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November 24, 2004

TO
The Honorable Ted Ferrioli

The Honorable Susan Morgan


Co-Chair



Co-Chair


JLAC




JLAC


The Honorable Randy Miller

The Honorable Richard Devlin


Co-Chair



Vice-Chair


JLAC




JLAC

FROM:
Neil Bryant


Chair, Program Assessment Committee


Oregon Progress Board

SUBJECT:
Progress in Implementing Oregon’s Performance Measurement 
System

The Oregon Progress Board is required to report, biennially, to the Legislative Assembly on progress in implementing the performance measurement system prescribed in ORS285A.171. This report is intended to satisfy that requirement.

The statute requires the Progress Board to issue guidelines for how agencies will develop performance measures and report on them to the legislature. The guidelines are included in the Department of Administrative Services’ (DAS) budget instructions that all executive branch agencies are required to follow when developing their budget requests. The legislature chose the Progress Board for this role because of its desire to see agency performance linked to Oregon Benchmarks. The statute also identifies roles for the Legislative Assembly, the Office of the Secretary of State (SOS) and DAS.

In June 2004, the Board launched an independent assessment of the system by engaging the services of Circe Torruellas, an Oregon Performance Intern. Over the summer, Ms. Torruellas conducted interviews with performance measure experts, leading practitioners from other jurisdictions and system users, including legislators, to get a picture of how well the system is working.  The full report, Oregon Performance Measure System Assessment, is attached for your review.

The assessment is based on four criteria that were agreed to in advance by the Progress Board:

1. The system should be developing per statutory expectations;

2. The system should increase agency external accountability;

3. The system should improve internal agency management practices; and

4. The system should be user friendly.

In summary, the report finds that the system is developing well. The assessment finds that the system has achieved three key ingredients of success.  First, it is highly stable, unlike earlier attempts where measures and expectations changed from biennium to biennium. Second, all agencies are using the same approach to developing and reporting measures. And, third, the system is slowly becoming part of the governing culture of the state. 

The author identifies four areas that need attention to assure that the system will continue to develop.  First, steps must be taken to assure that the information generated by the system is used to improve government performance. Second, methods for communicating the performance information to system users must be improved. Third, DAS and the Progress Board should clarify who is responsible for what. And fourth, improvements should be considered for the way performance measures are modified.

The Progress Board generally supports these recommendations and has already taken steps to implement them. Here are the specific recommendations from the report and the Progress Board’s response.

Recommendation 1 – The Oregon Progress Board and DAS should develop a strategic plan for long-term implementation of the performance measure system.

Progress Board Response – The Board supports the notion that a long-term strategic plan is needed.  However, the Board believes that the plan should be developed in conjunction with all the players named in ORS 285A.171 – the Progress Board, DAS, the Legislative Assembly (represented by the Legislative Fiscal Office [LFO]) and the SOS. The Board would also involve agency and citizen representatives in the process. This way all the key users of the systems will be represented. The Board will initiate this process at the beginning of the next biennium.

The study finds that Progress Board staff has carried out many of the functions that are designated as DAS responsibilities in the legislation.  The Board acknowledges this shift in responsibility but notes that this was done at the request of the Governor. The Board believes that as the system becomes institutionalized, operational responsibilities should migrate to DAS.

Recommendation 2 – Create and conduct hands-on agency trainings on managing for results.

Progress Board Response – The Board recognizes agency performance managers and others need training in how to use the data they are generating.  To date, Progress Board trainings have focused on compliance with the performance measure guidelines rather than on ways the information can be used to improve performance. As the system matures, this need will only increase. In the short term, the Board will explore opportunities to collaborate with agencies that have already begun work in this area. In the longer term, this recommendation will be addressed as part of the long-term strategic plan described above.

Recommendation 3 – Produce a collection of case studies on Oregon state government best practices in using performance measures.

Progress Board Response – Board staff have begun incorporating information on best practices into the quarterly agency performance coordinators’ meetings it hosts.  Also, this recommendation will be addressed as part of the long-term strategic plan described above.

Recommendation 4 – The Progress Board and the legislature should provide training opportunities for legislators to learn how to more effectively use performance measures.

Progress Board Response – Board staff, working with LFO staff, have secured the services of the National Conference of State Legislatures to conduct a training for legislators and others in January, 2005. Provided at no charge to the state, the training will feature practitioners from other states sharing their experiences in successfully using performance measurement to improve government performance.

Recommendation 5 – DAS and the Progress Board should improve how system information is disseminated to users.

Progress Board Response – Currently, performance measure information is primarily disseminated through the Internet.  The Board supports the idea that the information should be made available through additional avenues.  The Board will provide every legislator with a CD-ROM disc containing all agency performance measures and each agency’s most recent annual performance progress report at the beginning of each legislative session. Staff will also explore ways to make the information available through public libraries. The Board has also convened a group of citizens to advise it on how to make performance reporting more “citizen-friendly”.

Recommendation 6 – Further investigate what the optimum level of flexibility should be in the system’s performance measure modification process.

Progress Board Response – As a result of ORS 285A.171, agencies must submit to DAS/legislative oversight to delete, add or modify performance measures. While the Board understands the need for flexibility in allowing agencies to adopt better measures when necessary, it believes this recommendation is premature.  Begun in 2003, the system has not functioned long enough to know if the need for more flexibility is an issue or not.  Once the 2005–07 budget process is completed, Board staff will take this issue up with agency performance measure coordinators.

Recommendation 7 – DAS (or the Governor’s Office) and the Progress Board should involve high-level managers in linking performance measures to Oregon Benchmarks.

Progress Board Response – This recommendation is an amalgamation of two recommendations that the Board will respond to separately.  In the text, the author identifies two areas that need improvement: 1) “creating more meaningful links between Oregon Benchmarks and performance measures” and 2) “involving high-level managers, including agency directors, in the performance measure system”.  

Over the years, the Board has developed numerous approaches to linking benchmarks to performance measures.  They include special Governor’s budget initiatives, which can be found in the 1997–99 and the 1999–01 Governor’s Budget Requests and the Benchmark Blue Book produced between the years 1997 and 2001.  Governor Kulongoski has incorporated the benchmarks and agency performance measures into his “Oregon Principles” budget process.  The Board strongly supports all efforts to make those linkages more concrete.

The second recommendation – to involve high-level managers in the performance measurement system – is clearly desirable.  As part of the Governor’s Advisory Committee on Government Performance and Accountability process, Board staff facilitated a series of meetings that got high-

level agency managers and others together to identify cross-agency strategies for attacking 

complex issues.  This work was a building block in the development of the Governor’s “Oregon Principles” budget process, which uses the six principles to identify areas of focus for cross-agency initiatives.

In this arena, the Board has no independent authority but will continue to work with the Governor’s Office and the legislature to assure that the benchmarks are a relevant and useful part of performance management in Oregon state government.

Recommendation 8 – DAS and the Progress Board should create a citizen-friendly annual performance report on “The State of Oregon.”

Progress Board Response – The Progress Board supports this recommendation but finds that its current budgetary situation does not allow the addition of any new publications to the three it currently produces – Benchmark Performance Report, County Benchmark Data Book and Progress Report on Oregon’s Racial and Ethnic Minorities. The Board is considering ways to modify the Benchmark Performance Report to allow interested readers to delve into the agency performance information that is linked to each of the state’s 90 benchmarks. To the Board’s knowledge, DAS has no plans to produce such a report.

The Board has identified one additional area of concern that was not touched upon in the report – data management. Currently, each agency must prepare and update its performance information in separate forms, which are not linked to a database.  For this information to be useful in the long term for analysts, it should all be contained in a central database.  A web-based reporting system would allow for easy updating and better analysis. This need will be considered as part of the strategic planning process described above.  
In conclusion, the Progress Board is pleased to have the opportunity to help state agencies create meaningful performance measures.  The Board believes that the current system, as it matures, will provide a valuable new tool for measuring agency performance and increasing agency accountability.
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