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High Quality Performance Measures
Alignment of Intervention and Outcome
Special Note
This skill building activity focuses on the logical connections or alignment of performance measures. It can be used to apply the concepts and principles covered in this module to real world situations.

Introduction
This exercise allows learners to review sample interventions and outcomes to decide if the pairs are aligned and if not, identify any disconnections.

Key Points and Definitions
Review alignment. In the performance measurement world, alignment is the proper or desirable coordination or relation of components. Look for logical progression and inter-relationship.
Look for a logical flow between the need, intervention and outcome (theory of change).
· Start with the community need or problem. Be clear about the extent and severity of the problem. Why are you are implementing the program? 

· Connect the outcome to the need/problem. What change do you want to see? The important outcome or change should address the identified need or problem.

· Keep the outcome closely aligned to the intervention. The intervention is designed to address the need or problem. Ensure that the outcome makes sense given the intervention. A particular intervention may generate a number of short and long term outcomes. When selecting the outcome for performance measurement, consider the intervention dosage
 and determine the outcome most directly resulting from the intervention. A conflict resolution project for 5th graders would be ill advised to claim an outcome like “improved academic performance”. However, “decrease in physical aggression at recess,” might be appropriate if the problem has been identified as playground aggression and the intervention is teaching ways to resolve conflicts peacefully during playtime.
Look for alignment between the output and outcome. 
· The output should flow logically from the intervention, and the outcome should flow logically from the output.

· The output and outcome should measure the same intervention and group of beneficiaries.

Sticking Points and Common Issues

Below are some issues that may come up as learners consider the material, along with notes on how to respond to these issues.
How do we know that our intervention is causing the outcome? We are tutoring in reading but there is another tutoring program in the school and some of our kids go to that one too, so how do we know our intervention is the cause of the outcome?
Programs often wonder about attribution: Are you claiming too little or too much given your intervention? How do you know what your contribution is? First, your theory of change helps you put forth a logical cause-and-effect rationale as to what the realistic outcome expectations are given the documented need and your evidence-based intervention. The same evidence you used to support your intervention probably provides information on the kinds of outcomes you could expect. Make sure your outcome is closely tied to or aligned with your program intervention. What will be the direct result? So, for instance, if you are working on oral reading comprehension and phonetics with 2nd graders, then those are the skills that you will measure, as opposed to trying to assess another area such as creative writing, which is not part of your intervention. Likewise, trying to claim gains in all areas of language arts would not be aligned with the intervention.
I want to use the national performance measures but I’m not sure my intervention is exactly aligned with the required outcome. How important is that?
It is very important that the intervention (what you are doing) and the outcome (what you hope changes) are closely aligned. Disappointment is sure to follow if you try to measure an outcome that cannot occur given the intervention. Your desire to use the national performance measures is to be applauded but look closely at the accompanying instructions first. If alignment is an issue, talk with your program specialist/program officer. Depending on your Program (AmeriCorps, Senior Corps, VISTA), you may have the ability to generate your own performance measure with the outcome you believe is most significant AND most aligned with your intervention. Likewise, if your reflection leads you to believe that required outcome makes sense for your program; you may consider what could be changed in the intervention to successfully accomplish that outcome.  
Exercise
Instructions: Read each abbreviated example and decide if the intervention and outcome are aligned. Does there seem to be a logical relationship between the intervention and the outcome? Will the outcome occur because of the intervention? If they are not aligned or you aren’t sure, explain your answer.
1. Intervention: A National Service program teaches financial literacy - understanding credit scores, completing loan applications - to economically disadvantaged adults.
Outcome: Participants increase deposits to savings accounts.

( Aligned 

( Not aligned

( Not sure; not enough information
If you checked “not aligned” or “not sure”, explain:

2. Intervention: A National Service health education project teaches nutrition, how and where to shop for healthy foods, how to cook healthy meals, and provides a bag of produce from the community garden once a week.

Outcome: Participating families increase healthy food intake.

( Aligned 

( Not aligned

( Not sure; not enough information

If you checked “not aligned” or “not sure”, explain: 


3. Intervention: National Service participants recruit, train, and support teams of volunteer community leaders who in turn, host neighborhood food drives to support the food bank. 
	Outcome: Increase in pounds of food donated to support the food bank, as a result of community capacity building.  


( Aligned 

( Not aligned

( Not sure; not enough information

If you checked “not aligned” or “not sure”, explain:


Answer Key and Points to Consider
1. Intervention: A National Service program teaches financial literacy - understanding credit scores, completing loan applications - to economically disadvantaged adults.
Outcome: Participants increase deposits to savings accounts.

( Aligned 

( Not aligned

( Not sure; not enough information
If you checked “not aligned” or “not sure”, explain: The financial literacy skills being taught, including understanding credit scores and the loan application process, do not lead to increasing deposits into a savings account. Given the population – economically disadvantaged individuals –even an expanded intervention including information on how to use a savings account will not lead to the outcome if the participants do not have “extra” money.
Learners may also choose “not sure/not enough information”.
FOLLOW UP DISCUSSION:

Aligning the intervention with the outcome. Let’s say the program does want to pursue the outcome, “economically disadvantaged individuals increase deposits to saving accounts”. Brainstorm with the group about what might need to happen to ensure this behavior outcome. For instance:
1. Target population. It would be important to check to make sure the context of the targeted beneficiary population is such that the problem can be addressed successfully. If a large proportion of the economically disadvantaged population is unemployed and thus have no income, then an expectation of increased in savings would be out of alignment with what the financial literacy intervention could realistically affect.
2. Intervention strategy and dosage. Programmatic components necessary to achieve the outcome might include information and practice in:

· Household budgets and where to achieve cost savings
· Benefits of financial institution accounts, as opposed to check cashing stores
· How to go about accessing financial institutions

· How to inquire about and access financial services

· Understanding the advantages of savings accounts, how to open savings accounts
· How to set up direct deposit (if they have a job that allows this)

· How to make deposits, withdrawals
· How to reduce credit card debt

The knowledge and skills gained may culminate in the intended outcome of increasing savings account deposits.
2. Intervention: A National Service health education project teaches nutrition, how and where to shop for healthy foods, how to cook healthy meals, and provides a bag of produce from the community garden once a week.

Outcome: Participating families increase healthy food intake.

(  Aligned 

( Not aligned

( Not sure; not enough information
This intervention – a combination of learning about nutrition, healthy food shopping and cooking, and receiving produce – appears likely to increase a family’s healthy food intake.

FOLLOW-UP DISCUSSION

Optional discussion questions:

· Are all of the elements of this program necessary to produce this outcome?

· What elements could be added to this program to strengthen the outcome?

· What other outcomes might result from this intervention?

3. Intervention: National Service participants recruit, train, and support teams of volunteer community leaders who in turn, host neighborhood food drives to support the food bank.
	Outcome: Increase in pounds of food donated to support the food bank as a result of community capacity building 


(  Aligned 

( Not aligned

( Not sure; not enough information

In the case of this capacity building outcome, building the neighborhood leadership at the neighborhood level will lead to an increase in the organization’s food supply, and ultimately assisting needy families down the line.
FOLLOW-UP DISCUSSION

Optional discussion questions:

· What other outcomes might occur as a result of this intervention?
· What elements could be added to this program to strengthen the outcome?

· In what ways do they build capacity for the organization? For the community?

� Dosage refers to the frequency (how often does the service happen), intensity (how much service happens) and duration (how long and over what period does the service happen). See the Theory of Change module for more information.
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