
OREGON’S PERFORMANCE MEASURE SYSTEM FUNCTIONS AND ROLES


OREGON’S PERFORMANCE MEASURE SYSTEM
FUNCTIONS AND ROLES
December 2005

From the DAS and LFO Performance Measure Work Group:

Ken Rocco, Paul Siebert, Laurie Warner, Daron Hill, and Rita Conrad

Table of Contents

Page
Functions and Roles
1

1.
Infrastructure development and maintenance
1
2. 
Continuous learning
2

3.  
Administration of the system
3

4.
Using performance data
4
5.
Audit performance measure data
5
Table of Proposed Functions and Roles
6
Conceptual Framework for Using Performance Data
7-8



Oregon’s Performance Measure System
Functions and Roles
Oregon’s performance measure system has been evolving over time, with both the Department of Administrative Services (DAS) and the Legislative Fiscal Office (LFO) playing increasingly significant roles. Interested members of the Oregon Progress Board, a part of DAS, formed an ad hoc “Institutional Roles Work Group” to gain some understanding of who does what and to develop a single performance measurement system that meets the needs of both the executive and legislative branches. Those members are: Senator Schrader, Representative Butler, Brett Wilcox, Mike Jordan, Benton County Commissioner Annabelle Jaramillo and ex officio member Laurie Warner. The work group met on December 8th in Salem. 
To launch the discussion at the December 8th meeting, staff from DAS and LFO, including the Oregon Progress Board, met previously several times and proposed the following functions and roles. Staff suggested that this division of labor be reviewed at the end of each legislative session to address any new issues or needs that may arise. 
Proposed primary roles are indicated in italics. For secondary or support roles, please see the table on page 6.
1. Infrastructure development and maintenance
a. Performance measure guidelines as part of the budget instructions
Primary role: Progress Board for DAS and BAM
HB 3358 (2001) required the Progress Board to develop guidelines for agencies to develop performance measures that link to pertinent Oregon Benchmarks, and for the Department of Administrative Services (DAS) to use these guidelines. The guidelines were developed with the help of the Advisory Committee on Performance Measurement
, approved by the Progress Board and included by DAS for the first time in the 2003-05 budget instructions to state agencies. The guidelines addressed theory, specific criteria, a process and a timeline for developing, reviewing and submitting performance measures. A set of forms was included in the guidelines. 

The guidelines were updated for the 2005-07 budget cycle to reflect a form to request changes and to incorporate several changes and initiatives that flowed from the final report of the Advisory Committee on Government Performance and Accountability (ACGPA).  Similarly, guidelines for the 2007-09 budget cycle will require updating to address the new customer service guidelines and any changes that are made to forms, process and timelines.

b. Establish Ways & Means Process
Primary role: Legislative Fiscal Office (LFO)
Legislative Fiscal Office develops the protocol that agencies follow to present their performance measures and budgets to Ways and Means subcommittees. The legislature has final approval authority over each agency’s measures and targets; this includes approving or not approving changes that agencies request in their currently approved measures.

2. Continuous learning
a. Agency trainings
Primary role: Progress Board, if these continue in 2006
In the spring of 2002, after the 2003-05 budget instructions were issued, all executive branch agencies were required to attend three-hour trainings, designed and delivered by the Progress Board.  Two years later in the spring of 2004, the Progress Board again delivered a similar series of trainings, focusing on changes in the instructions. Training shows and materials for the 2005-07 budget cycle are posted here. 
Because the theory and criteria of the performance measure system have remained essentially unchanged, trainings will not be mandatory for the 2007-09 budget cycle. If trainings occur again in the spring of 2006, they will focus on new developments, such as making the reports more citizen-friendly, adapting revised forms, and/or on various uses of performance measurement. The Progress Board will make every attempt to provide performance measure “101” training for new agency staff on request.
b. Agency consults
Primary role: Progress Board
Agency requests for individual consults were numerous when preparing for the 2003-05 budget cycle and less frequent when preparing for the 2005-07 cycle. The Progress Board has already received several requests for individual assists this year.  We propose that a “core group” made up of LFO, BAM and Progress Board staff be formed to hear any significant issues that surface during these consults. 
c. Performance measure roundtables
Primary role: Progress Board
Since January of 2004, the Progress Board has hosted quarterly roundtables for agency performance measure contacts and interested staff. Purpose, steering committee members, agendas, notes and materials for all meetings are posted here.
d. Oregon Public Performance Reporting Association (new)
Secondary role: Progress Board
This newly forming association aims to advance the state of the art of government performance reporting in Oregon and may be a valuable venue for vertically integrating performance measure work at state and local levels. The inaugural meeting of this newly forming organization was on June 7. Details are posted here. The Progress Board will play a supportive role only, and turn it over to other members on the steering committee, who represent state and local governments as well as academia.
e. Legislator and analyst training (new)
Primary role: LFO and Progress Board 
Purpose: brief analysts and legislators on Oregon’s performance measure system and provide a conceptual framework and tools for using performance data in the budget process. Training would best occur in the interim, perhaps through the Joint Legislative Audit Committee (JLAC) and with the support of the House Speaker and Senate President.

3. Administration of the system
a. Final approved measures for current biennium
Primary role for final Legislatively Approved Budget measures: LFO 
Primary role for collecting and posting online: Progress Board
In each budget cycle, performance measures are approved by the legislature as part of the Legislatively Approved Budget. LFO analysts work with members and agencies to facilitate that process. At the close of session, all agencies have a single set of legislatively approved measures used by both the executive and legislative branches. Those measures may include some still in the developmental stage, which must receive final approval in the interim by the Joint Legislative Audit Committee (JLAC).

Once measures are final, LFO provides them to the Progress Board, which files and posts them online.

b. Annual performance progress report submissions
Primary role: Progress Board
Budget instructions specify that agencies report the most current data for their set of legislatively approved performance measures in annual performance progress reports due September 30th of each year. Reports for the 2003, 2004 and 2005 fiscal years were submitted to the Progress Board, which then checked for completeness, worked with agencies with incomplete reports, and tracked, filed, posted and submitted them to LFO and BAM analysts when complete. The reports are posted here.

c. Proposed modifications of approved measures for the upcoming biennium
Primary role: Progress Board
After budget instructions are issued early in even-numbered years, agencies are encouraged to submit their proposed performance measures for the next biennium early. This is their window of opportunity to request changes in measures and/or targets. In the past, the Progress Board coordinated a criteria-based review by an inter-branch review team made up of representatives from LFO, BAM, Secretary of State Audits Division, agencies and experts. Review in the last biennium’s cycle focused only on requested changes to current legislatively approved measures. The Board then filed the review and proposed measures and submitted the documents to the appropriate LFO and BAM analysts. 

This biennium, a “Core Team” is proposed, which includes staff from LFO, BAM and the Progress Board. One of the functions of the Core Team will be to lead the technical review process.
4. Using performance measure data 

Only strategic and systematic use of performance data can justify the estimated 1,000 person-hours spent each year (conservatively) by agencies in preparing their annual performance progress reports. Results-based budgeting is an enigma to even the most experienced experts. This document presents one possible framework for rational use of performance data in Oregon. (Please see graphics on pages seven and eight.) The framework assumes the governor and the legislature make policy decisions based on their articulated broad policy goals. For example of broad policy goals, please see table on next page.  
a. To budget 
Primary role: LFO and BAM
Please see graphic on page seven. The grid should inform and may drive budget decisions. The grid asks two questions: 1) Is the program producing the right results? 2) Is the program running well? The intersection of “yes’s” and “no’s” provides a conceptual base from which to begin the budget discussion. In other words, performance data do not provide easy answers; rather, the data raise sometimes difficult, but important, questions.
b. To manage

Primary role: Agencies
This function is critical to asking one of the questions in the budget decision grid: “Is the program running well?” This requires determining whether performance measures and targets are appropriate, whether programs are meeting their targets and if costs are in line.  Performance data can help agencies manage internally and drive continuous improvement. Annual agency performance reports can help BAM and LFO analysts oversee agency management. 
c. To support the development of government policy
Primary role for summary of performance by policy category: Progress Board 
Primary role for developing strategic approaches to key policy goals: LFO and BAM 
Performance data can help to answer the primary budget question, “Are programs producing the right results?” In this case, “right” results mean those results that, when “added up” for key policy areas, make sense; that the aggregate of what government is doing for each policy area is the most strategic approach possible. The Progress Board could design and coordinate a government-wide performance report that aggregates state agency progress for selected key policy areas and could make that report available to policy analysts in the governor’s office, LFO and BAM.
Alignment of basic policy goals/areas with legislative committees:
	Governor’s 2005-07 Budget Principles
	Oregon Shines II Benchmark Categories
	Ways & Means Sub-Committees
	2005 Session

House Committees
	2005 Session

Senate Committees

	Economic Development
	Economy
	Transportation and Economic Development
	Trade & Economic Development
	Business & Economic Development

	Education & Workforce Development
	Education
	Education
	Education
	Education and Workforce

	Government Efficiency & Accountability
	Civic Engagement
	General Government
	General Government
	General Government

	
	
	
	State & Federal Affairs
	

	Health & Basic Needs
	Social Support
	Human Services
	Health & Human Services
	Health Policy


	
	
	
	
	Human Services

	Public Safety
	Public Safety
	Public Safety
	Judiciary
	Judiciary

	Livability & the Environment
	Community Development
	Natural Resources
	Agriculture & Natural Resources
	Environment & Land Use

	
	
	
	Environment
	

	
	Environment
	
	Land Use
	

	
	
	
	Water
	


d. For performance based agreements

Primary role: LFO 
Managing to results using performance measure data should also be applied to grants and contracts or any other agreement where the state serves as a financial pass-through to local providers in exchange for the delivery of services.  

e. To communicate with the public
Primary role: Progress Board
The government-wide performance report (mentioned in 4c above) could be adapted for public consumption. The board’s biennial benchmark performance reports are organized around key policy areas shown in the table, above and already link state agency performance to key policy areas. The next step is to summarize that data to make it more user-friendly. This is in line with what the Progress Board learned from its Advisory Committee on Citizen-Friendly Reporting, which affirmed the need to present government performance data in terms of key policy areas or goals.
5. Audit performance measure data
In addition to internal performance audits now required of 20 larger state agencies, LFO intends to audit data to assure validity.
a. Random audits of agency performance measure data
Primary role: LFO
b. Report findings to JLAC
Primary role: LFO
“P” = Primary role; “s” = secondary role; “X” = agency role
	Performance Measure Functions
	PROPOSED Roles

	
	BAM
	OPB
	LFO
	Agencies

	1. Infrastructure development and maintenance 
	
	
	
	

	a. Performance measure guidelines for budget instructions (biennial)
	s
	P
	s
	

	i. Performance measure criteria
	s
	P
	s
	

	ii. Process and deadlines
	s
	P
	s
	

	iii. Forms 
	s
	P
	s
	

	iv. Customer service reporting 
	s
	P
	s
	

	b. Establish Ways & Means Process (biennial)
	
	
	
	

	i. Establish presentation protocol
	s
	
	P
	

	ii. Establish change process 
	s
	
	P
	

	iii. Establish process for final approval of measures & targets
	s
	
	P
	

	2. Continuous learning
	
	
	
	

	a. Agency trainings (spring-summer of 2006)
	s
	P
	s
	

	b. Individual agency consults (as requested)
	s
	P
	s
	

	c. Performance measure roundtables (quarterly)
	s
	P
	s
	

	d. Statewide performance measure association (as needed)
	
	s
	
	

	e. Legislator and analyst training (develop and deliver in 2006)
	s
	P
	P
	

	3. Administration of the system
	
	
	
	

	a. Final approved measures for current biennium 
	
	
	
	

	i. LAB final measures (including JLAC modifications)
	
	
	P
	

	ii. Post online
	
	P
	
	X

	b. Annual performance progress report submissions
	
	
	
	X

	i. Receive, check for completeness, track, file 
	
	P
	
	

	ii. Forward to analysts once complete
	
	P
	
	

	iii. Post to website with associated performance measures
	
	P
	
	

	c. Proposed modification of approved measures for upcoming biennium
	
	
	
	

	i. Receive, check for completeness, track, file, distribute
	s
	P
	s
	X

	ii. Coordinate core committee review
	s
	P
	s
	

	4. Using performance measure data (see pages 7 and 8)

	
	
	
	

	a. To budget 
	
	
	
	

	i. Analyze program performance
	P
	s
	P
	X

	ii. Justify continued existence of programs based on information from “c” and “d”, below.
	P
	
	P
	X

	iii. Inform (may drive) funding level decisions based on information from “b” and “c”, below.
	P
	
	P
	

	b. To manage 
	
	
	
	

	i. Internal agency management and continuous improvement
	
	
	
	X

	ii. Oversee agency management
	P
	
	P
	

	c. To support the development of government policy 
	
	
	
	

	i. Prepare fact-based summary of performance across agencies by broad policy area 
	s
	P
	s
	

	ii. Develop and fund strategic approaches in state government to broad policy goals
	P
	s
	P
	

	d. For performance based agreements
	
	
	P
	X

	e. To communicate with the public
	s
	P
	s
	X

	5. Audit performance measure data
	
	
	
	

	a. Random audits of agency performance measure data
	s
	
	P
	

	b. Report findings to JLAC
	s
	
	P
	


Detail of Function #4: Using Performance Data






Detail of Function #4: Using Performance Data, continued


GOVERNOR and LEGISLATURE�make final policy decisions





4a.


TO SHAPE BUDGET DECISIONS





4a.


TO INFORM BUDGET DECISIONS





4c.


 TO DEVELOP POLICY





Do program results “add up” to broad policy goals/functions/principles?*


What’s missing?


What’s duplicative?


Are $$ allocations appropriate?





�
�
Producing right results?�
�
�
�
YES�
NO�
�
Running Well?�
YES�
Keep?�
Redirect?�
�
�
NO�
Fix?�
Delete?�
�






4c.


 TO SUPPORT POLICY DEVELOPMENT  


Do program results “add up” to broad policy goals/functions/principles?*


What’s missing?


What’s duplicative?


Are $$ allocations appropriate?





PROGRESS BOARD�produces data summaries of agency results in each policy area and assists in developing shared outcome measures





BAM and LFO�oversee agency management of local providers, contractors





*See example of broad policy goals/areas in the table at the top of page 5.





BAM & LFO�oversee agency management





4b.


TO MANAGE; 


Are programs running well?


Are performance measures & targets appropriate?


Are programs meeting targets?


Are costs in line?





PROGRESS BOARD�assists agencies in developing measures and reporting reliable data





GOVERNOR and LEGISLATURE�articulate desired government results / broad policy goals (principles, priorities)*





PROGRESS BOARD�issues biennial benchmark reports linked to agency results; administers citizen-friendly reporting (NCCI grant); develops enterprise-wide performance report for interested citizens





4e.


TO COMMUNICATE WITH THE PUBLIC





Communicate to legislators and interested citizens


What results should government produce with tax dollars?


How do we know they are being produced?


Are they being produced?





4d. 


FOR PERFORMANCE BASED AGREEMENTS


How much flexibility do local providers have in delivering services?


How do local providers report their performance data?





BAM & LFO�oversee agency management





Agencies�prepare annual performance progress reports in as citizen-friendly manner as possible; post on web sites





AGENCIES�communicate manage contracts with local providers, contractors





Agencies�manage for results, continuous improvement





LEGISLATIVE LEADERSHIP, MEMBERS & LFO�develop and fund strategic approaches to broad policy goals*





*See example of broad policy goals/areas in the table at the top of page 5.








� Brett Wilcox (Chair), Sue Acuff, Peggy Archer, Lindsay Ball, Senator Bill Fisher, Mike Greenfield, Stephen Hacker, Mike Marsh, Theresa McHugh, Cathy Pollino, Senator Kurt Schrader, Sherry Sheng, Dick Tracy, Bruce Warner, Doug Wilson and Representative Jackie Winters


� Using performance data will be the principle focus of Progress Board 2006 trainings to legislators and analysts (see 2.e.).





DAS and LFO Performance Measure Work Group
8
12/21/2005

