DRAFT

Analysis of Performance Management in State Government

CPE members, CPE Friends, and staff reviewed existing materials and presentations from various agencies to arrive at a series of current challenges and statements about excellence in action.   
Summary Performance Management System Observations 
	Current Challenges
	Excellence in Action

	1. Government Systems and Culture

· Government is dispersed and operates as silos.

· Collaboration occurs, but is not the norm.

· Government culture is more oriented to programs and activities than results.
· Leaders in state government exist within a management framework that’s more reactive than proactive, e.g. processes drive actions rather than strategic or critical thinking.  

· The culture is not oriented towards data‑based decision making.  
· There is no strategic human resource development (HRD) function (workforce planning, organizational development (OD), training and development (T&D), succession planning, alignment with agency strategic planning, etc.)

2. Sponsorship for Excellence

· There is not a clear, single sponsor of performance management within state government.
· Within some agencies and across the system there is relatively little agreement on what results to seek (or priorities) and who's really accountable 

· There is no one place to go to “get the mandate” to implement process re-engineering or a continuous process improvement program.
· There is a critical leadership void and lack of clarity for who is responsible for efficiency and effectiveness in government.
3. Rewards and Incentives

· There is little general awareness and publication of agency continuous improvement efforts projects and successes.

· The system does not provide meaningful recognition or incentives for performance improvements, e.g. money saved can lead to reduced budgets. 
· There are few rewards for “managing” well.

· There are few rewards for performing well.

4. Education and “Know-how”

· Terminology and knowledge about excellence concepts vary across agencies and branches. 
· Education and training budgets are the first things to be cut when budgets need to be reduced. 

· Management skill deficits exist.
· There is little formal information on work force skill sets (we don’t know what we have).

· There is a paucity of analytic and process improvement skill sets at all levels.

5. Performance Measurement

· Many agencies perceive the KPM system to primarily be a budgetary compliance process, and not substantially aligned with how they actually manage. Some agencies perceive they have no authority and control over their own performance measures, and (correspondingly) don't buy into the KPM system

· KPM system lacks flexibility to allow customized methods of reporting and more varied and complex types of measures and displays. 

· There are different types of KPMs in the system, andthere aren’t clear, commonly shared definitions for the various measures and their intended applications) of a KPM that produces just one kind of measure.

· The legislation that governs Oregon Benchmarks and KPMs does not reflect what is currently occurring in the system
· Focusing on performance measures may be the wrong lever to establish improvement in core management processes such as strategic planning, budgeting, managing and evaluating.  

6. Change Management

· Change initiatives are often isolated, fragile and run counter to desires of powerful individuals and groups (who often benefit from key elements of the status quo).

· Government is nonprofit (making it different from business), but it does provide products and seeks to achieve results (making it similar to business). The political systems checks and balances slow things down, so they can be more thoroughly vetted. This needs to be understood and made more efficient without sacrificing commitments to fairness and public input.

· Some people are apathetic or resistant to change (some reports indicate greater resistance from upper and middle management than from line workers). 

· Performance is not a functional criterion for retention decisions.

· We lack a set of strategies that influence changes toward greater flexibility, support for performance management and investments in business process improvements, and creation of an educated, empowered workforce.


	1. Government Systems and Culture

· Work that crosses agency boundaries is coordinated, and there are systems for sharing information and measuring performance across silos. 

· Government process and reporting is oriented toward results and outcomes.

· Informal government systems and norms encourage appropriate certain kinds of risk taking.

· People inside and outside of the enterprise are working to co-create a vision of what “success” looks like. 

· The public is vigilant in expecting accountability to the shared vision, and government workers embrace and live the shared vision every day.  

2. Sponsorship for Excellence

· There is clear and cooperative sponsorship for excellence. It is part of the culture.
· Sponsorship and leadership roles in performance management systems are clearly defined, made accountable, and communicated appropriately.

· There is a call to action and consistent conversation on many fronts so the importance level around performance excellence is high.

· There is a clear “line of sight” (line of vision) between leaders, managers, and workers. Individual performance plans are aligned to strategic objectives.
3. Rewards and Incentives
· We celebrate, publicize and validate what is working.

· Meaningful incentives and rewards are in place.
· Incentives support improvement in management processes and provide acknowledgement for good efforts.
· Incentives encourage appropriate risk taking and innovation.

4. Education and “Know-how”

· We have a comprehensive Human Resource Development plan and process.

· We conduct and maintain critical skills inventories.

· We have a modern, flexible, and equitable classification and compensation system.

· We recognize and develop talent.

· Basic training content for management skills is widely available in a variety of formats.

· Users are trained on tools of quality, performance measures, benchmarks, statistics, etc.

· We are constantly seeking “best practices” benchmarks and are open to finding new processes, techniques and tools that improve efficiency and effectiveness.

5. Performance Management

· There is a shared understanding for what defines performance management—concepts and terminology.
· Research, processes and metrics are developed to continuously justify value.
· Information Technology provides data banks that managers can easily access and use in order to define what is or is not happening. 

· Leaders have reliable and valid information and data systems that they can use to make program and policy decisions.

· We have a structure for establishing baseline data and measuring progress toward meeting agency missions.

· Leaders are clear about what they expect, and measurements are aligned with these expectations and employee performance plans.

· Agencies have multi-tiered performance measurement data that informs on results and continuous improvement activities.

· The attention of state agencies is on core management processes.

· Agencies have formal methods for process improvement, and they see the utility using data to drive decision-making.

6. Change Management
· By investing in and focusing on agencies that are positively engaged in structured improvement efforts (and that want to move forward), we put our limited resources where they are most likely to produce positive impact. 

· Change may be inspired by a critical mass and/or a “tipping point” event that creates movement toward performance excellence.

· Budget notes and performance-based leadership may help to drive engagement.




Conclusions and Leverage Points: 

Based on current challenges and CPE to promote excellence in state government, the following conclusions and leverage points were identified.
	Conclusions
	Leverage Points

	Government systems and culture need to change.


	· We need to allow for innovation and improvement, there needs to be support and encouragement for some risk-taking, flexibility, and openness to new perspectives and approaches.

· CPE and Government Leaders should reinforce actions/thinking that crosses the enterprise of government—across state government and between state and local government. 

	Sponsorship for Excellence must be established.  
	· The systems of governance are complex so leadership and sponsorship roles and priorities need to be clarified.

· We need a shared vision and committed leadership.

	Rewards and recognition for excellence need to be established.


	· We need to share stories of Performance Excellence and celebrate our collective successes.

· Changes need to be made to management and work cultures so incentives and support for pursuit of excellence are in place.

	We need to invest in education and skills that support performance excellence

	· We need to define the skills and abilities that we need to cultivate improved agency performance.

· We need to leverage existing investments in money, time, and energy that are being made to advance performance excellence.

	We need a common language and framework around performance management.
	· The framework needs to include data systems that will support reliable information and valid measurement tools.

· Understanding needs to be developed around the benefits of pursing improved performance management.

	Change requires engagement and management.

	· To be accountable for results, agency management and workers need to have some degree of control and autonomy in designing the work and measuring the results.

· Agencies need to be provided with knowledge about how to effectively manage change.


Analysis Validation

Does CPE want to have a group of reviewers comment on the analysis prepared by the committee?  Or, take any other action?
Page 1 of 4

