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CLASS OUTLINE 
Session Outcomes 
Participants will learn how to: 

a. The purpose, foundation, and benefits of organizational performance management practices, 
including performance measurement 

b. Ways to deliberately identify and implement performance measures related and aligned to 
organization mission and goals 

c. How to determine standards and targets for each measure of performance, and analyze data to 
identify performance gaps  

d. The most effective approach to ensure sustained performance measurement throughout the 
organization 

e. How to engage employees in the process to ensure everyone is focused on achieving outcomes 
and results 

Welcome, IntroductionS, and Announcements - Brent and Janet  - ½ Hour 
 
 
1.  Understanding organizational performance management  - ½ Hour 

a. The importance of evidence-based decision making  - Brent 
b. Settling on a consistent and intelligent approach, and point of view - Brent 
c. Steps in the organizational performance management process – Janet  

 
2.  Identifying measurable results aligned to mission and objectives – 1 ½ hours 

a. Start with the end in mind:  Results/Outcomes  - Janet  
Video:  Start with Why, Simon Sinek 

b. Writing a clear, concise mission statement, and measurable outcome/results statements – Janet 
Exercise:  Write mission statement, use template, and review against common criteria 

c. Understanding alignment: from resources to results – Brent 
Group Exercise:  What’s your strategy? Fill out alignment model 

d. Criteria for avoiding common problems, e.g., weasel words, action items - Janet 
 
BREAK – 15 minutes 
 
3.  Designing and implementing meaningful performance measures – 1 hour 

a. Why measure performance?   
Discussion:  What are the most common challenges and why? 

b. Types of measures – Brent 
Exercise: Identifying measures for your area  

c. Identifying the best outcome measures – Janet 
Exercise:  Best Available Evidence. Measure Design Template  

d. Implementing the measures – Janet 
Review:  Data Dictionary Form 

 
 
LUNCH – 1 Hour 
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4. Visualizing, analyzing, and reporting performance results – 1 ½ hours 

a. Targets, standards, benchmarking - Brent 
b. Importance of proper visualization for analysis - Janet 
c. Identifying signals in the data – Janet 

Exercise: Analyzing data sets 
d. Best practices in reporting findings to external stakeholders - Brent 

 
BREAK – 15 minutes 
 
5.  Engaging Staff and Leadership in the Process – Brent –1/2 hour 

a. Conducting performance dialogues with staff - Janet  
b. Performance review sessions - Janet 
c. Keys to achieving benefits from performance measurement - Brent 
d. Focusing your organization on results - Brent 

Discussion: What is your role?  
 
6.  Wrap-up – ½ hour 

a. Five Keys to Aligning Performance Measurement to Mission Goals and Strategy – Janet 
Discussion: Where do you go from here?  
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Mission Statement Template 
 

 

 

The Mission of ________________________ 
    (name of department, unit, group) 

 
is to provide ____________________________ 
    (summary of services) 

 
to /for ________________________________ 
   (specific organizations or customer group) 
 
so ___________________________________. 

   (result or end state that occurs) 
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           EXERCISE:  “Where’s the Weasel Word?”   

Working with a partner, circle the “weasel” words in the following statements: 

 

1. “Achieve the highest levels of operational efficiency and effectiveness in all that we do.”  
A bank in the US. 

2. “Capture and leverage solutions knowledge.”  Software company. 

3. “Improve sustainability and livability of communities.”  Privately held architecture 
company. 

4. “Communicate and lead at all levels.”  Non-profit organization IT department . 

5. “Enhance the quality and consistency of the services we provide.”  Government entity. 

6. “Optimize opportunities to enrich the experiences of our customers.”  Call center. 

 
Quick Steps to correct your goal/outcome statements, follow these steps: 
 

1. Write it down. 

2. Highlight the “weasel”, vague, action or multi-barreled words 

3. Ask the people who wrote them what it meant to them 

4. Break the statement down into pieces.   

5. Write new clear definitions 

6. Check again for more weasel words 

7. Re-word the goal/objectives/outcomes 

Here’s an Example:   

Original Goal:  “Strengthen staff engagement and learning outcomes” 

• Strengthen  =  get more 
• Engagement  =  participation in training activities 
• Learning outcomes  =  helps them with their job 

Clearer Goal:  “(More) Staff get training that helps them with their jobs” 

 

  

Can you visualize in 
some way the 

outcome as it is 
happening? 



10 
 

 

 

NOTES 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

  



11 
 

 

 

NOTES 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 



12 
 

Types of Performance Measures 
Generally, measures can be categorized into five different types:  

1.  Inputs: Resources (i.e., dollars, equipment, employee time) used to produce outputs and outcomes.  
  

Examples: Number of staff with advanced degrees 
     Number of computer work stations 

2.  Outputs: The completed products and services delivered, i.e., the output of work done (or number of 
people served) by the organization.  Should reflect what the customer receives. 
  

Examples: Number of traffic signals installed 
      Number of immunizations received 

    Number of house fires extinguished 
    Number of employees receiving training 

3.  Quality: Service quality characteristics are a special type of intermediate outcomes.  This category of 
performance indicator refers to the quality of the service that customers received; or how well a 
program delivered a service, based on ratings from customers.  
  

Examples:  Accuracy rating of data entry 
      Customer perceptions of professionalism with which service is delivered  

   Customer satisfaction with timeliness of service delivery 
 

4.  Efficiency: The relationship between the amount of input (usually dollars or employee-hours) and the 
amount of output or outcome of an activity or program.  
  

Examples:  Cost (or expenditure) per service delivered 
      Average number of labor hours to complete an inspection 

5.  Outcomes/Results: Events, occurrences, or conditions that are outside the activity or program itself, 
and that are of direct importance to customers and the public generally.  An outcome indicator is a 
measure of the amount and/or frequency of such occurrences, and the change that occurs. It should 
reflect benefits or changes in customer experience or community conditions, and provide evidence tht 
the outcome is occurring over time.  While outputs are what work the organization does, outcomes are 
what these outputs accomplish. 
  

Examples:  Percent of children who increased their levels of exercise 
      Percent of job seekers obtaining a job within 30 days of receiving training 
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Components of an Outcome Measure 
 

An Outcome measure is a comparison that provides objective evidence  
of the degree to which a performance result is occurring over time. 

 

A few key words:   

1.  COMPARISON.  A single number can never be a performance measure because there’s nothing to 
compare it to, to help you decide if it’s good or bad or in what direction it’s changing. You need to be 
able to compare current actual performance with either an ideal or desired level of performance, or 
historic performance, or both (ideally).    

2.  OBJECTIVE EVIDENCE.  Performance measures need to have enough accuracy and reliability to be 
trusted as information that will lead to a better decision than no decision or an uninformed decision.  
They should be based on observable, objective evidence that gives a reasonably reliable picture of what 
performance currently is.  

3.  DEGREE.  The way we design measures can impact on the granularity – or sensitivity to change—that 
those measures are capable of showing.  It is important to measure a sufficient degree of granularity to 
detect any small but important changes in performance that you might need to respond to.   

4.  PERFORMANCE RESULT.  We measure a lot of things, but not everything that can be counted is a 
“performance measure.” Not all measures need the same amount of our time and attention.  
Performance measures are the subset of measures that track the performance results that are biggest 
priorities right now.   

5.  OVER TIME.  Unless you design measures that give you regular feedback through time, you’ll be faced 
with too little information, too late. You won’t get the information that will help you fine tune your 
activities, programs, processes, etc., to ensure they actually do produce the improved results they were 
supposed to. 
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PEX Measure Design Template—Instructions  
Use this form for when you are considering potential measures  

 

begin with the 
end in mind 

• [write down the result you want to measure] 

• [write what you want to create, not what you want to avoid] 

be sensory 
specific 

• [what would people see, hear, feel or do if this outcome were actually happening?] 

• [avoid using inert language like “enhanced” or “effective” or “accountable” – use 
sensory rich language as it will be easier to design measures for] 

• [revise your list when you are done, to remove duplicates and to keep only the 
sensory statements that best collectively describe your result] 

find potential 
measures 

potential measures (pieces of evidence) S F 

1. [go back to the ‘be sensory specific’ section and list the things you 
could potentially physically count as evidence of the outcome] 

  

2. [for each piece of evidence you list, rate its strength relative to your 
outcome, and its feasibility in being brought to life, as High, Medium 
or Low] 

  

3. [include any measures that might be drivers of the outcomes; 
companion measures to tell a complete story; or cause-effect—when 
one improves another will decline] 

  

4.  
  

5.  
  

6.  
  

7.    

check the 
bigger picture 

• [what could be the unintended consequences of achieving this outcome?] 
 

name the 
measure(s) 

• choose the measures above that rated highest for both strength and feasibility – aim 
for only 1, 2 or at most 3 measures 

• decide what to call the measure, being informative and succinct, and describe it in a 
sentence to make its meaning clear 

 

  (over) 
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PEX Measure Design Template 
begin with the end 
in mind 

(outcomes you want 
to measure) 

 

be sensory specific 
(what would people 
see, hear, feel or do if 
this outcome was 
actually happening?) 

 

find potential 
measures 

(things you could 
potentially physically 
count as evidence of 
the outcome; drivers 
of the outcome; 
companion measures 
that are part of the 
story; or cause-effect 
measures ) 

potential measures (pieces of evidence) Strength 

(High 

Medium, 
Low) 

Feasibility 

(High 

Medium, 
Low) 

1. 
  

2. 
  

3. 
  

4. 
  

5. 
  

6. 
  

check the bigger 
picture (unintended 
consequences of 
achieving the result?) 

 

name the 
measure(s) (be 
informative and 
succinct) 
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Performance Measure Data Dictionary [Instructions] 
This template for defining all the elements of a performance measure.  Includes details about what is 
being counted, source, frequency, etc.  These forms should be retained while the measure is in use.   

 

Measure Name [Name of the measure that clearly articulates what is being measured]  

Outcome for 
which this 
measure 
provides 
evidence  

[The Outcome for which this measure provides observable evidence. Should be 
sensory specific, that is, what would people see, hear, feel or do if this outcome were 
actually happening.   Written as an end state, not an activity to be completed]. 

Description of 
the measure 
(should include 
the statistic and 
attribute data 

[the description of your measure that includes the parameters of exactly what is, and 
how it is, being counted} 

Statistic 
(average, 
percent, total 
count, ratio) 

 [Formula: if the measure is an average, percent, ratio, or some 
other calculated metric, describe exactly how your measure’s 
values are being calculated, specifically identifying each data item 
that is required in the calculation] 

Frequency of 
data collection 
(monthly, quarterly, 
annually): 

[how frequently the metrics will be reported] 

Source(s) of 
the data (be 
specific ) 

[be specific about the source of the data, i.e., don’t just name a database, provide 
enough information so that anyone can replicate what is being reported] 

Owner(s) performance owner(s): 
(persons responsible for 
using the measure) 

[who is responsible for tracking this measure, interpreting its 
signals, and initiating action in response to those signals?] 

data owner(s) (persons 
responsible to data 
definition and collection) 

[who is responsible for ensuring the data are provided for 
this measure?] 

Notes (include 
any additional info 
that will help 
explain what is 
being collected) 
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Performance Measure Data Dictionary Form 
This template if for defining all the elements of the performance measures.  Includes details about what 
is being counted, source, frequency, etc.  These forms should be retained while the measure is in use.   

 

Measure Name 

 

 

 

Desired outcome 
for which this 
measure provides 
evidence  

 

 

Description of the 
measure  

 

 

Statistic (average, 
percent, total count, 
ratio) 

 Formula (how are the values being calculated, e.g. numerator/ 
denominator): 

 

Frequency of data 
collection (monthly, 
quarterly, annually): 

 

Source(s) of the 
data (be specific ) 

 

Owner(s) performance 
owner(s): (persons 
responsible for 
understanding and 
using the measure in 
decision making) 

 

data owner(s) 
(persons responsible for 
data definition, 
,collection, and 
reporting) 

 

Notes (include any 
additional info that will 
help explain what is 
being collected) 
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