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1 Introduction

Performance measurement is a process that all USDA Agencies conduct during the development phase to ensure that new initiatives remain in alignment with Departmental strategic goals and objectives.  Specific performance goals and metrics are defined at the outset of the project and provide guidelines for evaluating whether an investment is achieving its stated purpose based on two criteria:

· Effectiveness - An effective project accomplishes the outcomes it is designed to achieve.  

· Efficiency - An efficient project obtains these outcomes through optimal methods that save time, money, and resources.

Performance measurement is an important step for successful project management.  OMB Circular A-11 guidance requires Agencies to identify cost, schedule, and performance for every proposed and ongoing acquisition.  Performance goals are the core measures that the solution will be compared against after implementation.  These goals serve the purpose of assisting projects in focusing efforts, motivating performance, and evaluating success.  

The purpose of this document is to:

· Describe the performance measurement process;

· Identify the strategic goals that are supported by the eLearning effort;

· Document the planned performance improvement goals; 

· Determine the actual metrics that will be measured; and

· Document the plan for collecting performance measurement data.

Performance Measures

The performance measures section of the document will review the performance measurement process and the eLearning specific performance measures. 

1.1 Performance Measurement Process

Performance measurement is an iterative process, which spans the lifecycle of the initiative.  As depicted in the figure below, the process includes the following steps:

· Create goals and metrics;

· Identify baseline values;

· Collect data;

· Evaluate data; and 

· Adjust metrics iteratively. 

Performance measurement should refer to an established performance baseline.  The baseline consists of the as-is state of the environment before the implementation of the system.  After the solution is implemented, the actual data will be collected and actual results will be compared with these goals. 

Analysis of the performance goals is completed through measuring the difference between the baseline or initial amounts and the newly collected data.  Any variance greater than ten percent between a performance goal and the actual results must identify corrective actions.  The corrective actions are an explanation of how the performance measure will be realigned with the original goals.  

Although performance measurement focuses on determining whether objectives are being met, it is crucial that the project teams utilize the results to make appropriate adjustments and improve chances for future project success. 



Figure 2.1 – eLearning Performance Measurement Process

1.2 eLearning Performance Measures

The performance measurement process requires that the key metrics be identified to measure the success of the initiative.  Each eLearning performance measure includes the following information:

· Fiscal Year –The year the performance goal will be measured;

· Strategic Goal Supported – The eGovernment Strategic Goals that map to the Planned performance improvement goals. (A full listing of the eGovernment Strategic Goals is included in Appendix A);

· Planned Performance Improvement Goal – The performance goal or outcome the solution will attempt to achieve; and

· Planned Performance Metric – The criteria measured to determine if the performance goal is met. 

Baseline values, actual performance metric results, and actual performance improvement results will be obtained in the design, implementation, and operations phases of the project.

The performance goals and metrics identified for eLearning are captured in Table 2.2 on the following page.  Although multiple metrics are listed for each goal, it is important to note that the actual metrics or criteria that will be measured may need to be obtained separately.  Further mention of the process for collecting these performance metrics is discussed in the data collection plan of this document.

Table 2.2 - eLearning Performance Measures

	FISCAL YEAR
	STRATEGIC GOAL(S) SUPPORTED
	PLANNED PERFORMANCE IMPROVEMENT GOAL
	PLANNED PERFORMANCE METRIC

	FY03 and beyond
	USDA eGovernment Objective 2.1: “Empower organizations by providing appropriate and meaningful data and knowledge for timely decision-making.”
	Increased access to relevant, high quality training for private and public business partners.
	Amount of training available to business partners; Rating of satisfaction with training available to business partners.

	FY03 and beyond
	USDA eGovernment Objective 3.1: “Foster seamless collaboration to make informed decisions and minimize redundancy to achieve USDA ’s mission.”
	Eliminate redundant eLearning systems. 
	Number of USDA systems used to deliver eLearning functionality.

	FY03 and beyond
	USDA eGovernment Objective 3.1: “Foster seamless collaboration to make informed decisions and minimize redundancy to achieve USDA ’s mission.”
	Increased collaboration for training development and distribution.
	Number of duplicate training units; Number of redundant training content licenses.

	FY03 and beyond
	USDA eGovernment Objective 3.1: “Foster seamless collaboration to make informed decisions and minimize redundancy to achieve USDA ’s mission.”
	Increased integration and data sharing between learning systems and other USDA and eGovernment systems.
	Number of USDA and eGovernment Presidential Initiative systems integrated with the eLearning system.

	FY03 and beyond
	USDA eGovernment Objective 3.2: “Increase USDA employees’ skills, understanding, access and use of available eGovernment tools.”
	Increase in the percentage of USDA employees with acceptable level of access to eLearning.
	Percentage of USDA employees with access to eLearning.

	FY03 and beyond
	USDA eGovernment Objective 3.2: “Increase USDA employees’ skills, understanding, access and use of available eGovernment tools.”
	Increase in the percentage of USDA employees using a learning management system to complete training needs.
	Percentage of USDA employees using a learning management system.

	FY03 and beyond
	USDA eGovernment Objective 3.3: “Develop and enhance administrative and support functions that satisfy employee and enterprise needs in an effective, efficient and interoperable manner.”
	Decrease in time spent per individual per course on support functions and administrative tasks.


	Amount of time spent on training-related support functions and administrative tasks.

	FY03 and beyond
	USDA eGovernment Objective 3.3: “Develop and enhance administrative and support functions that satisfy employee and enterprise needs in an effective, efficient and interoperable manner.”
	Increase in trainee and management satisfaction with support and administrative functions.
	Rating of employee and management satisfaction with training-related support and administrative functions.

	FY03 and beyond
	USDA eGovernment Objective 3.4: “Create and maintain a management and technical infrastructure capable of supporting USDA ’s eGovernment vision.”
	Increase in the accuracy of management reporting and analysis.
	Rating of employee satisfaction with training-related reporting and analysis tools. 

	FY03 and beyond
	USDA eGovernment Objective 3.4: “Create and maintain a management and technical infrastructure capable of supporting USDA ’s eGovernment vision.”
	Increase in the ability to provide rollup data for enterprise-wide reporting needs.
	Percentage of data from the eLearning system that can be utilized for enterprise-wide reporting purposes

	FY03 and beyond
	USDA eGovernment Objective 3.4: “Create and maintain a management and technical infrastructure capable of supporting USDA ’s eGovernment vision.”
	Decrease in the number of redundant learning processes performed by Agencies.
	Amount of time spent designing and implementing agency learning processes.

	FY03 and beyond
	President’s Strategic Management of Human Capital Initiative: “…provide high interest and government-required training to government employees at economies of scale pricing.”
	Increase in quality of training opportunities offered.
	Rating of employee satisfaction with training content.

	FY03 and beyond
	President’s Strategic Management of Human Capital Initiative: “…provide high interest and government-required training to government employees at economies of scale pricing.”
	Decrease in average per unit training costs.
	Costs associated with training.

	FY03 and beyond
	President’s Strategic Management of Human Capital Initiative: “…provide high interest and government-required training to government employees at economies of scale pricing.”
	Increase number of consolidated high-interest and required training courses to employees. (e.g. Civil Right, sexual harassment, ethics.)
	Number of high-interest and/or required training courses on the system catalog.  

	FY03 and beyond
	USDA Strategic Objective 5.2: “Improve

Organizational productivity, accountability and performance.” 
	Increase the reporting information for managers to make Training delivery decisions.
	Performance and productivity ratings of employees; Utilization of 360-degree feedback reporting for measuring the performance gap across competencies.


2 Data Collection Plan

Data collection refers to the gathering of data used to measure the performance of the solution.  The development and implementation of the data collection plan ensures that performance data is collected consistently, effectively, and efficiently so responsibilities are clearly delineated.  Specifically, the plan discusses the following:

· Collection method;

· Collection frequency;

· Governance; 

· Reporting of results; and

· Evaluation.

2.1 Collection Method

The first step of the data collection plan is to determine the method of data collection for each metric.  Associated costs and other applicable constraints will be considered as factors in formulating the method, and activities that are excessively expensive or could encounter major obstacles will be avoided.  

The primary methods of data collection for the eLearning initiative will be:

· Surveys - information requests that are sent to the Agency that can be completed with the correct and necessary information.  

· System Reporting - the process of querying the solution system to determine what activity is occurring in the system during the reporting timeframe.  

A cross-agency survey will be utilized as the main method for collecting metrics that are measured through feedback or user satisfaction.  This survey will be compiled in a manner that allows all eGovernment initiatives to effectively reach out to all Agencies at one time and combine the collection of similar data items.  Together, these will help to ensure that a broad range of data will be collected in the most efficient and cost effective manner possible.  

For some of the metrics that are user numbers or training numbers, metrics will be obtained via actual counting or system generated reports.   Each of the new initiatives will have an internal reporting capability that will be used to collect information about users and user types.  

During the collection of metrics, particular detail and supporting information will be communicated to ensure that the person(s) responsible for gathering information are clear about exactly what should or should not be included in each measurement.  A detailed explanation plan will be created in conjunction with the survey to aid the user in gathering the data correctly and efficiently.  This will be particularly crucial for some measures since they will be obtained and compared across all Agencies.  

2.2 Collection Frequency

After determining the method of data collection, the data collection time frames must be created.  The frequency of metric evaluation depends on the type of metric.  For the performance measures outlined for this initiative, data collected via the surveys will be requested every six months during the implementation and first five years in production.   This collection effort will also be performed in accord with the data collection needs of USDA HR and the OPM data requirements.

System generated metrics may be collected more frequently, since the information will be available via the system at any point in time.  Since all performance measurements should be used to determine the successfulness of the system, the system-generated metrics will only be officially collected every six months in conjunction with the survey/questionnaire. 

2.3 Governance

The authoritative bodies that will oversee the processes that support the collection of these metrics must be established.  The eLearning Program Management office will provide standards and processes for data collection.  A specified enterprise-wide team of Agency representatives will be responsible for administering the data collection plan, coordinating the collection across Agencies, and ensuring that it operates within the established strategy for validation and verification of data integrity.  It is possible that the eLearning initiative could utilize existing Training Consortium or the HR Leadership Council to administer and coordinate the data collection effort. 

The enterprise-wide team will support creation of standard surveys based on what information is needed across all of the eGovernment initiatives.  Once the survey is finalized, the instructions and timeframes will be outlined and distributed to all of the Agencies.   

Agency representatives supporting eGovernment will be responsible for ensuring that the surveys are completed in detail and on time.  Agency Administrators along with HR Directors will be responsible for communicating the priority needed for the data collection to be completed fully and on time.  Once each Agency submits the data, the enterprise-wide team will be responsible for compiling, storing, and maintaining these results and producing reports.  

2.4 Reporting of Results

As Performance Metrics are obtained, they will be compiled into manageable reports to assist in the communication and distribution of the results.  These reports will be comprehensive, detailing all of the measures across eGovernment initiatives.  The results will be distributed each reporting period to measure the overall effectiveness and success of the eGovernment program.

2.5 Evaluation

Finally, the performance measures will be evaluated after each reporting period to determine if they are still effective.  The performance measures are reviewed to ensure that data being collected continues to demonstrate the effectiveness of the solution.  If the performance measures are not resulting in effective results or measures, they will be analyzed and new performance measures will be created.  

Appendix A – eGovernment Strategic Goals 

Goal 1:  Citizens

Improve citizens’ knowledge of and access to USDA in order to enhance service delivery.

· Objective 1.1:
Promote a stable, safe, and affordable food supply and improve nutritional status;

· Objective 1.2:
Enhance the efficiency and commercial viability of agricultural producers and promote the expansion of agricultural trade;

· Objective 1.3:
Increase the capability of all citizens, especially those living in rural communities, to benefit from eGovernment; and

· Objective 1.4:
Provide the public with information and services to benefit from and preserve natural resources and the environment.

Goal 2:  Public and Private Organizations

Enhance collaboration with public and private sector organizations to develop and deliver USDA’s mission.

· Objective 2.1:
Empower organizations by providing appropriate and meaningful data and knowledge for timely decision-making;

· Objective 2.2:
Enable business transactions with partners through user-friendly applications and seamless integration across the Department;

· Objective 2.3:
Streamline oversight, regulatory, and cooperative activities with standardized electronic solutions; and 

· Objective 2.4:
Provide leadership in intergovernmental initiatives to improve service delivery.

Goal 3:  Employees and the Enterprise

Improve internal efficiency by promoting enterprise-wide solutions.

· Objective 3.1:
Foster seamless collaboration to make informed decisions and minimize redundancy to achieve USDA’s mission;

· Objective 3.2:
Increase USDA employees’ skills, understanding, access and use of available eGovernment tools;

· Objective 3.3:
Develop and enhance administrative and support functions that satisfy employee and enterprise needs in an effective, efficient and interoperable manner; and 

· Objective 3.4:
Create and maintain a management and technical infrastructure capable of supporting USDA’s eGovernment vision.
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