a set of assumptions about the cause and effect relationship.  Specifically, evidence is used to articulate why the intervention is likely to cause the outcome.Note: the intervention describes what members will be doing and applicants should provide detail in the narrative including duration and frequency… Does the intervention need to be explained in PM and narrative



Theory of Change 
Applicants are asked to describe, provide data, and link four 
major elements within the narrative:  

(1) the problem(s) identified,  
 

(2) the solution that will be carried out by AmeriCorps members 
and community volunteers,  
 

(3) the ways in which AmeriCorps members are particularly well-
suited to deliver the solution, and  
 

(4) the anticipated outcomes. 
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Applicants are asked to outline their theory of change in the application.  Specifically…the problem(s) identified,  the solution that will be carried out by AmeriCorps members and community volunteers, (3) the ways in which AmeriCorps members are particularly well-suited to deliver the solution, and (4) the anticipated outcomes.Note: the Theory of Change should be developed prior to creating Performance Measures 



What is performance 
measurement? 

Performance measurement is the process of regularly measuring 
the amount of service done by your program and the outcomes 
affecting your program beneficiaries.   
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So, now that we’ve reviewed the concept of a theory of change lets move to performance measurement.  There are three key components in this definition:Regular measurement (Performance measurement provides a snapshot of where you are at a given moment in time)Amount of service (frequency and duration) Outcomes (change) that results from this service



Measuring Change 
Performance Measurement 

• Captures near term changes 

 

Evaluation 

• Captures lasting changes and attempts to demonstrate cause 
and effect between intervention and outcome 
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CNCS measures the impact of a program in two ways, first through performance measurement and second through evaluation.  



Relation to  
Theory of Change 

The most important difference between performance 
measurement and evaluation is that evaluation seeks to “prove” 
the theory of change (X → Y) and performance measurement 
does not. 
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So the main difference between performance measurement and evaluation is that evaluation seeks to “prove” a theory of change, and performance measurement does not.  



Causality vs. Impact 
• Performance measurement can show impact (a change 

occurred) but not causality (the change occurred because of 
the intervention) 

• Performance measurement does not seek to “prove” a theory 
of change 
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Presentation Notes
Another way to look at this,  performance measurement can show impact—specifically, it can show whether a change occurred.  But it can’t show causality, meaning that it can’t show that the change occurred because of the intervention.So why are we talking about this during a PM call?Because PM’s don’t prove a theory of change, applicants must provide data that will prove there is a connection between the PM and the community need. Jono – difference between PM and evaluation – use evaluation as data to support project Member development measures…



Evidence and  
Performance Measurement 

• If the evidence for an intervention is strong, performance 
measurement helps show the program is on track. 

• If the evidence is weak or not well-defined, performance 
measurement can provide evidence that a change occurred. 
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If the program has a solid theory of change, there is an expectation certain outcomes will result from the intervention.  Performance measurement gives the program an opportunity to see whether the expected change is happening.  If it isn’t, that may signal there is a problem with the delivery of the intervention.  	Maybe the intervention is being delivered at a lower “dosage” (frequency, intensity, duration) than necessary.  	Maybe the actual delivery of the intervention is not taking place the way the intervention was planned.If delivery is not the problem it may be evidence that the theory of change on which performance measures are based is wrong. Even if the evidence for the intervention is not well-defined, performance measurement still plays a role in demonstrating impact.  	PM’s can provide evidence a change occurred; therefore, they provide evidence to support your theory of change going forward.Note: existing programs should use their performance measures as a piece of evidence for their theory of change. New programs should site research to support their theory of change.



Question 
 

If performance measurement doesn’t prove that my intervention 
worked, then why do it? 
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Lets look a little more closely at why performance measurement is important.



Why Performance 
Measurement? 

• Improve performance 

• Inform decision making 

• Demonstrate accountability (internally and externally) 

• Justify continued funding 

• Enhance customer service 

• Improve quality of services 

• Set targets for future performance 
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Some of the many ways that performance measurement can help programs.  Make changes to the intervention based on what you learn about how you’re doing If you’re not achieving the results you planed for, look at modifying the program designShow impactPerformance measurement can help you improve the quality of the services you provide but it can also help you set targets for future performance by establishing a baseline.



Outputs 
Outputs are counts of the amount of service that members or 
volunteers have completed.  They do not provide information on 
benefits to or other changes in the lives of members and/or 
beneficiaries. 
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Definition:Outputs are counts of the amount of service that members or volunteers have completed.  They do not provide information on benefits to, or other changes in, the lives of members and/or beneficiaries.In other words, outputs tend to be the things that are easy to count.  They tell you how much you did, but they don’t tell you whether a change occurred.  It is important to note, that outputs can be very useful in measuring efficiency as well as retention.  For instance, a program might look at its average cost per beneficiary.  



Sample Outputs 
• Number of students who complete participation in 

an AmeriCorps education program 

• Number of veterans engaged in service opportunities 

• Number of individuals receiving support, services, 
education and/or referrals to alleviate long-term 
hunger 
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What do these outputs have in common?Answer: They don’t tell us whether the service completed resulted in a change for the beneficiaries of that service.Counting butts in seats 



Outcomes 
Outcomes specify changes that have occurred in the lives of 
members and/or beneficiaries.  They should be: 

• Realistic 

• Measurable during grant period 

• Relevant to theory of change 
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Outcomes specify changes that have occurred in the lives of members and/or beneficiaries.  CNCS requires that outcomes be measurable during the grant period.  Outcomes are reported on an annual basis with applicants setting annual targets. Outcomes should be a measure of the change outlined in your theory of change. 



Outcomes—ABC’s 
Outcomes measure changes in: 

 Attitude 

 Behavior 

 Condition 

 

Most programs should aim to measure a quantifiable change in 
behavior or condition 
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Outcomes measure changes in attitude, behavior, or condition.The Corporation wants programs to capture significant changes in the lives of beneficiaries. The closer a program can come to measuring long term change, the stronger it will be.Most programs should aim to measure a quantifiable change in behavior or condition.  Outcomes that measure attitude and knowledge are less compelling than those that measure changes in behavior.Cicilie  - Behavior change – children's vs landscape – hard to get data to support  



Aligned Performance 
Measures 

Applicants are required to create at least one aligned 
performance measure to capture the measurable outcome of 
their primary service activity.  Applicants may create additional 
performance measures provided that they capture significant 
program activities and outcomes. 

 -- 45 CFR § 2522.620 
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So we have looked at the big picture of performance measurement and now we’re going to shift gears and get into the nuts and bolts.  Read Corporation requirement for performance measurement.  Jono – comments from legislation on creating additional PM’s Aligned PM -  now output, some sort of outcome – yes 



Aligned Performance 
Measures 

An aligned performance measure has two components: 

• Output 

• Outcome 
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Outputs = countsOutcomes = change in attitude, behavior or condition resulting from the number counted in the OutputThe result of outcome affects the community need being addressed in the theory of change Jono – one or two outcomes – yes you can have 



Aligned Performance 
Measure 

Output: Number of children  and youth receiving 
nutrition education with the purpose of reducing 
childhood obesity 

 

Outcome A: Number of children who demonstrate 
increased knowledge of healthy nutrition 

 

Outcome B: Number of children who report eating 
more fruits and vegetables 
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Here is an output and two outcomes that could align with the output.  What do you think of these outcomes?  Why might we choose one rather than the other?  Are there other possible outcomes that would be better?Outcome A measures an increase in knowledge, which is less desirable than a change in behavior.Outcome B measures a change in behavior, but the way the outcome is written, it appears that this will be self-reported.  Eric- can you select both?



National Performance 
Measures 

• Priority measures will be aggregated across CNCS programs 

• Other National Performance Measures will be aggregated 
across AmeriCorps programs 

• Remember that all national measures must be measurable 
during the grant period 
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CNCS has developed priority measures to aggregate the outcomes of national service programs across the agency, including AmeriCorps State and National, NCCC, VISTA and Senior Corps.  AmeriCorps State and National has developed additional national performance measures for its programs.  The 2012 NOFO and Performance Measures Instructions (for each focus area and capacity building) explain how to select and align national measures.Note: Capacity Building must increase non-profit’s ability to serve after the member has gone (sustainability)You are strongly encouraged to utilize the national performance measures when they fit your program model.  In some cases, you may be required to select priority measures.  Consult the NOFO and Performance Measures Instructions for more details.



Performance Measure 
Assessment Criteria 

• Measures align the community need, member activities, and 
desired change in beneficiary behavior or condition  (theory 
of change) as described in the narrative 

• Outputs and outcomes are correctly matched   

• Measures utilize rigorous data collection methods to 
demonstrate significant outcomes (rigor and quality) 
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1) Is the performance measures aligned with the theory of change described in the narrative?2) Are the outputs and outcomes are correctly aligned?	output – students tutored in reading	outcome – percent of students who scored higher in reading3) Are the performance measures of a high quality and does the program use rigorous data collection methods and instruments to measure their outcomes?  In addition, the outcome(s) identified should be a change that is worth measuring.Eric – allignment – volunteer generation requirement 



Alignment with Theory of 
Change 

• Choose an intervention that will lead to the specific desired 
outcome 

• Choose outcomes that are likely to result from the 
intervention 

• Consider design, frequency, intensity, and duration of the 
intervention 
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Now we’ll look at each of the criteria in a bit more detail.Alignment with Theory of ChangeOnce you find an intervention and outcome that strongly tie together consider the frequency, intensity, and duration of the intervention necessary to result in the outcome



Alignment of 
Outputs/Outcomes 

• Performance measure has an output and an outcome 

• The outcome is logical and reasonable given the intervention 
and output 

• The output and outcome measure the same beneficiary 

• National measures aligned as directed by CNCS 
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Give me an example of a poorly aligned output and outcome?Give me a good example?



Rigor and Quality 
• Data collection methods and instruments are sufficiently 

rigorous 

• The outcome captures a change worth measuring 
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Capturing Change, The so what…Are the measures you select appropriate for the change you want to show?Is the change worth measuring?Are you measuring a change that will directly impact the community need you addressed and will the member activity create that change?



Assessment Checklist 
 

The AmeriCorps State and National Performance Measurement 
Assessment Checklist is used to assess the alignment and quality 
of performance measures. 
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Assessment checklist is used by CNCSExternal reviews do not receive a copy of the applicants performance measures or budget.Remember: Don’t assume the grant review knows your program. Best Practice: have someone not familiar with your program to review the application for clarity based solely on the narrativeWould anyone like to see a copy of the assessment checklist?



Data Collection and 
Reporting 

Things to think about: 
• What are the best methods and instruments to collect the data I need?  

(Surveys, pre-post tests, activity logs, etc.) 

• If data collection is done by partners, how will I get access to this data?  
Will I have it when I need it? 

• What baseline data do I need?  When and how will I collect it? 

• Who will aggregate and analyze the data after it is collected?  How much 
time will this take? 

• If I am developing my own instruments, when will I pilot them? 

• How will I ensure that instruments are reliable and valid? 

• How often will I need to collect data (Beginning, middle and end of year?  
Quarterly?) 

• How can I make sure data is collected uniformly across sites? 
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Once you have identified your outputs and outcomes, it’s time to start thinking about data collection and reporting.



Tips 
• Theory of change and performance measures 

should lead the narrative  
• Use ‘Strategy to Achieve Results’ section to connect 

the narrative to the PM statements 
o Restate the intervention, frequency, duration 
o Explain the instruments to collect data   
o Define terms such as ‘successfully completed’ 

• Common pitfalls with instruments and evidence 
o Not tested ahead of time 
o Tool doesn’t’ measure what it is suppose to  
o Biased questions 
o Key: don’t just ask someone if they feel they improved, look for facts to 

prove it 
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Thank you



Questions 
Keep it simple:  
 
Members will _____ (intervention)  
in order to serve _____ (output)  
and improve _____ (outcome). 

29 

Presenter
Presentation Notes
Jono – technical entering PM’s – outcomes raw numbers Eric – Commission been collaborating with national members Eric – definition of youth – pre k, k-12 youth, disadvantaged youth – Look UP! What does CNCS define as “Youth”Jono – environmental stewarship tier three weatherizaiton mesasures – EN1 environmental stewardship Opt in but can’t meet the standard new until
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