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Jumpmg Into It 

In the solItude of hIS office, the stmgmg chatter of the presIdent of the SouthvIew 
NeIghborhood ASSOCiatIOn finally dnftmg out to space, MIchael Suarez, CIty manager of 
Aguasano, stares at the growmg to-do lIst crowdmg out the whIte space on hIS note board 
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He walks slowly to the 
board and wntes m small 
enough letters so that he can 
fit the words m but stIll m 
large enough pnnt that he 
can read 

MIChael feels a twmge of 
unease as he has felt each tIme 

he has looked at hIS remmder lIst thIS last month He has been the CIty manager m 
Aguasano for three years and was an aSSIstant CIty manager for four years before that He 
knows how to deal With unIOns, engmeers and finance people Road and sewer work, he 
can get rus hands on Bemg able to make tough budget declSlons IS what got hIm thIS CIty 
manager pOSItIon What's worrymg hIm IS, "'~ ~" 

CouncIl member Arena had heard about performance measures at an ICMA (InternatIOnal 
CIty/County Management ASSOCiatIOn) conference and now he's become a rabId convert 
growlmg at Suarez every tIme he tells hIm to "'get on It" Trouble IS, Suarez doesn't 
know what "'It" IS Sure, It'S some kmd of management tool It probably IS another fad 
lIke zero based budgetmg deSIgned to keep food on the table for a whole generatIOn of 
consultants 

CouncIlor Arena was convmced by some ICMA mstructor that thIS performance 
measurement thmg was the way to report to CIty councIl and the publIc Just how well the 
local government IS domg "It s obJectIve," Arena Said "ThIS way I can find out two 
thmgs you somehow thmk are none of my busmess What's happemng and what's 
workmg And everyone else can know, too" 

It was that last part that really dId not SIt well WIth MIchael Suarez It's one thmg to 
order a management study that IS done as part of everyday actIVItIes and reported only to 
the CIty manager It's qUIte another to hang out duty laundry m publIc where everyone 
can see the problems staff IS workmg so hard to fix 
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"Well, If I'm gomg to measure the performance of thIS organIzatIOn, I better have a plan 
for what we're gomg to do With these measures when they come back," Suarez says to 
himself 

MIchael Suarez's mstmcts are nght All he needs to know IS that thIS project IS called 
performance measures - It doesn't matter how It IS to be conducted or even what the 
measurements are gomg to be He needed to start With a plan to deal With the report 
when It comes back to hIS office only a week or two before It Will go to councIl, the press 
and the publIc MeaSUrIng performance m government IS a completely publIc enterprIse 

Two days later MIchael calls the first meetmg on performance measures The entire CIty 
manager's staff attends It Angel VIgIl, the aSSIstant manager for mternal operatIOns, puts 
the meetmg on the rIght track "If we've got to do thIS, we mIght as well get somethmg 
out of It ourselves" Angel, too, has been to the leMA conference attended by the local 
councIl member, but Angel took notes and has actually walked away WIth some useful 
mformatIOn about how to go about measurmg organIzatIOnal performance 

"Well, I'm elated," MIchael says lookmg dIrectly at Angel "Now we have someone who 
cares about thIS project and we have a volunteer to head It, too" 

When the meetmg IS over, Angel VIgIl qUIckly wntes a note to hIS frIend, JIm Buchner, 
the CIty manager of TUCItles, ArIzona, and explams hIS and MIchael's mterest m startmg 
a performance measurement system What JIm sends to Angel becomes the begmnmg of 
the memo Angel wntes to CIty manager staff to prepare them for the next meetmg on 
performance measures 
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FROM 

TO 

RE 

DATE 

MEMORANDUM 

Angel VIgIl, AssIstant Crty Manager for Internal Operahons 
Michael Suarez, CIty Manager and CMO staff 
Gettmg Started With Performance Measures 
January 1, 1998 

Here IS what I learned from my commumcahon With JIm Buchner m TUCIhes and 
I've thrown m a few thoughts of my own I was strongly cauhoned that before 
we start thIS proJect, we have to consIder the end of It We need to know where 
we're gomg before we start the tnp Before we begm to defme these measures, 
we need to be clear about what we're gomg to do With them and we need buy-m 
for achon from the key audIences we Will be gIVIng results to OtherWIse we'll 
probably waste a lot of hme and produce another report for the paper graveyard 
At our fIrst meetmg we'll dISCUSS the purposes and audIences of thIS effort and 
possIble achons that Will grow out of It Then we'll talk about a performance 
measure achon commIttee 

Step 1 

Step 2 

Meehng Agenda 

SpecIfy the purposes, audIences and pOSSIble achon Items that Will 
grow out of the measures 

Select a commIttee to receIve the report and make 
recommendahons for achon steps 

Background on Performance Measures 

Smce a few staff members have been asking about why thIS performance 
measure thmg has gotten to be so popular, I thought I'd gIve a lIttle background 
to those who WIll be attendmg thIS second meehng 

Performance measures grew out of an accountabIlIty movement focused on 
seeking the kind of clanty about the performance of government and social 
programs that fmancIaI accountmg brought to busmess The movement dates 
back to the presidenhal admmistrahon of Herbert Hoover m the 1930's when 
they began what later became known as SOCIal mdicators 

The more dIstant government IS from cIhzens, the greater the SUspICIon that 
mefficiency and graft may undermme the amount and qualIty of serVIce delIvery 
Consequently, the US federal government IS bemg affected and It has responded 
With the Government Performance and Results Act and the Nahonal Performance 
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ReVIew whIch reqUIre all U S federal departments to report performance 
measures by 1998 But It's not Just the U S that IS strongly behInd thIS 
movement to mom tor performance The Umted NatIons Conference on Human 
Settlements began an IndIcators program In 1989 focused on hOUSIng and the 
urban enVIronment In the Umted KIngdom, the Local Government Management 
Board has developed a program comparIng measures of sustaInabIlrty 

Parts of the private sector, too, are beIng affected In the Umted States Health 
care and not for profIt human serVIce agenCIes are comIng under scrutInY as 
managed care and tIghter budgets make consumers and elected offICIals suspect 
that cost cuttIng may mean cuts In qualIty of care In health care, orgamzatIons 
that accredIt hospItals have embarked on ambItIous programs to IdentIfy 
meamngful measures of health care qualIty 

Lately, the dnve to develop measures of performance In local government grows 
out of a publIc SUspICIon In the U S that tax dollars are not beIng spent Wisely, 
coupled WIth a rapIdly grOWing computer technology that permIts government 
and bUSIness to track a large number of performance IndIcators Consequently, 
the Government AccountIng Standards Board (GASB) has developed a reporhng 
framework for U S state and local government budgetIng called SerVIce Efforts 
and AccomplIshments ThIS really IS a fancy way of deSCribIng performance 
measures Now ICMA has developed a center for performance measurement, 
whIch began by gethng over 40 large U S JUriSdIctIons to IdentIfy a set of 
performance IndIcators that they all would collect and report on 

These efforts towards accountabIlIty are all aImed at InfUSIng orgamzatIons With 
a concern about qualIty U S bUSInesses have been Infected With thIS qualIty 
ethIC for a long tIme QualIty and customer satIsfactIon are emphaSIzed In most 
of the mISSIon statements of large U S corporatIons They Jumped on the Total 
QualIty Management (TQM) ethos and technology, whIch was another way of 
emphaSIZIng the measurement and momtorIng of orgamzatIonal performance 
The popular book by Osborne and Gaebler In 1992 called Kelnvenflng 
Governmenfput government staff on notIce that quahty was not Just for 
bUSIness Just so you don't thInk we are alone In tryIng to fIgure out thIS 
performance measurement routIne, I've put together In the table below a 
summary of what It'S called In other sectors 
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Measurmg the Products and ServIces of OrgamzatIons 

Sector TermInology 
EducatIon Assessment 

I Health Care 
I 

QualIty IndIcators or Outcomes 
Management 

I Human ServIces 
I Busmess 
I Government and PrIvate Sector 

The FIrst Real Meetmg 

I EvaluatIon 
I Accountmg 
I Performance measures 

In the CIty manager's staffmeetmg, Angel begms wIth Item 1 on the agenda - Identify 
purposes, audiences and outcomes ThIS IS what IS left on the whIte board from the 
bramstormmg seSSIOn Just before Mana fimshes Jottmg down all the Ideas for her memo 
back to staff 
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'i , 

When Mana wntes the summary of the meetmg she notIces that the hst of purposes falls 
mto two categones dependmg on who the measures are for, so she shows them as 
follows 
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Purposes of Performance Measures 

External Stakeholders Internal Stakeholders 

X comply wIth councIl request X Improve Internal management 
X Inform the communIty X evaluate personnel 
X mOnItor Impacts of CIty polIcIes and programs X gUIde strategIc plannIng 
X mOnItor changes In resIdent perceptIOns of X gIve gUIdance to the budget process 

servIce qualIty X measure and Improve our efficIency 
X Improve publIc relatIOns X measure and Improve our effectiveness 
X raise publIc trust In our governance 
X Improve the qualIty of hfe of residents 

For each set of purposes for the performance measurement proJect, the key stakeholders 
are clear both for those mSlde and outSide the municipal organizatIOn 

AUDIENCES FOR PERFORMANCE MEASURES 

External Stakeholders 

X CIty CounCIl/County CommissIOners 
X Newspaper and other news medIa 
X PolItIcal parties 
X Watchdog organIzatIOns (e g Taxpayers unIon) 
X Neighborhood organIzatIOns 
X Rehglous organizatIOns 
X AppOInted committees and boards 
X City and County staff 
X Clubs 

Internal Stakeholders 

X City manager 
X All CIty staff 
X Employee UnIons 

Staffhas the hardest tIme trymg to figure out what deCISions might grow from the 
measurement of organizatIOnal performance ThiS IS what they come up With 

DeCISions Which Might Grow out of 
Performance Measurement 

../ budget allocatIOn deCISIOns 

../ mISSion changes 

../ polIcy deCISIOns 

../ staff ment evaluatIOns 

../ staff deployment declSlons 

../ program modificatIOn deCISions 
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Havmg completed the first agenda Item the CIty manager's staff tum to the second part of 
the agenda Select a committee to receive the report and make recommendatIOns for 
actIOn steps It doesn't take more tl}an 15 mlTlUteS for the group to ldeIltlfy some names 
and the key organIzatIOns to be represented 10 the commIttee They deCIde to name It The 
Performance Measure ActIOn Task Force The PMATF wIll begm by revisItmg the uses 
for performance measurement IdentIfied by the CIty manager's staff They WIll reVIew 
and recommend modIficatIOns to the hst of performance measures that Will be developed 
and they WIll receIve the results and forward theIr recommendatIOns for actIOn to the CIty 
manager and lme staff Here are the organIzatIOnal affihatIOns who staff felt would be 
good task force members 

Membership of the Performance Measure 
ActIOn Task Force 

X CIty manager staff 
X Human resource department staff 
X Fmance department staff 
X Representative from each lme department 
X CIty CouncIl 
X CItizens for effiCIency 10 government 
X Chamber of Commerce 

One member of the CIty manager's office raises an Important pomt "How are staff gomg 
to be affected by these performance measures? Are they gomg to get 10 trouble for bad 
outcomes? WIll they be rewarded? If they can get mto trouble, who says they won't be 
motIvated to get the rIght answer at any cost? 

So, the group deCIdes to adopt a learrung model, not a Judgmg model by WhICh to 
mcorporate performance measurement mto staff s day to day actIVItIes Angel develops 
two lIsts to help clanfy the dIstmctIOn 
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Charactenstlcs that Typically DistIngUIsh Judgmg and Learmng Environments of 
Performance Measurement Systems 

JUDGING I LEARNING 
I Makes Judgments Changes behavIOr 

Uses mistakes I Documents error 
Focuses on problems 
For programs 

Focuses on opportumtles 
For people 

To wm or lose 
Needs audIts 
Is for funders 
Is reactIve 

To Improve 
Needs techmcal assistance 
Is for staff and managers 
Is proactive 

I 
ReqUIred of government 
Is adversanal 

Created by government 
Is cooperatIve 

I Creates fear Creates excitement 
I 

Adapted by Miller et alfrom Umted Wcry publicatIOn' 

It IS clear that lme staff need to receIve results of the performance measunng system WIth 
no ImplICIt or exphcIt threat mvolved and that they need to help determme what actIOns 
should be taken at the program level Angel decIdes that for at least the first three years, 
no staff evaluatIOns WIll be based on results of the performance measurmg system 
Durmg that tIme hne staff and management WIll dISCUSS how to use outcomes and outputs 
m staff evaluatIOns Only after that tIme, and WIth staff partIcIpatIOn, WIll program 
results be conSIdered III rewardmg mUnICIpal staff 

AugmentatIOn of BIll PhIllIps In Report on Lessons Learned In the Pilot Phase of the Umted Way 
Outcomes ProJect, Umted Way of Greater MIlwaukee, Inc, June 1995 p 5 

8 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

The Nuts-n-Bolts 

Now that the end of the project IS clear, It IS time to clarIfy how to begm Angel VigIl IS about to 
become the Aguasano expert on performance measurement He can see that It WIll be up to hIm to 
define what performance measures are, how to select them, and how to overcome common pItfalls In 

usmg them Angel accumulates a wealth of reference matenals about performance measures as he seeks 
out gUIdance about how to run the performance measures program Let's exam me hIS workbook 
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"PERFORMANCE MEASURE" DEFINED 

QuantIficatIOn of key actIOns or circumstances 

that may represent or account for program, 

orgamzatIon or commumty-wlde success 

QuantitatIVe lDformatlon regularly collected and 

reported about the efficiency, quabty and 

effectIVeness of commumty, orgamzatIon or 

program (Urban Institute, 1980) 

A specific numerical measurement for each aspect 

of performance (output, outcome, etc.) that IS 

belDg considered ("performance lDdlcator", 

leMA,1997) 

Clearly, thIS IS a numbers game But what kmd ofmformatIOn IS best and where does It come from? 
Angel gets a bIt ofmspiratIOn from one source he's referenced It says, 

At the start of It and at the end of It, keep m mmd that we are trymg to measure 
what matters so that, m the long run, we can Improve the qualtty of life of th,s 
commumty's resIdents and ItS vIsItors 

Well maybe It's not all about numbers In fact, the numbers are startmg to look lIke the easy part 
Performance measures are really summary descnptIOns of what we do and how well we do It The 
currency of performance measurmg systems happens to be numbers - the greatest summarIzmg mventIOn 
of all tImes These numbers serve as quantitatIve mdlcators of each performance measure Our Job IS to 
first IdentIfy what we do, what charactenstIcs of the context m whIch we work mIght affect our success 
and then we must figure out what success would look hke Once we figure that out, we need only find 
numenc mdICators that WIll SImplIfy the commUnICatIOn of our story 

Well, If the whole organIzatIOn IS gomg to embark on thIS performance measure Journey, there must be 
some way to SImplIfy the tasks, to break them mto small enough parts so that no one becomes frustrated 
or lost Angel finds a SImple way to thmk about the problem and a graphIc that descnbes the three kmds 
of measures that compnse a performance measunng system Inputs, Processes and Results And each IS 
related to the other as shown m the figure below ThIS makes the enterpnse seem qUIte a bIt less 
dauntmg 
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Results 

Inputs Outputs 

Processes 

Inputs are the resources that go mto a commumty, a mumcipal government or a local program They 
are not measures of performance themselves, but they are Important for understandmg operatIOns, 
successes or faIlures They proVIde the context m whIch the work IS done If the number of potholes 
repaired declmes m a gIven perIod, It wIll be Important to know If the number of employees has stayed 
the same or the amount of fundmg has remamed constant Furthermore, mputs can mclude not Just the 
number but the kmd of employees, not Just the SIze of the populatIon but the characterIstics of the 
populatIOn, not Just the dollar fundmg but the resources m materIals and donated tIme Other resources ~ 
lIke the natural resources of water, weather, clean aIr and developable lands - can be part ofmputs, too 

It wIll become apparent that these mputs not only affect, but they often are profoundly affected by the 
processes and results of your work For example, a successful economIC development program may 
change the demographIC mIX of your reSIdential populatIOn It may also change the pollutIOn level of 
your waters 

Processes are the thmgs you do (generally usmg mputs) to create products and servIces - the products or 
servIces YIeld outputs - whIch are delIvered WIth more or less effiCIency For a communIty, processes 
create the outputs of the educatIOn system, all of munICIpal government servIces, prIvate sector servIces 
and actIVItIes that grow out of the spontaneous or organIzed efforts of the publIc For the munICIpal 
government, processes YIeld all of the servIces and products proVIded to reSIdents of and vlSltors to the 
communIty Probably the bIggest group of VISItors wIll be m commutmg employees or tOUrIsts 

CommunIty outputs may mclude bus rIdershIp, the number of cable TV VIewers, plots m the cemetery, 
number of potholes filled, hours of foot patrol by polIce, gallons of water and sewage treated Programs 
are the governmental unItS WIthm the mUnICIpalIty that are dIrectly responSIble for delIvermg speCIfic 
servIces There, servIces can be measured the same way as those delIvered by the entIre mUnICIpal 
organIZatIOn, but the numbers WIll be smaller and the connectIOn to results WIll be more dIrect A smgle 
program deSIgned to reduce drug use among teens may track outputs that show only the number of hours 
of ItS staff's dIrect contact WIth teens and the number of teens reached m these dlrect contacts The 
organlzatIOn may need to aggregate output data from all the programs that have staff workmg on thls 
problem - the polIce, the housmg authOrIty, teen counselors And the communIty wIll look at all ofthe 
servIces delIvered by all the organIzatIOns confrontmg thIS problem - the LIOns Clubs, the school dIStrICt, 
the munICIpal government, the health department 

Outputs can be deSCrIbed more thoroughly than by mere reportmg of total numbers A large 
organIzatIOn WIll treat more water than a small organIzatIOn A large program WIll tram more reSIdents 
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than a small program Consequently, by controllmg for the amount of resources avaIlable, we can get a 
fairer companson of the outputs from dIfferent communItIes, organIzatIOns and programs ThIS control 
takes mto account the SIze of the communIty, the number of staff assIgned to the program and the dollars 
avaIlable for solvmg the problems When we reflect outputs per unIt of mput (or VIce versa) we have a 
measure of efficIency 

EfficIency measures typIcally descnbe how much servIce IS proVIded per employee or per dollar spent 
ThIS measure not only tells how much IS accomplIshed by each person or dollar, It permIts fairer 
comparIsons among communItIes, organIzatIOns or agenCIes that dIffer m the number of reSIdents they 
serve, the number of the employees on payroll or the SIze of theIr budget 

Measures of output or effiCIency, tell us nothmg about the qualzty of the servIce delIvered A 
mumcipallty may treat 50 gallons of water per dollar allocated and tum out nothmg more than raw 
sewage An effiCIent program IS not necessanly a good program 

Results are the pIstons of the performance measure engme The entire performance measure enterpnse 
would go nowhere WIthout the measurement of results Outcomes are how results are descnbed An 
outcome IS what you accomplIsh by the program or orgamzatIOnal commItment you have m place 
Outputs tend to lead to outcomes The closer an outcome IS to the ultImate goal of the commumty, 
organIzatIOn or program the better a measure of performance It WIll proVIde F or example, we mIght 
settle for the number of reported cnmes as an outcome of law enforcement, but we'd prefer to measure 
resIdents' feelIngs of safety or theIr own reports of theIr cnmmal vIctimIzatIOn because 1) cnme reports 
can be mfluenced by how wIllmg reSIdents are to report cnmes to polIce and 2) even If there are few 
cnmes, If reSIdents belIeve that burglars or murderers are makmg theIr commumty dangerous, there IS 
still a cnme problem 

It IS one thmg to IdentIfy what you accomplIsh and the mdicator of your success or faIlure, It IS another 
thmg to be able to pm the change m the outcome mdicator on the actIVItIes of the program you are 
evaluatmg Outcome measures are ternfic for momtormg changes m the charactenstics that matter most 
m the populatIOn or resource targeted by program mterventIOns, but they aren't so good at provmg that 
those changes were caused by those mterventIOns Outcome mdicators tell you what the score IS but 
they don't tell you why you re wmmng or losmg Could It be the coach, wmd, trammg, a new group of 
players, Just good luck? 

Net Impacts measure how much an outcome mdicator has changed due to the mterventIOns of the 
communIty, organIzatIOn or program It IS rare that mumCIpahtIes devote the resources needed to 
measure net Impacts because to measure net Impacts you have to find a target group that does not 
receIve the servIce whose Impact you want to measure Only In thIS way - but not always In thIS way -
can you conclude that dIfferences m outcomes are due to the treatment receIved by one group but demed 
to the other DetermmIng net Impacts reqUIres not only IdentIfymg outcomes, but havmg the expertIse 

A speCIal kInd of study deSIgn penmts Judgments of net Impacts WIthout a different group In thIS 
case, data from the same group pnor to some program InterventIOn replace the need for a dIfferent 
control group An InferentIal statistIcal test for tIme senes analYSIS permIts conclUSIOns about 
the SIgnIficance of changes after the mterventIOn compared to before the mterventIOn Causal 
Inferences are pOSSible In thiS Instance 
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to desIgn an expenment that permIts companson on those outcomes of sImIlar groups - one of WhICh 
gets the program and one of WhICh does not TypIcally a tramed SOCIal sCIentist must be part of thIS 
effort Knowmg that net Impacts can be determmed probably serves most to add humIlIty to the entire 
performance measurement exerCIse We generally are content to use our managenal expertIse to mtUIt 
the reasons behmd changes seen m outcome measures After all, a pIlof S mstrument panel does not 
explam why the craft IS descendmg at 300 mIles per hour, only that It IS It IS the pIlofs Job to determme 
how to nght the craft 

Cost effectIveness IS an analYSIS yet one step more dIfficult than net Impacts because cost effectIveness 
calculatIOns attempt to aSSIgn costs to mcrements of Improvement m the outcome that are due to the 
program For example, a program to find work for unemployed laborers has as one outcome the number 
of chents who have begun Jobs withm 6 months of admIssIOn to the program An Impact analYSIS 
shows that 60 of 100 program partICIpants had begun work compared to 30 of 100 SImIlar laborers who 
dId not attend the program A cost effectiveness analYSIS mIght demonstrate that It cost $1,000 for each 
Job found because of the program 

Example of Performance Measurement Concepts 

Concept 

Inputs 

Services 

Efficiency 

Outcomes 
Net Impacts 
Cost-effectiveness 

Example 

Resources 
Number of sworn officers 
Number of officers WIth trammg credentIals 

Outputs 
Number of arrests 
Number of calls taken by dIspatch 
Arrests per sworn officer 

Results 
ResIdents' reports of vIctImIzatIOn 
Reduced CrIme rate 
Cost per CrIme aVOIded 
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The followmg tables gIve examples of the mdicators for a performance measurement system for communIties, mUnICIpal organIzations and programs 

Examples of Performance Measnres Used ID Local Government 

Performance Typesm Macro Level Mid Level Micro Level 
Categories CategoTles The Commumty The OrgamzatlOn The Program 

INPUTS Resources or Sales tax revenues Annual revenues Annual budget 
structures Total populatIOn Full time employees Full time employees 

Citizen educatIOn level City Manager's years of Staff educatIOn level 
Acre feet of water nghts expellence Chent educatIOn level 
Votmg age population Total office square feet Hours of volunteer time 

OUTPUTS services or 
products Rhodes scholars chosen Gallons of water treated Number of chents 

Property cnmes Homeless sheltered Bus nders 
Live births to reSidents Library books Circulated Hours of trammg 
Tons of beets harvested Dollars loaned 

effiCiency Births per 1000 women Gallons treated per dollar Chents per clImclan 
Beets per acre feet H2O Homeless mghts/Fulltlme Riders per bus 
Rhodes scholars per $$ spent on educatIon employees Dollars per trammg 

Books per capita Houses mspected per mspector 

RESULTS outcomes Ratmg of qualIty of commumty hfe VIOlent cnmes cleared Chent satisfactIOn 
Neighborhood qualIty ratmg Water quahty test scores Chent qualIty of hfe 
Cnme VictimizatIOn Services qualIty ratmgs Birth rates among teens 

Customer ratmgs of Student GPA 
employees 

Reduced teen pregnancy Rise m street repair ratmg Rise In satisfaction 
net Impacts Decreased cancer rate Improved ratmgs of Improvement In GPA 

Improved voter turnout employees Reduction m water use 

cost- Cost per lIfe saved Cost per umt Improved m Cost per gallon saved 

effectiveness Cost per cnme solved water qualIty ratmg Cost per pomt Improvement on I 
GPA

j 
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Examples of Performance Measures Commonly Used In Local Government Performance Measurement Systems 

Local Gov't ServIces- Products - EffIcIencIes Result Measures- Outcomes 
Department 

fIre average response hme, number of EMS runs, fIre starts per capIta, CIVIlIan fIre mJunes per capIta, dollars of fIre loss per 
number of FIE fIre fIghters per capIta, number of dollar value protected, resIdent percephon of fIre safety, cost per lIfe saved 
fIre trucks per capIta 

health care percent of chIldren Immumzed, percent of low bIrth mfant mortalIty, number of preventable deaths (e g TB, malana, etc), HIV 
weIght babIes, percent of mothers receIvmg prenatal mfechon rate, cancer rate, percent of chIldren wIth bIrth defects 
care, etc 

educahon percent of chIldren attendmg publIc schools, bus average GPA, students standardIzed scores on achIevement tests, hIgh school 
costs per student transported, student teacher raho complehon rate, lIteracy rate 

hbrary books m cIrculahon per capIta, square feet of lIbrary resIdent sahsfachon wIth lIbrary serVICes 
space per capIta 

parks and recreahon number of parks or park acres per capIta, number of resIdent sahsfachon WIth opportumhes and qualIty, resIdent fItness 
recreahon opportumhes per capIta, resIdents per rec 
class 

plannmg/ commumt Number of land use planners per capIta, mqumes resIdent rahng of qualIty of revIewed development 
y development on zomng per year, cost per PUD reVIew 

pohce (cnme arrests, arrests per FIE, number of pohce patrollmg cnme vIchmIzahon, VIolent cnmes cleared, resIdent percephons of safety , 
prevenhon, cnme CIty on a weekend mght, number students tramed resIdent percephons of polIce, cost per cnme solved 
deterrence) by polIce outreach 

socIal servICes number of homeless sheltered, number of meals teen pregnancy rate, Jobs held more than 1 month, funchonal abIlIhes of 
served/lbs of food delIvered, number of hours severely mentally Ill, number of deaths of homeless, user sahsfachon WIth 
therapy delIvered to mentally III resIdents servIces, 

streets mIles of streets mamtamed, mIles mamtamed per number of potholes per mde, resIdent percephons of streets 
FIE 

trash haul number of pounds of trash collected per two person resIdent sahsfachon WIth trash servIce, cases of dIsease from poorly dIsposed 
crew per day of trash 

water/sewer number of gallons of water treated, number of lme water qualIty test scores, resIdent rahngs of water (qualIty, taste, relIabIlIty, 
repaIrs, mIles of new pIpe laId cost), cases of Illness caused by water-borne dIsease, days per year WIth 

conhnuous flow 
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Selectmg Indicators of Performance 

Angel VIgIl decIdes that It IS best to be clear If the mtentIOn IS to measure the 
performance of each program m the mUnIcIpalIty, the performance of the mumclpal 
government as a smgle entIty or the performance of the commumty as a whole If he IS 
gomg to survIve thIs enforced mnovatIOn, It probably makes sense to begIn small and 
phase mto the performance measure program He'll recommend to the CIty manager that 
they start WIth the solId waste management program m publIc works and after gettmg that 
up and runnmg to phase the rest of the departments m over the next 18 months 3 

But how should the solId waste staff start to choose mdlcators? Angel deCIdes that not all 
performance measures are created equal It IS best to start WIth results or outcomes 
These WIll be the mdlcators most closely lmked to the mISSIOns of each department To 
IdentIfy a few key mdIcators of success or qualIty, It WIll be necessary for staffto reVIsIt 
the mISSIOn of the solId waste management program and to figure out what success would 
look lIke and to answer the questIOn, "What do we mean by quahty servIce?" The same 
would go for the orgamzatIOn as a whole and a VISIon would have to be reaffirmed for the 
commumty If It ever becomes tIme to develop measures of "success" for the entIre 
mumclpalIty 

Angel VIgIl, the aSSIstant CIty manager for mternal operatIOns, convenes 5 key staff 

Waste Management 
DIVISion 

PrOVide the most relzable 
effiCient and safe disposal of 
solzd waste for reSidents and 
busmess owners of 
Aguasano 

members from solId waste to begm 
Identlfymg outcomes for measurIng the 
success of theIr work Here IS what they 
produce 

How WIll they know If they have 
succeeded? Angel asks for a 
bramstormmg seSSIOn unmhlblted by 
wornes about where the data WIll come 
from FIrst he wants to see what 
mdlcators of success or faIlure staff WIll 
come up WIth Here are the measures 
that come from that meetIng "* Outcome Measures Selected by Solid Waste Managers 

,f Number of mIssed collectIOns per 10,000 scheduled stops 
,f Cases each year of Illness among consumers due to dIsease from solId waste 
,f Customer ratmg of collectIOn speed 
,f Customer ratmg of value for gIven costs 
J Customer ratmg of collectIOn relIabIlIty 
J Overall customer ratmg of trash haul qUalIty 

3 An equally defensIble strategy would be to start WIth the program WIth the hIghest vlslblhty or bIggest 
budget 
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It IS pretty ObVIOUS that some outcomes are "ObjectIve" observatIOns and some are 
"sUbjectIve" opmIOn WhICh are correct? Angel concludes wIsely that both are Important 
gIven the mISSIOn of the dIVISIon and that he can't afford to have an ObjectIvely great 
solId waste management dIVISIOn that ItS customers hate 

The next task IS to Identify divIsIOn outputs and mputs that might mfluence results 
These Will be Important clues for gUIdmg management deCISIons to Improve outcomes 
ThIS IS what comes from the next meetmg 

* Input Measures Selected by Soltd Waste Managers 

X Total reSIdential and commerCial customers 
X Number of customers partlclpatmg m recyclIng program 
X Number ofFTE umformed sanItatIOn workers 
X Landfill capaCIty 
X CapaCIty of other dIsposal methods 
X Value of recyclable materIals 
X SIze m CUbIC meters of collectIOn eqUIpment 
X SIze of tYPIcal Items collected 
X Total dollars m operatIOns budget 

* Processes Measures Selected by Sofld Waste Managers 

Outputs 
X Thousands of CUbIC meters of trash collected 
X Thousands of CUbIC meters of materIals recycled 
X Amount of money made III sale of recyclable materIals 

EffiCIency 
X Number of collectIOn stops per employee 
X Tons of solId waste collected per employee per year 
X Absentee rate for umformed sanItatIOn workers 
X KIlos collected per labor hour 
X Customer monthly charge per tons of trash hauled each month 
X KIlos of recycled materIal per 1000 kIlos of trash deposIted to landfill 

At theIr thud meetmg, the sohd waste staff and the aSSIstant CIty manager spent an hour 
and a half trymg to Imagme what they wIll do m the year 2008 WIth 10 years of data 
showmg small but noticeable declmes each year m customer ratmgs of trash haul qualIty 
and relIabIlIty 
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"I'd want to know If our customers were makmg more money, buymg bIgger tlungs and 
dumpmg the old TV's or washmg machmes at the curb," says Mark, the collectIOn 
manager 

"What's the land development pattern been?" asks JIm, "Have the routes gotten so far 
apart that we can't gIve the kmd of speed m servIce we once dId?" 

"Are customer costs gomg up? That mIght tICk people off, change theIr expectatIOns," 
says Ruth, the operatIOns manager 

"If It'S costs or the development pattern, I don't know what we can do," says Mark If 
It'S too many SIck days, or crews that have slowed down, that s what I went to publIc 
management school for That I can solve" 

"Well," replIes Angel "If customer expectatIOns are causmg a declIne m our outcomes, 
we better find a way to commumcate WIth them so that theIr expectatIOns don't 
undermme our work We need an educatIOn campaIgn to let people know what IS causmg 
pnces to nse and why It takes longer to get through our routes They should know what 
to expect from us " 

GUIde for Selectmg Performance Standards 

As the dIscussIOn of potential results comes to an end, Mark, the collectIOn manager says, 
"We've got our outcomes and our outputs pretty well defined, but when do we declare 
VIctOry? How do we know when we've succeeded?" 

"We can always do better, try harder or at least try as hard as pOSSIble," Angel replIes 

"But that's what makes these performance measures better than Just tellIng staffto try as 
hard as they can," says Mark He's seen It a hundred tImes even when thmgs went to hell 
m the sewer treatment plant last Apnl "No one's gonna tell you they're not trymg theIr 
hardest These performance measures tell us If our hardest IS hard enough 1'd hke to 
have somethmg a lIttle more solId to measure our success agamst " 

"Okay," Angel agrees, "let's set some speCIfic obJectIves" 

But, how? 

Settmg Performance Standards 

These "obJectIves" can be referred to as performance standards They often have as much 
to do With motIvatIOn as WIth measurement But beyond motIvatIOn, they do serve a 
useful functIOn for mterpretmg the meanmg of outputs, effiCIency measures and 
outcomes They are partIcularly useful m performance measurmg systems m whIch net 
Impacts are not measured ThIS would mclude most performance measurmg systems 
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because they lack a control group that helps set an anchor for what could be expected m a 
"natural" settmg WIthout program mterventIOn A performance standard, selected WIth 
care, can become that anchor, more easIly allowmg program staffto Judge success 

"What are reasonable performance standards to shoot for?" Angel wonders He and 
Mark get together to conSIder the optIOns They deCIde that It IS Important not to over­
promIse or shoot too low A standard that IS too hIgh WIll Just frustrate staff and make the 
solId waste program look meffectIve A standard that IS too low would probably Just 
mflame the reSIdents of the commumty who already suspect that local government 
employees don't have the dnve that IS found m the pnvate sector Settmg the bar too low 
WIll come across as feeble InSpIratIOn 

"Let's take each measure on a case by case baSIS," they deCIde They ask themselves the 
follOWIng questIOns for each outcome and output measure 

GUide for Selectmg Performance Standards 

What level are we at now? 

2 Can we or should we do better or should we Just try to mamtam? 

3 How do other JUrIsdIctIOns do on thIS measure? 
3a Do we want to exceed known or deSIred levels, shoot for the mIddle or accept 

4 Is there a level of performance accepted by a natIOnal socIety? 
4a Do we want to exceed these natIOnal standards, shoot for the mIddle or accept 

5 Is there a level of performance that staff or thIS commumty demands? 

They begm askmg these questIOns about theIr first outcome measure 
Number of mIssed collectlOns per 10,000 scheduled stops 

Ql What level are we at now? 

Al ThIS year we mIssed 42 collectlOns per 10,000 scheduled stops We had over a 1 3 
mIlllOn scheduled stops for resldentIal and commerczal customers thls year wah 
about 5500 mlssed collectlOns 

Q2 Can we or should we do better or should we Just try to mamtam? 

A2 We won t get a perfect record because some number of those "mIsses' were Just 
customers who clazmed a mISS but put thelr trash out late Stlll we should be able 
to do better 
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Q3 How do other JUrIsdictIons do on this measure? 

A3 Pubbc works dIrectors In 3 nearby commumtles wlfh about the same SIze system have 
been averaging about 35 mIsses per 10 000 scheduled stops 

Q4 Is there a level of performance accepted by a natIonal society? 

A4 No natlOnal society standards eXIst 

Q5 Is there a level of performance that staff or this commumty demands? 

A5 Sure, commumty members would bke perfectlOn but glven our current budget for 
trash haul, we don't want to make promIses we can't keep I think reasonable 
commumty members could be made to understand that we can't hit perfectlOn all 
the tIme 

Applymg these questIOns to all the measures was helpful, but cItIzen perceptIOns were not 
addressed Angel and Mark take the first stab at performance standards and then they 
meet wIth the PMA TF to flesh out the plan In the table below are a few of the outcome 
and output performance standards the PMA TF came up wIth as well as the ratIOnale for 
each standard 

Performance Standards for Treated Water 

Peiformance Measure I Standard I Source or RatIOnale 

I OUTCOMES I I 
• Number of mIssed collectIOns 

per 10,000 scheduled stops 
30 per 10,000 
scheduled stops 

• Cases each year of Illness 0 

• 

among consumers due to solId 
waste-born dIsease 

Customer ratmgs of trash haul 

PROCESSES 

• Thousands of CUbIC meters of 
trash collected (output) 

• KIlos collected per labor hour 
(efficlency) 

20 

80 on 100 pomt scale 

40,000 me per year 

725 kilos 

ComparIson to neIghbors 

CommunIty standard 

U S average IS 80 (see 
MIller and MIller, 1991) 

Budget allocated 
CommunIty SIze 
Companson to neIghbors 

ComparIson to neIghbors 
Last year's results 
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The exerCIse WIth solId waste goes well and staff IS pleased wIth the measures that wIll be 
used to Judge success The staff support for the project was seen, correctly, to be an 
essentIal component of makIng the new system work WIthout staff partIcIpatIOn and 
support, WInter would set In qUIckly on the measurement program 

The dIvlSlon IS now ready to set an example for the rest of the organIzatIOn But some of 
the data are eaSIer to get than others They have put off the questIOn about where to get 
trustworthy data and, In fact, how to know If It IS to be trusted Now they have to 
confront that problem before they can get started collectIng theIr measures 

Creatmg RelIable Indicators 

Some IndIcators wIll be eaSIer to get hold of than others AssumIng the IndIcators WIll be 
collected over a penod of years so that program performance can be momtored, a clear 
descnptIOn of the methods used to collect each IndIcator IS reqUIred Tills descnptIOn or 
protocol serves not only to ensure that changes In Inputs, outputs or outcomes over tIme 
WIll not be due to a slIp-up In data collectIOn methods, but It wIll serve as a useful 
traInIng tool for new staff The protocol helps to estabhsh the relIabIlIty of the data 

The protocol should speCIfy when data are to be collected, who WIll collect them and by 
what method they WIll be 
collected A summary protocol IS 
shown In the table below 

COLLECTION PROTOCOL Customer Ratmg of 
Overall Qualzty of Trash Haul (outcome) 

When March 1 
Who 400 randomly selected customers 
How MalllMatl back 

ThIS protocol WIll need to be 
augmented WIth one of greater 
detatl The detatled protocol WIll 
speCIfy how the 400 customers 
are to be randomly selected and 
contacted Customer surveys 
reqUIre speCIal methods Just as 
there are standards for IdentIfyIng 
trash-born dIseases, so too are 
there valId methods for collectIng 

publIc OpInIOn The data wIll be the hardest to collect largely because there IS unlIkely to 
be expertIse witilln the organIzatIOn to complete the task It IS hkely that you WIll need to 
hIre a consultant to help StIll, a SImple protocol for a survey IS pOSSIble even WIthout the 
help of a consultant and It WIll be enough to keep staff on track and Inform the consultant 
In the comIng years 
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When 
Who 
How 

COLLECTION PROTOCOL FOR 
KIlos collected per labor hour (efficiency) 

Daily 
Dnvers and OperatlOns manager 
Records made at land fill 

Ensurmg the Work Gets 
Done 

The system now IS m place 
to begm measunng 
meanmgful and rellable 
mdlcators of program 
qualIty But Just because 
the plan IS good and the 
people are motIvated, It 
doesn't mean that data 

collectlOn problems wIll be absent Furthermore, It'S not as though thIS performance 
measurement system wIll be dropped mto an empty bucket for all to marvel at No doubt 
there already eXIsts a number of management measures to track the proper processes for 
managmg solId waste The current performance measurement system wIth ItS emphasIs 
on mputs, process and outcomes must find a proper fit wIth what already eXIsts m the 
organizatlOn 

Angel and Mark devIse an mventory of eXlstmg resources 

Resource Inventory 

./ What data are we currently collectmg? 

./ How much, If any, of the data can be used m our performance measurement system? 
Are alteratIons m the data collectIon methods necessary? 

./ Do we need to contmue collectmg the data, whIch are not useful for the system? 

./ Who IS the best person to collect the new data? Does thIS person have tIme to take on 
these new responsIbIlIties? 

./ Is there technology whIch mIght make the data collectIOn and trackmg easIer? Is It 
worth the expense to obtam It? 

Mark and Angel meet wIth the solId waste staff to answer the questIOns posed m the 
mventory It turns out that a few of the Items selected for performance measurement 
momtormg are already part of what staff momtors regularly - CUbIC meters of trash 
collected and customer monthly charge Some data have been collected for years because 
of tradItIon and now they can be JettIsoned - number of customer complaints and number 
of tardy reports to work by sanitatlOn workers - because they are not needed gIven the 
clearly artIculated project misslOn or they wIll be redundant Wlth more targeted data 
called for as part of the new plan 
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Some of the new data wIll need to be found The plan for a customer survey must begm 
and data about waste-born Illnesses WIll reqUIre a new agreement WIth the health 
department 

Once the data collectIon methods are set, Angel and Mark agree to reconvene to 
determme If any data collectIOn problems have arIsen Over the course of the next 9 
months Mark and Angel meet wIth staff three tImes to dISCUSS how measurement IS gomg 
and to prepare for the data whIch wIll be back for mterpretatIOn before too long As It 
turns out, Mark has run mto some problems wIth the health department, not because they 
are unwIllmg to cooperate but because some Judgement calls are reqUIred to determme 
whIch dIseases should be attnbuted to solId waste-born contammatIOn and whIch to other 
sources A meetmg wIth some of the health department's top medIcal staff elImInates the 
ambIgUIty by specIfymg the Illnesses whose transmISSIon IS lIkely to be born In solId 
waste 

A year elapses qUIckly Angel has the process and outcome data stanng up at hIm from 
hIS desk Now what does he do He thought It would all be a pIece of cake at thIS pomt 
He lIkes the Tucities model for presentmg the data, a performance Report Card whIch he 
decIdes to mImIC for Aguasano (See reportmg model on next page) 

InterpretIng Performance Measures How Do We Know When ThIngs are 
WorkIng? 

But even wIth good data and more years of It, makmg sense of It IS not ObVIOUS Angelis 
stIll perplexed about how to mterpret changes m the performance measures, espeCially If 
he can't be sure that the organIzatIOn has caused any of the changes that appear In the 
measures from year to year The Improvement m outcomes or outputs from one penod to 
the next, m Itself, does not provIde mcontrovertible proof that the organIzatIOn deserves 
credIt for the change 

Here's the advIce that Angel gets m a letter from hIS frIend, JIm, m TucitIes 
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~ Perfonnance Report Card 

Year 

1991 1993 1995 1997 Standard 
Solid Waste Collection 
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Dear Angel, 

Clty of Tucsltles 
From the Desk of 
JIm Fernandez 

You've hIt on a real problem that no one has a perfect solutIon for How do you 
make sense of the changes you're bound to see In the performance IndIcators from 
year to year? We've been at thIS performance measurement thIng for about 3 
years now and thIS IS what I've learned 

When outcomes change (up or down) that change can be pInned on your 
program's or organIzatIon's Influence If 1) managers are clear about the 
organIzatIonal or programmatIc changes that were InstItuted long enough before 
measurement to have an Impact on the outcomes and outputs beIng measured -
these are the processes, 2) managers understand changes In key Inputs and other 
external CIrcumstances that may affect results and 3) some data can be IdentIfIed 
to demonstrate what the outcomes or outputs mIght have looked lIke In the 
absence of the program 

PIeCIng together a case for gIVIng credIt to program operatIons (or blame, even 
though we don't use the data to pUnIsh staff) IS more lIke polIce work than socIal 
SCIence Coroners don't have control groups when they are called upon to 
determIne cause of death, but they do have a body of experIence (no Joke 
Intended) to rely on from tons of other SImIlar cases they or others have seen 
DetectIves buIld a case agaInst the suspect, In part, by shOWIng how he has 
behaved In the past and how no other pOSSIble perpetrator could be responsIble 

We do somethIng SImIlar when we are confronted WIth tryIng to determIne the 
reasons for changes In outputs or outcomes We hold meetIngs WIth our 
performance measure actIon task force, InVItIng staff from relevant programs 
SometImes thIS means several programs If the outcome that has changed can be 
affected by dIfferent parts of the mUnIcIpal organIzatIon Here's an example we 
Just fInIshed up last FrIday 

We had three data pomts from our blenmal CItIzen surveys - every other year over 
6 years - shOWIng a steady declme m reSIdents' ratmgs of our parks They were 
small declmes - from 75 to 73 to 71 Then thIS year the ratIng dropped to 65 on 
the IOO-pomt scale (The body of experIence brought to the case from the 
suspect's prIor behavIor) 
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Our action steps follow 

1 FIrst, we had to trust the data So we asked the manager's offIce If there was 
anythmg dIfferent about thIS survey than those done before? DIfferent method 
of admInIstration, dIfferent way to ask the questIon about parks, dIfferent 
response rate, dIfferent group of reSIdents respondmg (e g more older 
reSIdents than m the past)? 

No The survey was conSIstent year after year We had relIable data 

2 Well, were our parks' ratings really bad compared to other sImIlar cIties? 
Not at fIrst The norm for ratings of parks across the U S was about 72 on the 
lOO-pomt scale accordmg to data publIshed by Miller and Miller Now our 65 
put us m the bottom 25% of all commUnIties whose reSIdents rated parks qualIty 

3 Then, we needed to know If thIS trend was UnIque to TucitIes or If other 
mUnIcIpalIties noticed the same trend (the body of experience brought to the 
case from lIke cases elsewhere) 

We found a few places nearby With CItizen ratings for parks Theywere gettmg 
better 

4 Then we asked for attendance at our task force meetmg by staff representatives 
from parks and rec, plannIng, polIce, publIc works and transportation to 
explore any changes m mputs or processes over the last 8 years (We had to 
rule out competing causes of the crime) 

5 Was there a declme m fundmg or ITE's - even after adJustmg for mflatIon or 
number of reSIdents served? ReductIon m number of parks per capIta? 
Change m the population bemg served - lIke more lads, say, or a change m the 
type of recreation preferred by reSIdents? 

No, to all the questIOns except the type of recreation that reSIdents wanted We 
had no mformatIon about that, but no one had heard about TucitIes becommg the 
latest attractIon for skateboard enthUSiasts or hang glIders - for whIch we have no 
faCIlIties Anyhow, our neighbormg CIties were gettIng better ratings for parks 
and attracting SImIlar types of resIdents 

6 What about servIces Had we changed the servIce mIX or method over the last 
8 years? 

Well, the parks and recreatIon department was pretty much offermg the same 
land of servIces There were no bIg changes m the last two years, that's for sure 
The land use planners, on the other hand, saId that m the last two years there was 
a push to establIsh small pocket parks m neIghborhoods As a consequence there 
were qUIte a few more parks m many areas extendmg the plan that had begun 
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more slowly fIve years ago WhIle thIS seemed lIke a servIce enhancement, the 
pohce noted that they were gettmg a large number of calls from many neIghbors 
of these parks complammg of nOIse and lOItermg at late hours ThIS, the cops saId, 
had always been a problem around these pocket parks PublIc works staff 
reported that agreements WIth neIghbors reqUIred that they be responsIble for 
mamtenance of the parks and so there were qUIte a few of these parks lookmg run 
down If a bunch more were created In the last two years, we could be causmg a 
real maIntenance and publIc safety mghtmare out there 

We felt we had enough to proceed Here were our achon steps 

1 Convene several groups of neIghbors of pocketJ2arks for gUIded dlSCUSSIOns 
about the problem Idenhfled by the outcome mdlcator 

2 ConsIder budget and personnel ImplIcahons of specIal polIce patrol around the 
pocket parks 

3 ConsIder budget and personnel ImplIcatlOns of takIng over some or all of park 
maIntenance m these small neIghborhood parks 

4 Be ready to act qUIckly If the dIScussIons WIth neIghbors confIrm our 
SUspIcIons and support our proposed achons 

Hope thIS helps, Angel When are you gomg to get e-maIl? 

You owe me, 
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JIm had been more helpful to Angel than JIm had suspected There were a few key 
examples m what JIm told hIm that provIded broader prmcipies about performance 
measures and mspired Angel to make a lIst ofpnncipies that he had gathered from thIS not­
so-long Journey mto performance measunng 

• One year of data on the best outputs and outcomes don t make a trend Nor do two 
years In fact, It IS Important to expect to stay WIth performance measures for several 
years m order to get the most gUIdance from them WIthout those four pomts of data, 
JIm would not have had a credIble baselme by WhICh to understand the bIg declme m 
park ratmgs thIS year 

• ComparIsons to other JurIsdIctIOns are Important ThIS must be why benchmarkmg IS 
so popular We don't know what IS tall or what IS small WIthout companng The 
ratmg of 65 on the IOO-pomt scale was close to "good" Isn't a ratmg of "good" 
reasonable? From norms about ratmgs of servIce delIvery m MIller and MIller, It 
became clear that "good" often IS not good enough because reSIdents tend to admIre 
much of what mumcipal government has to offer 

ReflectIOns on Performance Measurement 

Over a beer, MIchael Suarez and Angel VIgIl are debnefing a few Items from tomght's CIty 
councIl meetmg 

"Why can't they ever get out of there before mIdmght?" MIchael asks 

"You're a task master, IS why," replIes Angel 

"You stIll smartmg from all that performance measurement stuff?" MIchael asks Angel 
With a bIt of gUIlt m hIS VOIce 

"No In fact, I came to down nght tolerate It I learned a lot and not Just about 
measurement I thmk It gave me a chance to really understand what IS happemng m thIS 
organIzatIOn That's got to serve me well " 

"Well, I've heard a lot of great thmgs about your work from staff," MIchael confesses 

"Why am I always the last to know?" Angel asks 

"Look, Angel, why don't you Jot down a bIt of what you learned from thIS whole deal It 
won't only help me, but It'll serve as Important memory for the organIzatIOn" 

"Okay," Angel warns "You asked for It " 

Here are Angel V Igtl' s findmgs expanded 
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PrlDClples of Performance Measurement lD Local Government 

* Performance measurement IS about people, not numbers 

-The only reason to embark on a performance measurzng system IS to Improve the quabty 
of life of our constItuents 

* Performance measures do not reqmre some gutless adherence to statIstical truths 

-We must select the most Important performance measures, measures of results, by 
revlSltmg our miSSlOn or VISlOn Otherwise we end up measurzng what doesn't matter 
much 

-We don't need to feel znhibited by technologIcal madequacies Nothmg more 
sophistIcated than a hand-drawn spread sheet IS reqUired Good technology IS Icmg 

* Performance measures should help us do better WIth what we set out to do 

-We aIm everyone at the targets we agree count 

* Local government IS not alone m the push for performance measunng 

-Performance measurement has become a key management tool m the US federal 
government, educatlOn, health care, not-for-profits and buszness 

* The most Important performance measures tell us not so much how hard we try, but 
how well we do 

-There IS a hIerarchy of Importance among performance measures If there IS too bttle 
tIme or money to develop a whole system, then Just collect outcome measures Results 
count the most 

* ImtIatIOn of a performance measunng system reqmres that we enVISIon the end before 
webegm 

-We create mechanIsms rzght up front for mterpretzng and actmg upon performance 
measures when they begm to come zn 

* Performance measurement reqUIres the nght management enVlfonment to create 
meanmgful actIOn 

-It's ImpOSSIble to run an effectIve performance measurement program wIthout the full 
understandmg and budgetary support of top management and elected officzals 
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-We can t expect enthuszasm or even honesty from those charged wIth gathermg the data 
if managers use results lzke a hammer To get the program started m the most favorable 
staff enVIronment, make sure staff can learnfrom the process but that they are not (at least 
at first) judged by It 

-Include lme staff m the selectIOn, measurement, mterpretatzon of and actIOn recommended 
from measurmg orgamzatzonal performance 

* Data don't speak for themselves 

-Good detectzve work zs requzred to determme why trends are what they are 

* To understand performance measures we must compare 

-We can compare to our own trendsfrom the past or to other commumtzes or 
orgamzatzons 

* Performance measures are mcomplete WIthOut reSIdent opmlOn 

-Government s only bottom lme zs reszdents' perceptIOn of servzce qualzty If trash zs 
collected three tzmes per day, but customers are not satzsfied, we stzll have a trash 
collectIOn problem 

* Some of the best thmgs we ever do are the thmgs we have to do 

-Performance measurmg doesn't come only from the savvy manager who wants to use data 
for good management but savvy managers often are compelled to use performance 
measurmg because someone sazd they had to do It - elected ofjiczal or someone else 
holdmg the purse or power 

* If we measure too much; we dISSIpate our energIes and dIffuse our focus 

-Start wlth a demonstratIOn project and afew measures But keep m mmd the next 
prmclple whIch can compete wzth the preference for afew key outcome mdzcators 

* You get what you measure 

-ThIS IS good and bad Surgeons who measure death rates will lower death rates but they 
WIll be less attentive to cost savmgs Educators who focus on standardized test results may 
have thezr students achIeve hzgher percentzle ranks on tests but drop out rates may 
mcrease IRS agents who measure the amount of revenue they extract from taxpayers wzll 
get more money but at the same tIme they lower customer satIsfactIOn ratmgs, compared 
to agents more sensltzve to taxpayer equzty and access 
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* Make sure that the most Important goals are the ones for whIch you have outcome 
mdIcators 

Be flexIble enough to permzt those mdIcators to change over tIme as staff and resIdents 
change theIr prIOrItIes, keepmg old mdIcators that may now seem to be out of date and 
augmentmg them wzth mdIcators that are more closely alzgned wzth new communIty 
Vlszons or organIZatIOn and program mISSIOns 

* We won't neceSSarIly know how to Improve the performance we measure, but WIthout 
the measurements we won't even know If there IS anythmg that needs to be Improved 

Angel IS now the expert on performance measurmg that he never wanted to become 
Throughout thIS journey he has learned much about the prIOrItIes of the organIzatIOn and 
the communIty He has learned about what really matters to hIS staff and because of that, 
he has become an organIzatIOnal resource for all kmds of problem solvmg HIS buddy Jim 
even asked hIm to run TUCItles Tomorrow, the hIgh profile communIty vlSlonmg project 
for the 2 mIlhon populatIOn metropohtan area Angel's reply to JIm, "GIve me a week 
whIle I enVISIon the end of that project" 

At the start of It and at the end of It, keep In mind that we are trying to measure 
what matters so that, In the long run, we can Improve the quailty of life of this 
commumty's reSidents and ItS VISitors 
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