Performance Measure Roundtable Meeting Notes
November 16, 2005

Present: Nathan Allen, Vikie Bailey-Goggins, Dave Barker, Scott Bassett, Barbara Berger, Sandy Berger, Patrick Braatz, Geralyn Brennan, Rita Conrad, Anne Davies, Dawn Farr, Athena Garrett, Angel Harp, Felicia Holgate, Aaron Hunter, Cathy Iles, Jim Lamka, Teddy Leland, Vicki Merkel, Joe Misek, Al Newnam, Samantha Patnode, Alice Phalan, Sarah Piper, Kimberly Rambo, Derek Reinke, Debbie Rios, Rita Rush, Gabrielle Schiffer, Paul Siebert, Whitney Temple, Larry Trott, Lori Warren, Karen Whisler. 
I.  OPB RELEASES

- Rita introduced the 2005 County Data Book and County Awards

- CCF Comprehensive Local Plans-performance measurement planning and review; shared performance measures at county level

II. USING PERFORMANCE MEASURES IN THE BUDGET PROCESS (Rita)
- Rita explained that people feel as though they get dinged if they do or don’t meet targets—there is no generally accepted way for performance measures to be used in the budget process.  

- Green handout (backside of agenda) shows table for potential framework for thinking about how to allocate resources. Looks at whether agencies are headed in the right direction and if they are working well (within budget).  Wants to look at performance data to inform, but not drive budget decisions. 


   Suggests to use performance measurement:



-To develop policy

-To manage agencies

-To hold government accountable: so legislators and citizens know that    they’re getting their money’s worth. 

    Discussion:

Geralyn: How can agencies use performance measures in their presentations to Ways &  Means to defend their budget? 

Paul S:  Package in with a specific program.  Results in performance measures are not the sole influence in budget decisions
Rita C:  Performance measure reports are only a small piece of info for making budget  decisions, not the key driving factor. 

Athena: Adding results to broader goals/principles/functions/priorities happens at all      levels. The goals,etc. must be clear for policy development work to happen. 

Sandy:  The Legislature wants agencies to measure things more within their control.  Framework is good tool to develop new or modify old performance measures.

Dawn:  Suggests noting what was produced.  

Rita:     If it has a significant result, would like a measure attached to it. 

Felicia: Customer satisfaction performance measures can be used to prove efficiency in production. Will this be a higher priority in next session? Customer service measures may be added or dropped if used as a proxy for efficiency.
Paul:     Legislature may be forced to make it more of a priority, but uncertain.

Scott:   Agencies may claim that performance measures don’t capture what the agency is trying to do in order to mask poor agency performance.  Agencies have control over much of process. 

Rita:     Measures are needed to know whether they are performing well. All agencies can do is produce their performance data so that policy advisors can make resource allocation decisions. Then agencies can look to whether they are headed in the right direction.

Athena: Is there a guide needed for reporting performance measures?
Rita:     Table on green handout shows that there are many audiences for performance measurement.  Citizen advisory groups want simplistic results shown; budget analysts want a high level of detail; policy analysts and advisors need to sum results across programs.  Need to work on ways to communicate data so that it can be used for all these purposes.  

III.  NATIONAL PERSPECTIVES ON PERFORMANCE MEASURES (Ken Smith, Ph.D., Willamette University)

-Research findings: performance measures are sometimes used for informing decision-makers, but much less than would be hoped.

· The hope is that performance measures would be used for:



1.  Budget allocation – hasn’t affected how resources are allocated much

2.  Management/Improvement - agencies that use PMs for this are performing better (using more smokestacks on the ship)



3.  Policy – not discussed


4.  Accountability – not discussed
· A disconnect exists between government performance measurement and private (business/nonprofits) performance for overall outcomes (ex: public safety)
· Wants to frame overall performance measurement by:


I. Outcomes



     1. Key Performance Indicators




A. Operations

· Decision-makers have to understand why certain performance outcomes happen in order to make budget decisions, not just the performance measure data as a number. The numbers alone don’t indicate whether more or less resources are needed.  

Rita:     This is why the KPM results part II section has the questions for agencies to answer to explain the performance results. 

· Performance measurement is hard.  

· Accounting-based measurement influences are:

1.  Performance budgeting: agencies need to be able to report performance honesty

2.  Performance benchmarking: making comparisons to a) past agency performance; b) target; c) other similar organizations (ex: counterpart in a neighboring state).  This is where most barriers are, but what should be focused on.


3.  Performance reporting


4.  Performance management (the operation of the organization: routinely looking at measures to make informed decisions)
· Alpahbet Soup

-GASB (Government Accounting S. Board-private organization that sets standards)

1980s- came out; 1994- performance measurement concepts start

-GFOA (Government Finance Officers Association): opposes GASB’s performance measurement system. 
-AGA (Association of Government Accountants; now Advancing Government Accountability) - Federal accountants. Certificate program in Service Efforts and Accomplishments (SEA) reporting
· Consortium Idea:

-House performance measurement with accountants (who use reasonable, not perfect measurements). Have the skills, but aren’t policy decision makers.

-Join together at same level (city, county, etc) to create same performance measurements at all levels (Outcomes(KPIs(Operations). Everyone’s performance measures would be comparable even if strategies are different. Look to see what strategies are solving the problems.
-Alfred P. Sloan Foundation is a good resource for moving this notion forward. 

-Ken’s contact info: SmithK@Willamette.edu
IV.  UPDATES

· HLO Measures (Scott Bassett): many agencies have measures that don’t link to a benchmark, so they link them to High Level Outcomes (HLOs).  May meeting discussed licensing agencies coming up with new measures that deal more with what they do. Wants representation from DCBS.  

*Anyone with ideas that deal with HLOs, send to Scott. 
-Rita:    Board may not accept these new measures as Oregon Benchmarks, but they can still be used by agencies as a higher level to link performance measures to. 

· Oregon Public Performance Reporting Association. Steering Committee has established goals and is trying to have a second meeting in February 2006 with help from Sloan Foundation. Speaker: Ted Greenwood.  Focus: Performance measure reporting.  Everyone in Progress Board’s Performance measure contact list will be given email notice of meeting.
· Cascadia Progress and Performance Network. (Washington, Oregon, British Columbia). Conference held in Bellevue in September 2005. They look at societal indicators. Tried to bring together societal indicator groups and lower-level indicator groups. Run by Sustainable Seattle group. Link to their conference is on agenda, or Google “AGA Accounting.”  This may be a good ally to Oregon Public Performance Reporting Association.

· Listening Campaign Report with agency heads (Rita). 
· Has been talking with LFO/BAM/Agency heads

· OPB Committees: Visioning, Outreach

· Agency head responses are categorized into 6 themes listed in Rita’s Listening Campaign Report.  
· Interagency Strategic Planning Support Group (Dawn Farr). Would be willing to coordinate a forum of people interested in discussing strategic planning work support group. Passed out a sign up sheet for contact list.

· Joint Customer Satisfaction Survey for small agencies. Agencies want to know costs; Contractors want to know how many agencies will be involved. Rita will work to join these groups together to discuss the scope of the project before issuing a Request for Proposal. Expect information in a month or so. 
· Citizen Advisory Committee and National Center for Civic Innovation (NCCI) Grant.  Want to apply things learned from Citizen Advisory Committee to the budget reporting. (Purple and yellow handouts).  Citizen Advisory Committee gave feedback on agency annual reports (purple handout—view the complete slide show):

· Readability for understanding by those who don’t have background

· Data needs to be accurate, current, and with sources

· Use peer review before submitting reports

· Discuss what agencies have actually done

· Look at barriers and facilitators for each measure

· Show financial summary and person hours for reports

· Possible new form for reporting data in Annual Performance Progress Report (APPR) (backside of purple handout). Highlights the actual measure and aligned goals/mission/HLO or benchmark/governor’s principle on every page. Has more to-the-point KPM Analysis questions. 

-Feedback:
· name ‘principles’ ‘Governor’s principles’

· Move bottom 3 rows up and remove KPM Analysis questions, then use this as the core for the links form so all info is on a single form.  Incorporate all info from links form, sources, and data into single form (include KPM since…) for proposing the next biennium’s measures. 

· Look at GASB’s Green Report Criteria for Reporting. APPRs are already close to filling criteria for GASB Certificates, so they could be changed slightly to fit their audit checklist criteria. 
*Ken is willing to have a workgroup for interested agencies that want to apply. 

· Having alignment for measures on all forms is helpful in conveying info to counties. 

· An automated database file in which agencies can enter their information and create standard reports would be helpful. *Maybe a graduate student from Willamette University can do an internship to create this (Ken Smith). 

*Please have all suggestions to change forms to Rita by 12/15/05. 

V.  ROUNDTABLE DISCUSSION

 Question: based on your experience, how would you recommend revising the performance measure forms?  (Performance Measure Guidelines for State Agencies handout)
· Karen: using 4 different forms is cumbersome. Also, much of agency’s work is not reflected by Key Performance Measures, so it’s difficult to allocate funds to them. How can they show what they actually do?

-Rita: 3 of the forms will probably be merged, but Request to Modify will likely remain separate. Key Performance Measures should reflect the essence of what agencies do. Would be willing to work with agencies to develop better measures.
-Paul: LFO and BAM see performance measurement as an agency management tool. Many measures will be useful to agencies within themselves, but not reported to the Legislature. Issue is reporting, not whether or not to measure.

· Scott: BAM and LFO analysts need to review the forms. This needs to be done before their busy season.  Request to modify form should come in before the others, because they need to go to Joint Legislative Audit Committee (JLAC). 

-Paul: If the Legislature requested changes, they don’t have to be reviewed by JLAC. Most agencies know what they want to change, so they should be able to request them before August or September. 

-Rita: Invitation for agencies to request modifications comes out in March.

· Teddy: for early submittal agencies, it is difficult to complete budget documents in by August 2 when the review committee works in July.  

-Rita: noted. Need proposed measures early, so that they can go through review committee early.  
-Paul: some people want large agencies to be the early submittal agencies. 
· Why are agencies required to have performance measures reviewed before submitting, when they will later be submitted by the Legislature?  (page C12-13)
-Rita: Review committee looks at new performance measures against the criteria, not those already approved by the Legislature. However, new targets for old measures will be reviewed by the committee. 

· Athena: Agencies need ability to set new targets if data change due to an audit.  

-Scott: ODOT has had this problem. To avoid withholding information, they duplicated the data, showing old measure with old data and new measure with new data. 

· Jim: Do agencies that need to make new measures need to be reviewed by our review committee before or after JLAC review?
- Paul: unique situation; talk about it later
-Rita: opens the question of communication between executive and legislative branches.

· Patrick: how are targets supposed to be made?
-Paul: Use first data as a base to establish targets.

· Athena: are rules for when performance measures need to be reviewed mentioned in the forms?

- Rita: Noted that they should be included.

· Rita: Citizen Advisory Committee: citizens hate PDF documents.

· What forms are submitted to whom and when adding measures or making changes proposed by LFO for 2005-07?

-Rita: LFO/BAM/OPB group would be willing to review this before agency sends it to JLAC. 

-Paul: contact an LFO analyst to make sure the measures are in line with what the Legislature wants. Do this early before data is being collected.

· Are optional 2005-07 sections likely optional or required for 2007-09?

-Rita: don’t know yet. 

· Ken: Would be a good idea to have systematic reporting if there are thematic similarities among what agencies report. 
· Disconnect between performance measurement or reporting and high-level management decisions.  

-Rita: some agencies are driven by performance measures, while others are not. 

· Paul: How much does performance measurement process drive agencies to make changes because they know that their data will be reported?

-Ken: It’s important to keep data being measured for whenever it is requested to be reported in future. 

· Geralyn: Customer service survey was first time high-level managers at Commission on Children and Families used performance measures for decision making.
· Sandy: what about agencies using Oregon Budget Information Tracking System (ORBITS)? Could Rita meet with team of administrators and LFO to discuss performance measurement within her agency?

-Rita: will discuss using ORBITS. Could meet in December

· Cathy: working with strategic planning

-Rita: Maybe Cathy and Dawn could get together to discuss that work. 

