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GUIDE

To
Performance Measurement
As a

Management Tool
Purpose
The purpose of this guide is to be a more effective and responsible manager.  Most local government service managers have little formal training in performance measurement or in management.  Typically they are promoted from within the ranks of the organization and because of seniority, attitude and ability, they rise to a level of responsibility that is beyond their formal training and experience.  They are now expected to manage and lead.  Performance measurement is an important management tool and using it properly and skillfully will lead to greater confidence and competence as a manager.  For the purposes of this guide, a service delivery manager means the same as local government program manager.
Additionally, this guide is designed to help answer some very fundamental questions that more than likely have plagued program managers for years.  Questions such as:

Can you demonstrate organizational accountability?

Here’s a common scenario, senior executive management is asking departments and service area managers to demonstrate accountability for what they do and demonstrate linkage with organizational vision and key strategic objectives.  Well, exactly what’s that all about and what do you need to assemble and report in order to satisfy their requests?

Can you demonstrate your budget is defensible? How often have you heard from a budget analyst “your budget is not defensible…..it’s not performance based…..and the resources requested just don’t add up…..please re-submit and be more specific about the performance you’re trying to achieve.”  But of course the budget analyst isn’t any help explaining exactly what constitutes a defensible performance-based budget.

Can you demonstrate your service is effective, efficient and competitive?

During your career, how many times have you heard governing board candidates (both new and incumbents) during a local election, talk about the lack of competitiveness in the services provided? Some even say, we need to outsource and let private contractors bring in efficiency and effectiveness.  As a service provider, how do you know how efficient, effective and competitive your service is?  What performance measures tell you this?
Guide Outline  
This guide contains the following sections:
· Quick overview of why performance measurement is important (pg 3)
· Understanding performance measurement terminology (pg 5)
· Using a template to organize your performance measures (pg 10)
· Demonstrating organizational accountability (pg 11)
· Making your budget defensible (pg 21)
· Measuring customer satisfaction (pg 25)
· Managing employee performance (pg 28)
· Managing service delivery process and demonstrating your service is effective, efficient and competitive (pg 30)
· Miscellaneous.

· Check-list for good performance measures (pg 35)
· Balanced scorecard approach (pg 36)
· Data collection and reporting (pg 39)
· Overcoming resistance (pg 42)
· Suggestions for developing an organization-wide performance measurement and monitoring system (pg 44)

· Performance improvement – the next step (pg 46)

· Performance measurement resources (pg 47)
Special Note 1
It is important to note that performance measurement is not the same as performance improvement.  Performance measurement, if done properly, can identify performance adequacy as well as identify areas of performance deficiency.  But in so doing, performance measurement doesn’t explain anything nor does it prescribe solutions. Performance measurement only points out things, and brings attention to things…….and if enough attention is brought to bear, perhaps, just perhaps, something will get improved.  In the miscellaneous section at the end of this guide are some suggestions on moving towards performance improvement.
Special Note 2
A key to sustaining a performance measurement effort is establishing an ongoing connection between the performance measurement system and the organization’s decision processes.  Although this seems obvious, it needs to be nurtured and reinforced by the culture of the organization.  And it’s not easy to transform organizations and sustain cultural transformation.  So don’t take for granted there’s a linkage between performance measurement and organizational decision making……or you’re likely to be disappointed.

Special Note 3
This guide is not about how to establish an organization-wide performance measurement system.  However, there are suggestions in the miscellaneous section at the end of this guide for setting up an organization-wide system.  This guide is about how a service delivery manager…..a program manager…..can become a better manager on his/her own volition, by using performance measurement as a management tool.
 
Quick overview of why performance measurement is important

It goes without saying that:

If you don’t measure results, you can’t tell success from failure.

If you can’t see success, you cannot reward it.

If you can’t reward success, you’re probably rewarding failure.

If you can’t see success, you can’t learn from it.

If you can’t recognize failure, you can’t correct it.

If you can demonstrate results, you can win public support.

What does a local government service delivery manager do?  

Universally, a manager has five very important responsibilities:
1) The people he/she manages
2) The annual operating budget
3) A service delivery process or processes through which actual service is provided to a customer
4) The customer(s)
5) Accountability to the greater organization for results and alignment with organizational mission / vision / strategies
Another way of looking at these important responsibilities is that all public organizations can and will falter if they don’t take care of their customers, their service delivery processes that actually service the customer, their employees who work in service delivery and support processes, their financial targets and achieve their mission and key strategies.  Managers are hired to make sure these things are taken care of and managers’ measure performance to make sure these things are taken care of.

Universally, the way managers go about managing is they perform four key functions which are Plan, Organize, Monitor and Influence.  Performance measurement is important glue that holds these together.  Here is a description of these four managerial functions and how performance measurement fits in.

Plan: Adopt a mission and a vision (realization of mission).  Adopt goals and strategies to achieve mission and vision and sustain focus on key customer requirements, service delivery (process) requirements, financial requirements and organizational capacity building requirements.  Craft an annual work plan or business plan that includes a performance-based budget.  Create appropriate performance measures to monitor success and accomplishment. 

Organize: organize around achieving desired outcome and satisfying customer requirements.  To the extent possible, keep the organizational structure fluid so that it can accommodate the unexpected and take maximum advantage of opportunities for achieving greater success.  Create appropriate performance measures for outcome, customer satisfaction and organizational climate feedback from employees.

Monitor: the essence of monitoring and control is comparing actual performance against targeted performance (established during planning), assess the gap and take corrective action if the gap is too great…..and then keep monitoring to make sure actual performance is staying close to target.  Obviously, without performance measures and targets, monitoring is a moot issue.

Influence: this is what’s called the “soft” side of management and it is comprised of communications, leadership and human relations management.  It’s taking care of people and the issues associated with managing people.  This is not easy work and generally not something most managers are skilled at.  It’s important to periodically monitor the organizational climate in order to make sure communications are working, everyone is “getting the message” and getting on board with where leadership and senior management want the organization to go.  It’s also important to make sure teams are functioning at a high level and barriers to employee self-motivation have been removed.  

Performance Measurement Terminology
What “lingo” is used in performance measurement that one needs to know in order to be proficient and successfully complete this guide?
Inputs

A performance indicator that measures the amount of resources expended or consumed by the program in the delivery of service.  Inputs are not a measure of performance per se but rather they serve as a basis for calculations.
Examples of Inputs:
Personnel

Operations and Maintenance Budget

Equipment and Vehicles

Contract Services

Outputs
These are the direct units of service delivered to either internal or external customers of a given program or process within a program.  Oftentimes output is called workload because it’s the actual work done and delivered to a customer.  Output measures communicate WHAT we did, not how WELL we did it.
Examples of Outputs:
Number of fire calls responded to

Number of fire code inspections performed

Number of vehicle repairs completed

Tons of solid waste collected

Tons of recycled materials collected

Number of refuse collection stops made

Number of inspections

Number of plans reviewed

Effectiveness

A performance indicator that measures the quality of the program or process outputs.  Generally, effectiveness is a result of one or more of the following quality dimensions:

responsiveness, timeliness, compliance, accuracy and customer satisfaction.  
Examples of effectiveness:
Average response time to fire calls (responsiveness)

Percentage of fires contained within room of origin or building of origin (timeliness)

Percentage of businesses inspected (compliance)

Number of plan checks returned due to error (accuracy)

Average citizen satisfaction with services delivered (customer satisfaction)

Percentage of refuse collections made on schedule.

Number of recycling collection missed stops
Fleet availability percentage

Average days to complete a plan review

Outcome

A program performance indicator that measures the actual results produced over time by the program.  Outcome is sometimes best viewed as long term or sustained effectiveness leading to an eventual result or impact.  Outcome measures the degree of program mission accomplishment and is used to demonstrate a high level of accountability for achieving program purpose.

Examples of outcome:

If program purpose is to protect life and property from loss due to fire damage, then outcome must speak directly to fire related injuries, fire related deaths, and fire related property loss (either on an absolute or per capita basis).

If program purpose is to ensure a high state of fire code compliance then outcome must speak directly to the number or percentage of known/reported incidents of noncompliance.

If program purpose is to remove through recycling as much waste from the total waste stream as possible, so that waste does not end up in the land fill or has to be incinerated, then outcome will be the percentage of total waste stream recycled and the percentage of households actively participating in recycling.

The use of outcome measurement is growing.  To a large extent there’s a paradigm shift from counting WHAT we do to evaluating how WELL we are doing.  Outcome describes what has changed or been accomplished as a result of the service.  Other examples of outcome measures.
Percent increase in impounded animals adopted

Percent decrease in per capita violent crime rate

Percentile comparisons of facilities maintenance cost per square foot to BOMA stds.

Efficiency

Efficiency is the measure of the cost to produce a unit of output.  It is simply the ratio of input to output, where input represents cost.

Examples of Efficiency:

Cost per million gallons of water treated

Average cost per inspection performed

Average cost per plan check performed

Cost per ton of solid waste collected

Cost per ton of recyclable materials collected

Productivity

Productivity is a measure of the amount of people-hours required to produce a unit of output.  It is also a ratio of input to output, where hours of number of employees is the input.

Examples of productivity:

Average amount of time to perform a plan check

Average amount of time to perform an inspection

Average number of collection stops per collection worker

Service Demand Indicators

A program performance indicator that identifies those forces impacting the need to deliver service.  Demand indicators drive the outputs.  These help explain differences in program performance when comparing one jurisdiction with another, i.e., each has its own set of operating characteristics that are unique to that jurisdiction.
Examples of demand indicators

Population served

Number of residences protected and served

Number of commuters working within the city

Number of businesses requiring inspections

Average age of structures protected

Average growth rate in building permits issues

Number or percentage of preschool age children

Number of fire hydrants requiring inspection/testing

Exercise
Using the Family of Performance Measures to Bake a Birthday Cake

Directions

You have just been given the task of baking a birthday cake for one of your children.  It is not something you typically do or know that much about.  This is an important birthday party and you have decided to make a perfect cake – not a cake mix cake but rather a cake from scratch.  Where do you start?

Find a really good recipe – maybe it’s your mother’s or maybe it’s your grandmother’s or maybe it’s your grandfather’s who was a pastry chef all his life.  Write down the ingredients.  Go to the grocery story and get all the ingredients (as fresh as possible).  Wow, $14.50!  You cannot believe it takes $14.50 for necessary ingredients.  What next?  Follow the recipe.  Locate and arrange all equipment needed (bowls, pans, mixer, etc.).  Preheat the oven to whatever, properly mix the ingredients, place the cake mixture into the baking pan, insert into the oven and set the timer.  Turn the light on the oven so you can keep an eye on what is happening.  When the timer goes off, remove the cake, test to see if it is done and let it cool.  After it is cool, remove it from the pan and apply frosting and decorations.  Wa la – a perfect birthday cake.  After two hours of working hard, you’re finished and it looks great.  Now serve it to the party guests and watch them come back for seconds and thirds.  Now you’re feeling great.  And that is how to have a happy birthday party.

Using the family of performance measures described above, what measuring did we actually do in getting this cake baked and served at the party?  Below is a table with important things in the left column and blanks in the right column for the appropriate type of measure.  Fill in the appropriate measures from our family of measures: inputs, outputs, efficiency, effectiveness, outcome and service demand indicators.
Important Things




Performance Measure Used

	Number of party quests
	

	Ingredients
	

	A finished birthday cake
	

	Time to make the cake (two hours)
	

	Cost to make the cake ($14.50)
	

	Smell, appearance and taste of the cake
	

	Happy child and happy guests
	


Completed Table
	Number of party quests
	Service demand indicator

	Ingredients
	Inputs

	A finished birthday cake
	Output

	Time to make the cake (two hours)
	Productivity

	Cost to make the cake ($14.50)
	Efficiency

	Smell, appearance and taste of the cake
	Effectiveness

	Happy child and happy guests
	Outcome


REAL WORLD EXERCISE

Using Family of Performance Measures in Residential Refuse (garbage) Collection

Directions

Below is a description of a solid waste collection operation.  In the right column, please insert the appropriate type of performance measure from our family of performance measures: inputs, outputs, efficiency, productivity, effectiveness, outcome and service demand indicators.

Description





Type of Performance Measure
	Population served
	

	Number of residences
	

	Square miles
	

	Number of service days
	

	
	

	Operations and maintenance budget
	

	Operations staffing (FTEs)
	

	Number of collection vehicles
	

	
	

	Number of collection stops made per week
	

	Number of tons of refuse collected per week
	

	
	

	Operating cost per stop per service day
	

	Number of stops per FTE per service day
	

	
	

	% of collections completed on schedule
	

	Number of complaints per service day
	

	Overall customer satisfaction
	

	
	

	Incidents of disease or sickness due to garbage accumulation in the environment
	


Completed Table

Description





Type of Performance Measure

	Population served
	Service demand indicator

	Number of residences
	Service demand indicator

	Square miles
	Service demand indicator

	
	

	Operations and maintenance budget
	Input

	Operations staffing (FTEs)
	Input

	Number of collection vehicles
	Input

	
	

	Number of collection stops made per week
	Output

	Number of tons of refuse collected per week
	Output

	
	

	Operating cost per stop per service day
	Efficiency

	Number of stops per FTE per service day
	Productivity

	
	

	% of collections completed on schedule
	Effectiveness

	Number of complaints per service day
	Effectiveness

	Overall customer satisfaction
	Effectiveness

	
	

	Incidents of disease or sickness due to garbage accumulation in the environment
	Outcome


Using a Template to Organize the Family of Performance Measures
Now that you understand what managers are responsible for and how the family of performance measures works, here is a template or grid that will be used in this guide to help you get organized and facilitate learning.  The areas of management responsibility are across the top and the family of performance measures is down the far left column.  X’s have been placed in appropriate cells to show applicability. 

	Performance Measure
	Accountability
	Customer
	Staff
	Service

Delivery

Process(es)
	Budget
	Monitor (when & source)

	Inputs
	
	
	
	x
	x
	

	Outputs
	
	x
	x
	x
	x
	

	Effectiveness
	x
	x
	
	x
	x
	

	Efficiency
	
	
	
	x
	x
	

	Productivity
	
	
	x
	x
	x
	

	Outcome
	x
	x
	
	
	x
	

	Demand Indicators
	
	
	
	
	x
	


Here is the grid repeated for residential refuse collection (from example above).
	Performance Measure
	Accountability
	Customer
	Staff
	Service

Delivery

Process(es)
	Budget Prep
	Monitor (when & source)

	Inputs
	
	
	
	
	
	

	$O&M
	
	
	
	x
	x
	

	FTEs
	
	
	
	x
	x
	

	Equipment
	
	
	
	x
	x
	

	Outputs
	
	
	
	
	
	

	# stops / wk
	
	
	x
	x
	x
	

	Tons refuse collected/wk
	
	
	x
	x
	x
	

	Effectiveness
	
	
	
	
	
	

	% stops on schedule
	x
	x
	
	x
	x
	

	# complaints
	x
	x
	
	x
	x
	

	% customer satisfaction
	x
	x
	
	x
	x
	

	Efficiency
	
	
	
	
	
	

	$cost/stop
	
	
	
	x
	x
	

	Productivity
	
	
	
	
	
	

	Stops/FTE
	
	
	x
	x
	x
	

	Outcome
	
	
	
	
	
	

	Disease or sickness
	x
	x
	
	
	x
	

	Demand 
	
	
	
	
	
	

	Population
	
	
	
	
	x
	

	Households
	
	
	
	
	x
	

	Service Days
	
	
	
	
	x
	


Demonstrating Organizational Accountability.

Here’s a common scenario, senior executive management is asking departments and service area managers to demonstrate accountability for what they do and demonstrate linkage with organizational vision and key strategic objectives.  Well, exactly what’s that all about and what do you need to assemble and report in order to satisfy their requests?

Service delivery accountability is about getting expected results and outcome.  It’s about mission accomplishment and achievement of important goals and in particular goals and strategies aligned with higher organizational goals and strategies.  Examples include the number of outbreaks of water borne disease in the drinking water system as well as adequate drinking water volume and pressure delivered to accommodate future growth in designated areas.

It’s important to get a handle on what you’re accountable for and to whom.  What do your superiors want reported to them?  Well, you need to ask them.  More than likely they’re not concerned about everything you’re concerned about as a service delivery manager.  They don’t want to see all the details.  Basically they want to see results for what they think are important outcomes of your service and they want to see you’re achieving the results that you feel (as a professional and competent service manager) are important to achieve.

Ideally, you would know what’s important to accomplish by visiting your annual business plan.  It would contain and in fact be driven by the departmental strategic plan and the organizational strategic plan.  What’s important cascades down to you…..the ultimate provider of service.  That’s called organizational alignment and it’s where your service needs to focus its efforts and get results.

If you have no business plan or strategic plan, then you need to rely on your adopted program mission, goals and objectives.  You may need to re-visit these for relevance.  You’re accountable for accomplishing mission, goals which supplement mission and objectives which supplement goals.  This is in addition to operating your service delivery process(es) in an efficient and effective manner.

Although performance measurement is not about fashioning mission, goals and objectives and implementation strategies per se, below is a short primer on crafting goal and objective statements.  

Look at your mission statement that was identified during your strategic planning process.  Goals are designed to give specific direction to how mission will be achieved.

It is helpful to remember the following:

Begin with “To” and a verb

Say generally what the program does

Identify customers

State why the program exists

Be associated with an outcome indicator statement of accomplishment)

The following is a useful template for writing or validating a goal statement.

GOAL STATEMENT

· To provide/produce (service)

· To (customer)

· In order to (statement of accomplishment).

A key outcome indicator should be identified that enables measurement of the extent to which a goal has been achieved.

An example of using this template by a Health Department’s Adult Day Care Center is as follows:

To provide adults with disability a comprehensive day program designed to assist individuals to remain in the community, to obtain a maximum level of health, to prevent or delay further disability, and to provide respite for family members/caregivers.

A tip to consider:

If you think of goal statements in terms of your customers, outcomes will be easier to identify.  Who are your customers?  These can be internal or external.  For example, the Department of Information Technology may have few external customers for its services, but it has many internal agency customers.  Ask yourself “what ultimate benefit will these customers receive if the service/program is effective?”

Generally, service area objectives are outcome-based statements of specifically what will be accomplished within the budget year.  While strategic plans stretch across multiple years and cannot by their very nature be accomplished in one year, the annual budget or work plan addresses that portion of the plan the agency can accomplish in a given fiscal year.

Ideally, each objective should have an attainable target level with a basis for measurement.  In general, a service area objective should address the following:

· Support a program goal statement

· Reflect planned benefits to customers

· Be written to allow measurement of progress

· Be quantifiable within the fiscal year time frame

· Describe a quantifiable future target level (if appropriate)

OBJECTIVE STATEMENT

To improve/reduce (accomplishment)

By (a number or percent) from X to Y, (toward a target)

Some examples of service area objectives in Maternal and Child Health Services:

To reduce the overall incidence of low birth weight for Health Department clients by 0.2 percentage point, from 5.4 to 5.2 percent and by 0.5 percentage point, from 6.2 to 5.7 percent for at-risk mothers, toward a target of 5.0 percent, which is the Health People Year 2010 goal.

To improve the immunization completion rate of child served by the Health Department by 7 percentage points from 83 to 90 percent, which is the Healthy People Year 2010 goal.

So, how do you know an objective is being met?  Because of the measures and targets contained therein.  Ideally, each objective statement contains a measure of output, efficiency, service quality (effectiveness) and an outcome indicator.  That’s not always possible, but it’s an important ideal.

Examples

Service Area: Delinquent Tax Collection

Objective: to increase the percentage of outstanding receivables collected from 28 to 29 percent, while maintaining a cost per dollar collected of no more than $0.13.

Output: delinquent taxes collected

Efficiency: cost per delinquent dollar collected

Quality: percent of bills deliverable

Outcome: percent of delinquent taxes collected

Service Area: Juvenile Community-based Residential Services (CBRS)

Objective: To have 75 percent of CBRS residents with no subsequent convictions within 12 months of discharge in order to protect the public health

Output: CBRS child care days provided

Efficiency: CBRS cost per child-care day

Quality: Percent of parents satisfied with CBRS services

Outcome: Percent of CBRS-discharged youth with no new convictions for one year

Program: Fire Suppression

Objective: To maintain fire loss at 0.02% or less of total property valuation, while striving to minimize fire deaths and injuries by keeping civilian fire deaths to less than 1 per 100,000 and civilian fire injuries to less than 10 per 100,000.

Output: Incidents responded to

Efficiency: cost per incident

Quality: Average suppression response time (in minutes)

Outcome: Fire deaths per 100k population.  Fire injuries per 100k population

Program: Senior-based Services

Objective: To maintain at 95 percent, the percentage of seniors receiving community-based services who remain living in the community rather than entering an institution after one year or service or information.

Output: Clients served

Efficiency: Cost per client served

Quality: Percent of clients satisfied with services provided

Outcome: Percent of clients who remain in the community after one year of service or information.

Program: Facilities Operations and Maintenance

Objective: To maintain 95 percent satisfaction rating, while achieving a cost per square foot better than the 50th percentile as set by the International Facilities Management Association (IFMA) standards for operating and maintenance costs per square foot.

Output: Square footage maintained

Efficiency: Cost per square foot maintained

Quality: Percent of customers satisfied with custodial services

Outcome: Percentile comparison of cost per square foot to IFMA standards

Preparation Checklist

If available, have these documents in front of you.

· Organization Mission / Vision / Goals / Strategies 

· Department Mission / Vision / Goals / Strategic Plan / Business Plan

· Program Mission / Vision / Goals / Strategic Plan / Business Plan

***************

_____ What goals do you have that are aligned with departmental and organizational goals?

_____For each of these goals, what results/outcome measures are needed to determine if these goals are being met?  Generally, if the goal statement is well crafted, an obvious outcome measure will drop out.  Then you need to determine how well that outcome measure can be monitored.

_____ Do you have any special initiatives or strategies for accomplishing these goals?

***************

_____ In addition to the above goals, have you formulated other goals that are particular to your program needs?

_____For each of these goals, what results/outcome measures are needed to determine if these goals are being met?  Generally, if the goal statement is well crafted, an obvious outcome measure will drop out.  Then you need to determine how to monitor that outcome measure.

_____ Do you have any special initiatives or strategies for accomplishing these goals?

***************

_____ Have you crafted a Program Mission?  

_____ Does it need to be revised or update which is normal after recent program visioning.

_____ For your program mission statement, what results/outcome measures are needed to determine if mission is being accomplished?  Generally, if the mission statement is well crafted, an obvious outcome measure will drop out.  Then you need to determine how to monitor that outcome measure

_____ Do you have any special initiatives or strategies targeted specifically at accomplishing mission?

***************

_____ In addition to the above, are there any special reporting requirements about your program’s performance that is anticipated by your Department Head, City/County Manager, Governing Board, or the Public?  

Outcome Measures Template
Directions: take the materials forthcoming from the just completed preparation checklist and insert it into the template below.  This will help you get organized.

	Org. Alignment
	Applicable Program Initiatives
	Outcome Measures
	Performance Data to be Monitored

	Org. Goals
	
	
	

	(insert)
	
	
	

	
	
	
	

	
	
	
	

	Dept. Goals
	
	
	

	(insert)
	
	
	

	
	
	
	

	
	
	
	

	Program Goals
	
	
	

	(insert)
	
	
	

	
	
	
	

	
	
	
	

	Program Mission
	
	
	

	(insert)
	
	
	

	
	
	
	

	
	
	
	

	Special Reporting Requirements
	
	
	

	(insert)
	
	
	

	
	
	
	


Real World Example

City of Charlotte NC Mission

The mission of the City of Charlotte is to ensure the delivery of quality public services that promote the safety, health of and quality of life of its citizens.  “Public Service is Our Business.”

Solid Waste Services Vision Statement

We will be a leader in the solid waste industry and the service provider of choice for the City of Charlotte.

Solid Waste Services (SWS) Mission Statement

We will partner with the community to deliver competitive and quality solid waste services that promote an attractive and healthy environment

Charlotte Corporate Strategies

· Serve the Customer

· Run the Business

· Manage Resources

· Develop Employees

SWS Strategic Initiatives

· Deliver competitive services through managed competition (manage resources)

· Improve citywide recycling participation through improved business practices (manage resources)

· Enhance public education through increased awareness (serve the customer)

· Develop effective alliances with internal and external partners (develop collaborative initiatives)

· Support the policy objectives of the Small Business Development Program (SBDP) (manage resources)

Overall Definition of Solid Waste Service

Solid Waste Services Key Business provides weekly collection service to over 175,000 single-family households, over 80,000 multi-family households and approximately 4,000 businesses within the City of Charlotte.  SWS primary objective is to deliver competitive and quality service that promotes an attractive and healthy environment.

Charlotte Corporate Strategy: Serve the Customer

Corporate Objective: Strengthen Neighborhoods

SWS Initiative 1: improve neighborhood appearance and raise public awareness about solid waste services

Measure 1: Achieve citywide litter index rating of 2.0 or less on the FY03 Keep America Beautiful / Keep Charlotte Beautiful annual assessment

Measure 2: Increase public education and awareness about bulky item scheduling in targeted neighborhoods

Measure 3: Number of community awareness promotions targeted

Charlotte Corporate Strategy: Run the Business

Corporate Objective: Enhance Customer Service

SWS Initiative 2: Improve customer satisfaction with service delivery

Measure 1: Reduce FY04 average daily missed collection service complaints per every 10,000 units serviced by 10% annually.

Measure 2: Conduct annual telephone survey and achieve an overall satisfaction rating of 85% or greater.

Corporate Objective: Improve Technology Efficiencies

SWS Initiative 3: Improve support capacity for decision-making

Measure 1: Continued development of structured methodology for analyzing route performance.

Corporate Objective: Develop Collaborative Solutions

SWS Initiative 4: Develop effective alliances with internal and external partners.

Measure 1: Provide specialized services to CATS

Charlotte Corporate Strategy: Manage Resources

Corporate Objective: Deliver competitive services

SWS Initiative 5: Improve operational efficiencies

Measure 1: Complete 4 random route address verifications per month

Measure 2: Reduce benchmarked accident rate by 10%

Measure 3: Benchmark recycling participation rates.

Charlotte Corporate Strategy: Develop Employees

Corporate Objective: Promote learning and growth

SWS Initiative 6: Train workforce and develop employees

Measure 1: Provide customer service training to new and current employees annually

Measure 2: Provide annual wellness and quarterly health education seminars

	Corporate Objectives
	Program Initiatives
	Measures
	Perf. Data

	Serve the Customer

	Strengthen Neighborhoods
	improve neighborhood appearance and raise public awareness about solid waste services
	Achieve citywide litter index rating of 2.0 or less on the FY03 Keep America Beautiful / Keep Charlotte Beautiful annual assessment
	2.0 or less (prior year of 1.87)

	
	
	Increase public education and awareness about bulky item scheduling in targeted neighborhoods

Number of community awareness promotions targeted
	TBD

	
	
	Number of community awareness promotions targeted
	6

	
	
	
	

	Corporate Objectives
	Program Initiatives
	Accountability Measures
	Perf. Data

	Run the Business

	Enhance Customer Service
	Improve customer satisfaction with service delivery
	Reduce FY04 average daily missed collection service complaints per every 10,000 units serviced by 10% annually
	10% reduction (prior year of 29.7)

	
	
	Conduct annual telephone survey and achieve an overall satisfaction rating of 85% or greater
	85% or greater (prior year of 86%)

	Corporate Objective: Improve Technology Efficiencies
	Improve support capacity for decision-making
	Continued development of structured methodology for analyzing route performance
	TBD

	Develop Collaborative Solutions
	Develop effective alliances with internal and external partners
	Provide specialized services to CATS


	TBD

	Manage Resources

	Deliver competitive services
	Improve operational efficiencies
	Complete 4 random route address verifications per month
	4 per month

	
	
	Reduce benchmarked accident rate by 10%
	69 (prior year of 77)

	
	
	Benchmark recycling participation rates.
	TBD

	Develop Employees

	Promote learning and growth
	Train workforce and develop employees
	Provide customer service training to new and current employees annually
	100%

	
	
	Provide annual wellness and quarterly health education seminars
	TBD


If we extract the accountability measures from this information we find the following:

Accountability Measure



Performance Data to be Monitored
	Citywide litter index rating of 2.0 or less on the FY03 Keep America
	2.0 or less(prior year of 1.87)

	Increase public education and awareness about bulky item scheduling in targeted neighborhoods
	TBD (to be developed)

	Number of community awareness promotions targeted
	6

	Reduce FY04 average daily missed collection service complaints per every 10,000 units serviced by 10% annually
	10% reduction (from prior year of 29.7)

	Conduct annual telephone survey and achieve an overall satisfaction rating of 85% or greater
	85% or greater

	Continued development of structured methodology for analyzing route performance.
	TBD

	Provide specialized services to CATS
	TBD

	4 random route address verifications per month
	4 per month

	Reduce benchmarked accident rate by 10%
	69 (prior year of 77)

	Benchmark recycling participation rates.
	TBD

	Provide customer service training to new and current employees annually
	100%

	Provide annual wellness and quarterly health education seminars
	TBD


Exercise

In the Charlotte NC example above, several of the accountability measures were not measurable (TBDs).  What would make them measurable?

Accountability Measure




                 Performance Data 

	Increase public education and awareness about bulky item scheduling in targeted neighborhoods
	TBD 

	Continued development of structured methodology for analyzing route performance.
	TBD

	Provide specialized services to CATS
	TBD

	Benchmark recycling participation rates.
	TBD

	Provide annual wellness and quarterly health education seminars
	TBD


Suggested Answers

Accountability Measure

              Performance Data to be Monitored
	Increase public education and awareness about bulky item scheduling in targeted neighborhoods
	Conduct awareness survey semi-annually in targeted neighborhoods and raise awareness from 2 to 3.5 on an awareness scale.

	Continued development of structured methodology for analyzing route performance.
	This is essentially a special project and the best way to measure them is to create target dates for project milestones to be completed.  Similarly using a measure of % of project milestones completed is also good.

	Provide specialized services to CATS
	This too is a special project and milestones should be monitored for progress.

	Benchmark recycling participation rates.
	Launch the study by a target date to ascertain the degree of recycling participation.  This sets a baseline benchmark to compare against over time.  In subsequent years, a % improvement off from that baseline is a good measure.

	Provide annual wellness and quarterly health education seminars
	Conduct an annual wellness fair on a target date and anticipate % of employees to attend.  Quarterly health education seminars will attract targeted % of employees and those attending will express a targeted % satisfaction with the learning experience.


Making Your Budget Defensible.

How often have you heard from a Budget Analyst “your budget is not defensible…..it’s not performance based…..and the resources requested just don’t add up…..please re-submit and be more specific about the performance you’re trying to achieve.”  But of guide the Budget Analyst isn’t any help in explaining exactly what is meant by performance or for that matter, a defensible budget.

A defensible budget provides clear and convincing answers to the following:

What are you going to provide?  How do you know you’re actually providing it adequately?  Why does it cost this much to provide it?

A defensible budget is one that is performance-based and “adds up” in terms of cause and effect between budget requested and the level of service provided.   The resources requested (dollars and staffing) are justified in terms of performance delivered.  The requested budget contains performance measures to substantiate the level of service provided in terms of needed outputs and needed quality.  It also includes performance measures to demonstrate mission accomplishment and achievement of important goals and objectives.  Additionally it contains measures that demonstrate a logical connection in terms of cause and effect between budget and level of service provided.  In other words, it all adds up.

Budget Defense Checklist
___ Completed Outcome Measures Template from the accountability section.  It will contain:
· Strategic Objectives (from departmental strategic plan)
· Business Plan Goals and Objectives (from departmental business plan)

· Desired long term results and outcome for the program (mission and vision accomplishment)

___ Demand Indicators – target for the year based upon historic trends

___ Level of Service (LOS) desired (quality/effectiveness) – target for the year

___ Needed Outputs – target for the year to satisfy demand and achieve LOS

___ Known efficiency ratio from historic trends (has there been any continuous improvement?)

___ Needed Inputs for FY to achieve targeted outputs and LOS

___ Are there adequate PMs in place for all desired targets within the business plan and the budget.  Is there adequate monitoring in place to compare actual performance against target on regular basis (monthly? Quarterly?)

Estimating efficiency and productivity when unknown.

If you haven’t done any activity-based costing (ABC) or productivity analysis, below is a logical way to estimate efficiency and productivity for your service area.  It is best to do this for the past three years in order to get a trend to base your estimates on.  No two years are the same so you need to look at more than one year.

Efficiency / Productivity Template

YEAR: ___________
	Output
	% of Budget
	$dollars
	$ / unit of Output
	% of staff time
	Hours
	Hrs / Unit of output

	Step 1
	Step 2
	Step 3
	Step 4
	Step 5
	Step 6
	Step 7

	Output 1
	%
	$
	$/unit
	%
	Hrs
	Hrs/unit

	Output 2
	%
	$
	$/unit
	%
	Hrs
	Hrs/unit

	Output 3
	%
	$
	$/unit
	%
	Hrs
	Hrs/unit

	Output 4
	%
	$
	$/unit
	%
	Hrs
	Hrs/unit

	Admin.
	%
	$
	
	%
	Hrs
	

	Other
	%
	$
	
	%
	Hrs
	

	
	100%
	Total O&M Budget
	
	100%
	100% of hours (1800 x # of FTEs)
	See note below


Step 1.
Place all know outputs in the left most column.  Include a spot for administration and a spot for “other.”  Don’t include minor outputs, place these in aggregate under other.  Place along side the type of output and the annual number achieved.  These are the annual OUTPUT target.  Sometimes, outputs are called activities or workload.  Outputs are the units of service directly produced by the program.

Step 2. 

Take the annual operating budget (no capital, no debt service and no fund transfers) and estimate the % of budget that is allocated against these outputs.  If you have activity based costing information available, use it.  If not, make your best guess.  Be sure the %’s add up to 100%.  Place the annual operating budget at the bottom of column three.

Step 3.

Take the % in column two and multiply it against the total budget at the bottom of column three.  This generates a dollar amount for each output.  These are the annual INPUT targets.

Step 4.

Divide the dollar amounts in column three by the number of units in column one to get a dollar per unit ratio.  These are the annual EFFICIECY targets.

Step 5.

Ascertain the % of total employee time that is allocated to each of the outputs in column one.  If you do not know, make a guess.  If you have the wherewithal, undertake some work distribution analysis and have employees insert their time against the identified outputs.
Step 6.

Take the % of total hours in column five and multiply these against the total number of hours available for the year.  The total hours available for the year is equal to the number of FTEs multiplied time the average hours worked per year, which is 2080 less authorized time off for holidays, vacations, training, sick days, etc.  This will vary from jurisdiction to jurisdiction and from department to department.  The above table uses 1,800 hrs/year/employee.  These hours are annual INPUT targets.

Step 7

Divide the number of hours in column six by the number of outputs in column one to generate an hrs/unit ratio.  These are annual PRODUCTIVITY targets.

NOTE: for each of the units of outputs, a corresponding EFFECTIVENESS measure needs to be developed.  For all intents and purposes, these are quality measures.  Effectiveness you will recall from an earlier section of this guide is directly related to one or more of five key quality dimensions which are: responsiveness, timeliness, accuracy, compliance and customer satisfaction.  Remember, quality is best viewed from a customer perspective.  What are the customer requirements?  These will always be some variation of the five quality dimensions.

Defensible Budget Template
	Step 1
	Step 2
	Step 3
	Step 4
	Step 5

	Outcomes
	Level of Service
	Expected Workload 
	Efficiency Ratio
	Operating Budget

	Mission Accomplished
	Service Standard
	Output 1
	$/unit of output
	$

	Goals Accomplished
	* Quality
	Output 2
	$/unit of output
	$

	Objectives Accomplished
	*  Effectiveness
	Output 3
	$/unit of output
	$

	Strategies Accomplished
	* Customer Satisfaction
	Output 4
	$/unit of output
	$

	
	
	
	
	Total O&M

	
	
	
	
	Special Exp’ds

	
	
	
	
	Total Budget


Step 1

Accountability Measures.

In the previous section on accountability measuring, copy the outcome measures template.  It is suggested that this template be attached as part of your budget submittal package.  What outcomes are you trying to accomplish this fiscal year.  Insert them in column one.
Step 2

Level of Service (LOS).
What level of service are you trying to achieve?  What is mandated?  What is desired?  Level of service is best defined as what your customers can depend on receiving from you as a service provider.  What can they consistently expect from you? Basically this is a reflection of quality and effectiveness.  In the case of residential solid waste collection, the LOS is the number of times per week collections are made, on time and w/o a mess.  Remember, it is important that each identified program output has its own corresponding measure of quality of effectiveness.
Step 3

Expected Workload (Outputs).

How many units of output do you expected to deliver during the fiscal year?  What’s your forecast?  Historically, what is the trend in your service demand indicators?  Has there been any fundamental change in the community or your external environment that would indicate a shift away from historic demand?
Step 4

Efficiency Ratio.

From the section above on determining efficiency and productivity ratios, copy the efficiency template.  It is suggested that this template be attached as part of your budget submittal package.  Remember, there is an efficiency ratio for each type of output.
Step 5

Operating Budget.

Multiply column three by column four.  The expected workload (number of units of output) multiplied times your efficiency ratio will produce the needed operating budget. 
Special Expenditures

There may be special projects and strategic initiatives that have their own expenditures and are not a direct part of operations.  More than likely these are associated with your accountability measures.

NOTE: the budget template above does not include a staffing determination function.  That is not difficult to do.  You need to simply go back to the table for estimating efficiency and productivity and apply the productivity ratios contained therein to the estimated outputs in the budget template above.  Typically, the management and support staff positions are listed separately from pure operational staff.  

Budget Submittal Format

Regardless of your required budget submittal format, the substantive part of that submittal will be contained within the budget template above.  It clearly shows what you expect to accomplish and do during the fiscal year; your expected level of service; how much actual service you expect to provide; what your cost is to provide that service; and what performance measures will tell you what has been accomplished, how much has been provided and did it meet the desired level of service.  
Measuring Customer Satisfaction

Know Your Customers

As a program manager, you are accountable to taxpayers and rate-payers who are considered analogous to customers.  A customer is anyone whose best interests are served by or who receives or uses the services of your program.  Many programs serve a specific clientele as well as the common good of the residents.  For example, the Adult Detention Center run by the Sheriff must care for the offenders in its custody, while ensuring the safety of the public.

In may sound obvious, but identifying your customers and knowing their requirements is essential to successful performance measurement.  Managers and organizations who do not understand their customer’s expectations risk either failing to provide customer satisfaction and/or wasting resources on irrelevant data collection activities.  In order to determine customer expectations, the following questions must be answered:

Who are the customers or beneficiaries (internal and external) to your program?

What are the key quality characteristics valued by these customers?

· Responsiveness

· Timeliness

· Accuracy

· Compliance

· Availability and accessibility

· Staff professionalism, courtesy, knowledge, customer-centric attitude?

How is performance measured against these key characteristics?

· Point of service surveys

· Telephone surveys

· Automated systems that track response times, etc.

· Other

What performance standards (targets) would your customers like to see achieved for these measures?

Monitoring Customer Satisfaction 

There are a number of ways to measure and monitor customer satisfaction.  It is not always necessary to develop and administer a “statistically valid” survey in order to measure service quality.  In fact, citizens should not be deluged with surveys from multiple programs and agencies.  What is important is to make a regular effort to obtain feedback from customers on services you provide.  It is best to keep it simple, to the point and cost-effective.  

Although formal surveys are usually the first method that comes to mind to measure customer satisfaction, program managers are encouraged to be creative and consider other cost-effective, easy to use administer means such as the following:

· Response Cards

· Websites

· Interactive Kiosks

· Point-of-service questionnaires

· Telephone surveys

· Written (mail) surveys

· Mystery shopper

Response Cards

This can be a simple and low-cost.  Usually these are postage-paid cards, containing less than ten questions that can be completed and mailed back at the customer’s convenience.  The primary disadvantage of response cards is that size limits the amount of information that can be included and their return is not random.
Websites

A number of agencies and programs now have websites on the internet.  To allow for customer feedback, a button can be provided so that the users can comment on the site or they can be directed to complete a brief questionnaire.  This also allows customers to respond at their leisure.  Again, these responses are not random and are of guide limited to customers who have access to computers and the internet.

Interactive Kiosks.

An interactive kiosk allows customers to electronically respond to questions about services arranged in a menu format.  For those programs and agencies that have applications on the kiosk or plan to, this presents a good opportunity to solicit customer feedback.

Point-of-service Questionnaires.

Programs that have a service counter also have the opportunity to provide questionnaires or suggestions boxes, enabling customers to provide immediate input.  This may allow for a higher response rate than a response card as people may fill out the questionnaire while they wait or immediately after they receive the service.  If you use a questionnaire it is best to provide a return address so that customers can take the questionnaire with them, if they so choose.

Telephone Survey.

The main advantage of telephone surveys is that they are relatively inexpensive and can allow for different variations of questions based on screening information.  In addition, a telephone survey allows for more rapid collection of data than a mail survey since data can be inputted simultaneously.  However, there are disadvantages.  To be done well, careful training and monitoring of interviews is necessary.  The cost-per-survey is generally higher than those for mail surveys and may be subject to interviewer bias if not properly conducted.
 Mail Survey.
The advantages of a mail survey include no interviewer bias, the ability to handle large sample sizes, lower cost than telephone, and the ability to ask complex questions.  However, the cost of a mailed survey can still be significant, especially if an agency is attempting to get a large sample size.  In addition, the time involved to plan, design and administer a mail survey can be considerable.  If available to you, it is best to seek assistance from someone with experience and expertise at preparing the questionnaire.

Mystery Shopper.

Although not direct feedback from a customer, this is useful proxy feedback.  Mystery shoppers can be either scheduled or unscheduled.  Prior to the visit, the program manager needs to let the shopper know what is important to learn and observe.  Generally, an evaluation form is design prior to the shopper scheduling the visit.  That way, the feedback from the shopping report is relevant and to-the-point.
Managing Employee Performance

Management is essentially about getting things done (the right things done) through other people.  Managers manage people.  So across your program, how do you know your management of people is okay?  What do you measure?
First, within the context of process management, are you getting sufficient work done (are the workload outputs on target) and is the average amount of hours per unit of output on track with your productivity targets.  If employees are expending more hours than expected, you might be creating pressure for additional over time and compensatory time than expected going into the fiscal year.

Measures and indicators that you can use for employee well-being, satisfaction, and motivation can include those listed below.  What has been the trend in these?
· Safety and absenteeism,

· Overall turnover rate, 

· Turnover rate for customer contact employees, 
· Employees’ charitable contributions, 
· Grievances, 
· Strikes, 
· Other job actions, 
· Insurance costs, 
· Workers’ compensation claims, 
· Results of employee surveys. 
Survey indicators of satisfaction might include:

· Employee knowledge of job roles 
· Employee knowledge of organizational direction 
· Employee perception of empowerment and information sharing.
Specific factors that might affect your employees’ well-being, satisfaction, and motivation include:

· Effective employee problem or grievance resolution 
· Safety factors 
· Employees’ views of management
· Employee training, development, and career opportunities
· Employee preparation for changes in technology or the work organization
· The work environment and other work conditions 
· Management’s empowerment of employees
· Information sharing by management 
· Workload
· Cooperation and teamwork
· Recognition
· Services and benefits
· Communications
· Job security 
· Compensation
· Equal opportunity
Regarding employee learning and growth, what strategies are you employing to enable the organization to grow and change and meet ongoing demand for service?  You have to be continually creating capacity for higher performance.  It goes without saying that if you want to achieve ambitious results in your work processes, greater customer satisfaction and improved financial performance, these gains have to come from employee learning and growth and its ability to build capacity.  You need to secure gains in your organizational infrastructure, which is generally recognized as employee skills, information systems, and organizational climate / culture.  
Three areas are particularly relevant for learning and growth and capacity building.

· First, employee skills and competencies: do you have the right mix of skills to meet your challenges (and opportunities) on an ongoing basis.

· Second, the flow of information or what is sometimes called information capture: do employees have the tools and information they require to make effective decisions that impact customer outcomes?

· Third, the organizational climate should be addressed.  This typically consists of elements such as alignment and motivation.

The fundamental questions are:

· What skills or competencies do we require to succeed?

· Do we have the proper organizational climate (culture, alignment, etc.) necessary to succeed?

· Do our employees have the tools they need to meet customer requirements?

Managing Service Delivery Process and 

Demonstrating Your Service is Effective, Efficient and Competitive.

During your career, how many times have you heard governing board candidates (both new and incumbents) during a local election talk about the lack of competitiveness in services provided? Some even say, we need to outsource and let private contractors bring in efficiency and effectiveness.  As a service provider, how do you know how efficient, effective and competitive your service is?  What performance measures tell you this?

** Effective service means quality.  In any given service, quality typically means responsiveness, timeliness, accuracy, compliance and customer satisfaction.  How quickly does the ambulance respond when you call for help?  How long does it take to repair a pothole, is your water bill always error free and arrive on time?  Is your drinking water safe to drink and in full compliance with applicable standards?  Are you satisfied with how your neighborhood park is maintained?

**Efficiency.  What is in costing to pick up my household refuse every week?  On a per residence basis, what is it costing?

**Competitive.  How does the cost of picking up my household refuse every week compare to neighboring communities and in particular compare to communities that have contracted out residential refuse collection to a private company?

Effectiveness, efficiency and competitiveness come down to how you manage your service delivery process.  Overtime it comes down to whether or not you’re experiencing continuous improvement through proper quality management and process improvement (work redesign and re-engineering).

The best way to get a handle on this is to understand how local government programs are delivered through the output of processes.  Processes are repeatable activities that produce a unit of service consumed by a customer.   From a modeling perspective, these are simple input/output models.  

A fundamental question is, within your program area, exactly what processes are you responsible for and how are these processes performing?  Is enough service being provided at the desired level of quality?  Is the right amount of people hours being expended in delivery of service?  If you’re spending too much budget on a unit of service and too much time, perhaps you’re going to overrun your budget and be forced into overtime or compensatory time that was not anticipated.  That’s not good management.  If you can stay within budget and within your approved staffing levels, you should be okay, but you need to monitor.  You also need to monitor customer satisfaction and meeting their requirements.  It does you little good to be extremely efficient and productive but have few satisfied customers.  A better guide of action is to achieve and monitor quality (effectiveness) first and then operate your processes as efficiently as possible.  The public wants quality service first and then they want to know the provider wasn’t wasteful and thereby gouging the tax-payer or rate-payer on the price.

Input/Output Model with Performance Measures

Below is a simple input/output model that shows how service delivery works.  In this model, the manager receives inputs from the supplier, takes these inputs and uses them in the production of service outputs, which are consumed by the customer.  That is the bottom loop.  
The top loop is communications from the service delivery manager to the supplier on his/her requirements and communications from the customer on his/her requirements.  The service delivery manager in essence, simultaneously manages the relationship between his/her output process, the customer needs and the supplier relationship.  Within the output process, the manager blends people hours, equipment hours, supplies and materials into a recognized series of tasks that once completed, produce a unit of output.  This is then completed over and over again to produce the needed outputs.  Remember, most services are comprised of multiple activities, each of which produces a unit of output.  Therefore, the service delivery manager is really managing several processes at the same time.
Service Delivery

Process

	
	
	
	
	

	
	<<Requirements<<
	Staff
	<<Requirements<<
	

	
	
	Equipment
	
	

	Supplier
	
	Energy
	
	Customer

	
	
	Materials
	
	

	
	>>Inputs>>
	Procedures
	>>Outputs>>
	

	
	
	
	
	


Below is an enhancement of the simple input/output model.  The family of performance measures has been overlaid (in bold) on the simple model creating a feedback system which the process manager uses to determine if everything is going okay.  

Service Delivery

Process
	
	
	
	
	

	
	<<Requirements<<
	People
	<<Requirements<<
	

	
	
	Equipment
	Service Demand
	

	Supplier
	
	Energy
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	Materials
	
	

	
	>>Inputs>>
	Procedures
	>>Outputs>>
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	Effectiveness
	

	
	Performance Measurement System
	Outcome
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Example 

Here are the specifics of our above mentioned residential refuse collection service.  

Jurisdiction population of 55,000 and neighboring jurisdiction population of 12,500 served through an interlocal agreement.  Jursidiction residences of 15,000 and neighboring jurisdiction residences of 4,500.  Total square miles of both jurisdictions combined is equal to 21.5.  Operations and maintenance budget of $1,250,000 with $740,000 for personnel cost.  Capital budget of $100,000.  Total staffing of 21 which includes 3 management and support personnel.  FTEs work 1,850 hours per year.  There are a total of 9 collection vehicles.  Service is comprised of 2 stops a week per residence.  A total of 41,526 tons of refuse is collected annually.  There are generally 1% missed stops due to collection not being on schedule.  Of the missed stops, about 10% call and complain.  The last customer satisfaction survey showed one in ten customers very satisfied with service (excluding complaints about monthly fees).  There have been no reported incidents of human contact with accumulated household garbage resulting in sickness or disease.  Additionally, there have been no reported incidents of humans becoming sick due to contact with insects or vermin that were living in accumulated household garbage.

	Performance Measure
	Accountability
	Customer
	Staff
	Service

Delivery

Process(es)
	Budget Prep
	Monitor (when & source)

	Inputs
	
	
	
	
	
	

	$O&M
	
	
	
	104,166/mo
	1,250,000
	(insert)

	Opr FTEs
	
	
	
	2,929/hrs/mo
	19
	(insert)

	Equipment
	
	
	
	9
	9
	(insert)

	Outputs
	
	
	
	
	
	

	# stops / wk
	
	
	39,000
	39,000
	39,000
	(insert)

	Tons refuse collected/wk
	
	
	798.6
	798.6
	3,194/mo
	(insert)

	Effectiveness
	
	
	
	
	
	

	% stops on schedule
	99%
	99%
	
	99%
	99%
	(insert)

	# complaints
	20/day
	20/day
	
	20/day
	160/mo
	(insert)

	% customer satisfaction
	90%
	90%
	
	90%
	90%
	(insert)

	Efficiency
	
	
	
	
	
	

	$cost/stop
	
	
	
	$0.62
	$0.62
	(insert)

	Productivity
	
	
	
	
	
	

	Stops/FTE
	
	
	1,026
	1,026
	1,026
	(insert)

	Outcome
	
	
	
	
	
	

	Disease or sickness
	0
	0
	
	
	0
	(insert)

	Demand 
	
	
	
	
	
	

	Population
	
	
	
	
	67,500
	(insert)

	Households
	
	
	
	
	19,500
	(insert)

	Square Miles
	
	
	
	
	21.5
	(insert)


Okay, from the above information in the template, what is the level of effectiveness, efficiency and competitiveness?

Effectiveness?

Effectiveness or quality is a direct result of responsiveness, timeliness, accuracy, compliance and customer satisfaction.  Customer satisfaction is largely a composite of availability, accessibility, professionalism of staff and attitude of staff (customer-centric).  In the solid waste collection example above, 99% of the stops are completed on time (on schedule), legitimate complaints about missed stops and messiness are limited to twenty per day and customer satisfaction with overall service is at least 90%.  Long term effectiveness or outcome is measured by strict compliance to applicable laws, rules and regulations regarding the collection of residential refuse and the number of incidents of disease or sickness or unsightliness of accumulated refuse and any resultant contact with humans or pets by insects and vermin living within accumulated garbage.  To the best of our knowledge there are zero incidents.

Efficiency and Productivity?

Efficiency is about cost to provide service, both in terms of operating dollars and human hours to provide service.  Generally, this is expressed as a ratio and in the case of our example above, we are spending on the average $0.62 per stop and 1,026 stops are collected per FTE per collection (service) day.  We are also expending on the average $32.61 per ton of refuse collected.

Competitive Service?

Competitiveness is a not always straightforward.  Several things are important to know, beginning with the actual level of service (LOS) provided.  In our case, LOS is two pickups a week at our level of effectiveness and outcome.  It is not one pickup a week and less than 99% stops on time and greater than 1% complaints and more than zero incidents of accumulated garbage resulting in disease, sickness or nuisance.  Additionally, the length of routes (route miles and square mileage within the service area) is important to know.  Rural solid waste collection takes more time than dense urban collection on a per stop basis.  Having said that, our competitiveness is the same as our efficiency with our level of effectiveness when compared to neighboring and similar jurisdictions and especially jurisdictions that have contracted out their collection to the private sector, where the operating environment is close to the same as ours (service size, terrain, weather, etc.).  If there are neighboring jurisdictions providing the same LOS either with their own crews or through contract at $0.50 per stop and their collection FTES are picking up 1,100 stops a day per FTE, then we don’t look very competitive.  And we definitely don’t look good if our efficiency trend line is growing fasting than our neighbors’ and we’re having a difficult time maintaining our LOS and our neighbors are actually improving LOS.  Most likely, we’re getting behind on technology, innovation, process improvement, quality management and organizational climate.  We’re simply getting behind and it’s starting to show.  Generally, that’s when the voices for privatization start to rise.

It is important to evaluate and prioritize what is useful to know as opposed to what is essential to know.  As a manager, you cannot spend all your time measuring and monitoring.  Typically, you set up an easy to run system that does this for you and it delivers pre-determined reports showing (flags) where actual performance is not on target.  This is called exception reporting.

As an effective manager you need to spend time on what is important, what is not working as planned and where you can make a difference.  Obviously, you shouldn’t spend time where things are okay, but then how do you know if things are okay unless you’re measuring and monitoring.  It’s not okay to simply wait for complaints to know things aren’t working right.

 Checklist for Good Performance Measures
_____ Important – concentrate on significant matters

_____ Reliable – accurate, consistent information over time

_____ Useful – information is valuable to both policy and program decision-makers can be used to provide continuous feedback on performance

_____ Quantitative – expressed in terms of numbers or percentages

_____ Realistic – measures are set that can be calculated

_____ Cost effective – the measures themselves are sufficiently valuable to justify the cost of collection the data

_____ Easy to interpret – do not require an advanced degree in statistics to use and understand

_____ Comparable – can be used for benchmarking against other organizations, internally and externally

_____ Credible – users have confidence in the validity of the data.

Balanced Scorecard Approach
In some ways, the balanced scorecard is a new approach to performance measurement.  It came out of the private sector because local governments in general were dissatisfied with the historic measuring systems and dissatisfied with their inability to effectively deploy strategy throughout the organization.  They couldn’t implement strategic goals and objectives and they needed a new tool to do that.  They also realized the world had changed and they were not happy with their sustainability and ability to adapt in a rapidly changing world.  The new world has brought increased competition, more diversity among constituents, higher expectations from the public, increasing cost, declining support, rapidly changing technology and substantially different ways of conducting business.  Surviving in such an environment (sustainability) requires the ability to adapt.  That means effective strategic planning, successful execution of the strategies, visionary leadership and focused and accountable management.  The balanced scorecard approach has held great promise in being a tool for successful strategy deployment and alignment of the organization around what is truly important.   

BSC requires an organization to measure its performance in both financial and non-financial areas. It then takes those measures and produces a quick overview of how the organization is doing. The overview has been compared to an airplane cockpit. Like the airplane instrument panel, the scorecard provides a quick display of the important measures.
The scorecard also requires that the organization develop measures that deal with inputs to the operations (things like how fast certain activities are performed; how much training is carried out; etc.) versus the outputs of the operations (things like how satisfied are customers; are we within budget; etc.).
Each of these measures is associated with an overall strategic objective, and for each objective a number of initiatives to accomplish the objective are established.
Cascading performance measures that are top down and reach every level of the organization.  The long-term goal is to have performance measures at all levels of the organization and to have these performance measures support one another and be aligned and linked as appropriate.
Phase One: Initially performance measures are created at the highest level of the organization and will assess progress with key objectives and goals in the organizational strategic plan and governing board priorities.
Phase Two: Each Department creates their own performance measures ensuring alignment and support, where needed, to the organizational performance measures and government board priorities.
Phase Three: Programs develop performance measures ensuring alignment and support where needed, to both organizational and department performance measures and governing board priorities.
A balanced set of measures.  At the organizational and department level, performance measures will cover four critical categories.  
Customer: Managers must know if the organization is meeting citizen and customer needs.  Are we meeting customer needs and delivering the services customers want?
Financial: Managers must focus on how to meet service needs in an efficient manner.  Are we delivering service at a good value?  Are we financially prudent and providing good financial stewardship?
Internal Process: Managers need to focus on those critical operations that enable them to satisfy citizens and customers.  Can we improve upon a service by changing the way the service is delivered?
Employee Development and Growth: Our ability to improve, meet and anticipate customer demands is dependent upon our employees’ knowledge and access to required tools.  Are we investing in technology and employee training and professional development for continuous improvement?  Are we providing employees with the opportunities to maintain and update their skill sets, and supporting professional development and career planning and growth?
Outcome and Mission Accomplishment: The public sector is not about profit maximization and return on investment.  The public sector is about mission accomplishment, that’s the bottom line for public managers.  Unlike balanced scorecards in the private sector, public sector scorecards need a fifth category of measures that represents outcome and mission accomplishment.  If we’re going to expend public dollars on this program, what outcomes need to be realized and high-level results achieved?
Strategically, balanced measures are linked in a cause and effect relationship.  Ideally, what we pursue with Employee Development and Growth will provide the foundation for improvements to occur within the Internal Process perspective.  This leads to achievements within the Financial perspective, which ultimately affects everything we are trying to accomplish in the Customer and Outcome perspectives.

Leading and Lagging Indicators

Strategically, the performance measures used in Scorecards are a mix of driver (lead) measures and outcome (lag) measures.  These are in essence showing cause and effect.  Lead measures show actions occurring that will hopefully produce the desired effect (lagging indicator).

Lead Indicators: Lead indicators are “drivers.”  They should “lead” towards a desired outcome.  Lead measures evaluate performance during implementation or service delivery.  “Lead” measures should cause the desired outcome.

Lagging Indicators: Lagging indicators are the outcomes or desired results the program is looking for.  These are called lagging because they indicate results for a period after an activity or initiative has been undertaken.

Example: A cause and effect relationship would be that housing code enforcement contributes to strengthened neighborhoods.  The outcome (lagging) measure is neighborhood vitality.  The drive (lead indicator) is the number of houses under code enforcement.  In other words the cause (inspecting and getting into compliance a significant number of noncompliant housing) will produce the desired effect of strengthening neighborhoods.

Strategy Execution versus Formulation.

It can be said that execution of strategy is more important and more valuable than formulation of strategy.  In the US especially, we are excellent planners but terrible implementers.  Successful implementation is where the real work begins.  Most organizations fail miserably at executing strategy.

There are four recognized barriers to strategy execution

Vision Barrier: only 5% of the organization’s workforce understands the strategy

People Barrier: only 25% of line managers have incentives linked to strategy

Management Barrier: 85% of executive teams spend less than one hour a month discussing strategy.

Resource Barrier: 60% of organizations don’t link budgets to strategy.

Data Collection
After performance measures have been identified, the next step is to identify the data needed to be obtained, determine whether the data are currently available, and establish your data collection methodology.  

Data collection needs to consider the following:

· Availability of data.

· Staff time and resources available to gather, analyze and refine data.

· Identification of data that may no longer need to be collected now that performance measures are being tracked and reported.

The data methodology should include the following characteristics:

· Identifies which strategic objective the measure is going to be used for.

· Explains what the measure is intended to show and why it is important.

· Describes the specific source(s) of information and data.

· Describes HOW the data are to be collected, in a standard manner so that changes in measurement values are not due to changing methods.

· Describes how often the data is collected and in what format.

· Clearly and specifically describes HOW the measure is calculated.

· Identifies any limitations about the measurement data, including factors that may be outside of your control.

· Identifies whether the data is cumulative or non-cumulative.

· Identifies targets and how and why they were set.

· Identifies comparisons (benchmarking) and how and why these were set.

NOTE: do not throw out potential performance measures simply because the data does not currently exist.  Consider the benefits of the performance measure and the cost and implement the necessary data collection before you make a final decision.
Reporting and Evaluation

The primary purpose of creating a performance measurement system is to use results to manage.  Performance must be communicated and reported and evaluated.

· Determine who monitors what and when
· Determine frequency of data collection
· Determine frequency of reporting.

· Determine report format and content.

· Identify reporting structure – who receives the report (internally and externally).

· Identify where reports will be maintained and for how long.

Determine who monitors what and when
Tracking performance is generally a bottom-up process.  The person or team responsible for actual service delivery is the first line in the monitoring process.  Information is fed up to the program manager who in turn reports to upper management.  The flow of data within the program needs to be identified and clarified so that the right data is being obtained and it is being obtained in a timely manner.  That is true for operational measures, but the outcome measures are another matter.  Generally, the program manager will either have to do that him/herself or make arrangements.  Typically outcome is monitored on an annual basis so it shouldn’t be an onerous responsibility.
Determine frequency of data collection

The right data has to be obtained and done so in a timely manner.  Measures should be collected frequently enough and reported soon enough for staff and management to take action if needed.  As a manager, it’s important to know about operational problem as early as possible.  One of the fundamental values in setting up a performance measurement system is to provide an early alert or warning system that something might be awry.
Sometimes a special study or analysis on an area of performance will suffice and routine monitoring is not necessary.  For instance, if you stay within budget (which is always closely monitored) and you don’t incur overtime or exceed your staffing allocation, and you achieve your required output (workload) targets, on the face of it, efficiency and productivity are okay and don’t need close monitoring.  Annually, you might want to conduct some analysis and adjust productivity and efficiency ratios in anticipation of budget preparation or the setting of annual user fees (based upon operating costs and staff time) or staffing level forecasting or preparing a managed competition report or preparing a fiscal impact analysis for a proposed annexation.

Similarly, if you have reasonable quality control and your service delivery process is consistently run by capable and customer service minded employees, quality should be okay and periodic sampling might very well be sufficient.  Additionally, most outcomes don’t change quickly (or easily) and outcome is best viewed as a trend and not a specific number in time.  Annually updating of the outcome trend might very well be sufficient.

Because you have limited time, spend your data collection efforts where you know there are performance problems in order to get an accurate handle on the size and scope of the problem.  Areas with too many complaints or bottlenecks or difficulty achieving level of service or inability to achieve outcome, are where you need to concentrate your data collection and analysis.  Once things have stabilized, you don’t have to monitor that often assuming you have reasonable quality control in place to ensure consistent LOS.  As you know, quality control in itself, necessitates regular feedback and observation of how things are going. 
Determine frequency of reporting.
That’s strictly up to the decision maker and his/her need to review performance.  Treated water quality needs to be reported hourly to the plant operators, and variances (when these occur) from standard in quality need to be reported to appropriate officials in a timely manner, customer complaints about insufficient water pressure probably needs to be reported to superiors on a monthly or quarterly basis, and the availability of water to meet proposed new growth in the community probably needs to be reported on an annual basis.

Determine report format and content.

This is strictly up to the needs of the reader.  Identify the key readers and solicit input on their needs.  The primary readers in the hierarchy of local government will be: operations personnel, program manager, department head, city/county manager’s office, governing board and the public.  Each will have their own format and content.  Many will want to see tables and graphs and descriptive text.  Some will want to see only exception reporting where actual performance was not on target and what corrective action was taken.  Some will want to see primarily progress against important goals and objectives and strategies.  Some will want neighbor specific information.  Some will want comparisons with the past and with neighboring communities.
Identify where reports will be maintained and for how long.

So that you’re not constantly “bugged” for another report, you need to be smart about making information available for readers so that they can take care of themselves.  Placing reports and updates on a website or intranet is an excellent idea.  Placing reports in the library is a good idea.  However, be sure to remove reports and data that is outdated.

Use and evaluation the data.  

Performance measures are worthless unless the data is used to make decisions.  Managers are responsible for regularly evaluating performance measurement data and taking corrective action when warranted.  If after monitoring a measure for a while, you discover that the information is not useful, then consider eliminating that measure.  Performance measures must be meaningful and actionable.

Overcoming Resistance to Performance Measures

In theory, performance measurement has many benefits and advantages as well as limitations.  Some try to use these limitations as reasons not to pursue performance measurement….and in doing so, forego its benefits.  The following includes the typical arguments used, followed by a prudent response to that argument.

You cannot measure what I do.

RESPONSE; Areas previously thought to be “unmeasurable” such as education, welfare, and even internal relations have been shown to be measurable if someone is motivated and creative enough to pursue an innovative approach.  Since so many governments have initiated performance measurement in recent years (and others have done so for quite some time), more information than ever exists for staff to reference.

It’s not fair because I don’t have total control over the outcome or the impact.

RESPONSE: It is the rare program that anyone has total control over the program, but if you can’t demonstrate any impact or result, then why are we funding your program?

It will invite unfair comparisons.

RESPONSE: Comparison is going to happen whether you like it or not.  By taking the initiative in selecting comparable organizations, you can help your program by proactively comparing performance, determining how well you are doing, and seeking ideas on how you can improve your performance.

It will be used against me.

RESONSE: Demonstrating openness and accountability, even when the news is not good, inspires trust.  If you are open about where you need to improve, most people will give you the benefit of the doubt as long as you demonstrate that you are sincerely seeking to improve.  Cynical manipulation of measures, i.e., selecting overly easy targets or ignoring key data, will likewise cause the public to question your motives and credibility and will lead to mistrust.  In fact, being honest about your performance and how you can improve can actually help you win support for additional resources.

It’s just a passing fad.

RESONSE: Anyone who thinks performance measurement is just a passing fad need only pick up any public administration-related document to learn that it is being used at the federal, state and local levels of government, with no indication that the requirements for its use, i.e., accountability, continuous improvement, better information for decision makers, etc. will abate.  In fact, if anything, pressure to demonstrate accountability and improvement is only expected to increase.

We don’t have the data / we can’t get the data.

RESPONSE: In this age of information technology, it is hard to believe that performance data are not available.  If a program is important enough to fund, staff should be able to find some money to collect data on its effectiveness.  It can be as simple as a desktop spreadsheet using information collected from a hard-copy log or it can be trained observer ratings, with numerous variations in-between.  What is important is that critical indicators of success are identified and measures.

We don’t have the staff resources to collect the data.

RESPONSE: The reality is that administrative-type positions will not be added for performance measurement; however, staff should realize that dedicating 5 percent of their time to come up with thoughtful measures, collecting the data on those measures, and then using the data to manage for results, will generally save a larger portion of their time than they would have spent correcting service problems down the road.

RESPONSE: As a manager, you have to find the time to assemble and monitor a complete performance measurement system.

Suggestions for developing an organization-wide

performance measurement and monitoring system

David Ammons has prescribed some general steps in setting up an organization-wide performance measurement and reporting system.  See page 22 of his guide Municipal Benchmarks: Assessing Local Performance and Establishing Community Standards, second edition, 2001 Sage Publications.

Step 1

Secure management’s commitment -- at the highest possible level.  Not only will that commitment help to overcome resistance at lower levels, but also management interest will increase the likelihood that resulting measures will be used in subsequent decisions, thereby reinforcing and reinvigorating the process.  Although the commitment of the organization’s chief executive is highly desirable, the bare essential for performance measurement at the service unit level is commitment by the service unit’s administrator or supervisor.

Step 2

Assign responsibility -- decisions regarding functional responsibility for coordinating the development of performance measures and identifying functions to be measured should be made at an early stage.  Depending upon the measurement foundation already in existence, some jurisdictions may be capable of establishing a solid performance measurement system covering all departments simultaneously; however, a more gradual approach might to best, beginning with one or two departments or activities.  Whichever approach is taken, it is reasonable to anticipate that some departments will be more receptive than others.  It is also important to recognize that some departments perform functions more conducive to easy measurement than others.

Step 3

Consistency with goals and objectives – performance measures should be consistent with and pertinent to a department’s goals and objectives.  If such goals and objectives have not been articulated, their development or clarification should become an early step in the process.  Mission statements and goals are broad expressions of general purpose.  Objectives are more precise, declaring specifically what is going to be accomplished and when.  Performance measures track progress in achieving those objectives, ideally documenting the efficiency with which they are pursued and the extent of their accomplishment.

Step 4

Emphasize quality of service -- performance measures should emphasize the quality of services and the outcomes that those services produce rather than merely reporting the resources consumed or providing workload or activity figures.  Indicators that simply record compliance with prescribed processes rather than service quality or results should be deemed acceptable substitutes only when more direct measures of effectiveness are impractical.

Step 5

Focus on the right amount -- measurement systems should focus on neither too few nor too many performance indicators.  Having too few can cause important service dimensions to be overlooked or can inadvertently encourage perverse behavior in the overzealous pursuit of high marks on the featured dimension.  Having too many measures can contribute to information overload and disuse of the system.

The proper approach may be the development of a system with a moderate number of performance indicators to be tracked by departmental officials, with only a subset of key measures published in performance reporting documents designed for higher-level officials or the public. 

Step 6

Customer sensitive -- performance measures should be customer sensitive, emphasizing effectiveness in meeting customer expectations as well as efficiency in service delivery.  The early involvement of rank-and-file employees and service recipients along with management in the design of appropriate performance indicators will minimize the likelihood of overlooking important performance dimensions.

Step 7

Monitoring -- establishing the logistics of performance measurement and monitoring is important.  Assigning the responsibility within the service delivery units for data collection and reporting, determining the frequency of reporting, and assigning centralized responsibility for data receipt, monitoring, and feedback are essential for ensuring the viability of the system and sustaining interest in its continuation.  Maintenance of the system should also include provisions for periodic audit of performance data to ensure accuracy.

Step 8

Data analysis -- for performance data to be useful, periodic analysis should examine the performance of service delivery units in comparison with performance in previous periods, standards, targets, comparable jurisdictions, or other suitable bases for comparison.  Although continuity of performance measures is desirable for identifying trends, performance measures should be refined or replaced whenever necessary.

Step 9

Connection with decision making -- a meaningful connection should be established between the performance measurement system and the organization’s decision processes.  For example, the design of the performance measures should be influenced by a jurisdiction’s goal-setting efforts.  Performance measurement results may, in turn, influence future goal-setting processes, policy deployment, resource allocation, and employee development and compensation decisions.  Furthermore, a performance measurement system may be instrumental in a jurisdiction’s subsequent program evaluation efforts, as well as its accountability and public information initiatives.   

Performance improvement – the next step

As noted earlier in this guide, performance measurement is not performance improvement.

Performance measurement, if done properly, can identify performance adequacy as well as identify areas of performance deficiency.  But in so doing, performance measurement doesn’t explain anything nor does it prescribe solutions.   Taking the next step to performance improvement is a key to sustaining interest in a performance measurement effort. 

Fortunately, there’s a way to rationally analyze and investigate performance deficiencies and in so doing, ferret out opportunities for improvement.  The root of all work process performance is five-fold and improvement will come from addressing one or more of these five elements.  The five elements are: 1) the work process steps or method used; 2) personnel; 3) technology and equipment; 4) supplies and material; and 5) working environment, both external and organizational environment.  The point is, it’s important to look for deficiencies in one or more of these five critical elements of performance.
Step 1 -- Map the work process and assemble chronologically all the steps in the work process and include the amount of time and money consumed on each step.  This is typically called process mapping.  It’s important to evaluate why each step is needed, why it cannot be eliminated or combined with another step and why each step cannot be completed quickly and cheaper.  

Step 2 -- Critically examine the personnel completing all steps in the work process. Are they sufficiently skilled and competent?  Do they have the right skills at the right time and at the right location?  There may be a scheduling and deployment issue.

Step 3 -- What technology and equipment is being using to complete each step?  Is it outdated?  Is it in a state of poor repair?  How much time would be saved and quality enhanced by using superior technology and equipment, at the right time, and at the right location?

Step 4 -- What supplies and material are used in each step?  Is it of sufficient quality?  Would better supplies or material result in improved performance?

Step 5 -- What is the working environment like?  Does weather and physical geography impact performance?  Can adjustments be made in personnel and equipment deployment to compensate for poor external working conditions?  Similarly, what are the internal working conditions like?  Is there satisfactory work space?  Additionally, does the organizational climate foster and nurture high performance?  Is it clear to employees what constitutes high performance, what’s important and strategic, what’s expected of them, and are employees properly rewarded for high performance?  Is performance given sufficient attention and is it rewarded by the organization? 
Performance Measurement Resources
David Ammons

Municipal Benchmarks: Assessing Local Performance and Establishing Community Standards by David Ammons.  Sage Publications.  Available on Amazon.com

Dr. Ammons is a Professor of Public Administration at the UNC Institute of Government in Chapel Hill.  This publication contains a chapter for each of the major local government service areas and for each service area, a collection of performance measures used by local governments.  The service areas covered are: 

· Animal control

· City attorney

· City clerk 

· Courts 

· Development administration 

· Emergency communications 

· Emergency medical services 

· Finance 

· Fire service

· Fleet maintenance,

· Gas and electric services 

· Human resource administration 

· Information services 

· Library 

· Management services: executive offices, budgets, and management audit 

· Parking services

· Parks and recreation 

· Police

· Property appraisal 

· Public health 

· Public transit 

· Public works 

· Engineering and misc. services 

· Purchasing and warehousing

· Risk management 

· Social services 

· Solid waste collection 

· Streets / sidewalks / and storm drainage

· Traffic engineering and control 

· Utilities business office

· Water and sewer services

ICMA Center for Performance Measurement

http://www.icma.org/main/bc.asp?bcid=107&hsid=1&ssid1=50&ssid2=220&ssid3=297
The ICMA Center for PM contains an online database of performance measures for the following service areas: 

[image: image1]
Police Services
Police/Sheriff Services

Jails
Fire and Emergency Medical Services
Community and Risk Reduction 

Emergency Medical Services 

Fire Suppression 
Neighborhood Services
Code Enforcement 

Highways and Road Maintenance 

Housing 

Libraries 

Parks and Recreation 

Refuse and Recycling 
Support Services
Facilities Management 

Fleet Management 

Human Resources 

Information Technology 

Purchasing 

Risk Management 
Data Reports can be purchased from the ICMA book store containing the reported performance by the participating jurisdictions which is close to 150 in total.

http://bookstore.icma.org/obs/showdetl.cfm?&DID=7&Product_ID=1242&CATID=4
GASB (Governmental Accounting Standards Board)

http://www.gasb.org/
GASB has been involved in a performance measurement program for several years that has received significant attention by local government.  Here’s a link to their performance measurement work. http://www.seagov.org/index.shtml
AGA (Association of Government Accountants)

http://www.agacgfm.org/performance/sea/
AGA has supported and recognized jurisdictions for the efforts to report non-financial performance, popularly called SEA reporting (Service Efforts and Accomplishments – originally a term coined by GASB).

UNC Chapel Hill – IOG

The IOG has conducted a local government benchmarking project for several years.  

http://www.sog.unc.edu/programs/perfmeas/index.html
Published reported are available for purchase.

The services covered are:

· Residential Refuse Collection
· Household Recycling
· Yard Waste/Leaf Collection
· Police Services
· Emergency Communications
· Asphalt Maintenance & Repair
· Fire Services
· Building Inspections
· Fleet Maintenance
· Human Resources
PM Resources provided by Fairfax County VA

http://www.fairfaxcounty.gov/dmb/perf_measure.htm
http://www.fairfaxcounty.gov/dmb/pflinks.htm
PM Resources provided by MRSC

http://www.mrsc.org/Subjects/Management/performancemeasurement.aspx
PM Resources assembled by Rutgers University

http://newark.rutgers.edu/~ncpp/cdgp/manualref.htm
“A Brief Guide for Performance Measurement in Local Government”

http://www.andromeda.rutgers.edu/~ncpp/cdgp/teaching/brief-manual.html
United Way – Outcome Measurement Resource Network

http://national.unitedway.org/outcomes/library/pgmomres.cfm
AuditNet - Performance Measurement Resources for Auditors
http://www.auditnet.org/perfres.htm
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