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Facilitators
· John Wheatley and Jacqueline Anderson, International Consulting Services, LLC
Agenda

· Introduction
· Overview of Planning & Budgeting Changes for 2010-2012

· Planning Calendar

· Planning Roles

· Overview of Strategic Measures
· Evolution of Measures

· Administrative, Key and Productivity Measures

· Measures as Management Tools

· Changing Measures

· Measure Components Refresher
· Continuous Improvement of Agency Measures
· APA Audit Results

· Examples and Practice Exercises
· Workshop Recap and Feedback

Workshop Objective

Today’s session is about tools and ideas for the continuous improvement of agency measures.  The primary focus will be on critically evaluating the way agency measures are formatted, written, and used.
Workshop Logistics

· Time:  1:30 p.m. – 4:30 p.m.

Changes for the 2010-2012 Strategic Planning & Budgeting Cycle

Major changes for the 2010-2012 biennium, as shown on page 4 in the Agency Strategic Planning Handbook, available on the Department of Planning & Budget’s website
· Plan submission changes – page 11
· Executive progress report (addition of timeframe guidelines) – page 17

· Products and services (addition of timeframe guidelines) – page 20

· Human resource summary – page 22
· Information technology summary section – pages 24-34
· Addition of new measure element: measure class – page 39
· Instructions for setting targets – pages 40-41

· Addition of new measure element:  preferred trend  – page 41
· Commonwealth preparedness goal – page 43
· Agency administration objective and measure – page 44

· Appendix A:  Information technology investments – pages 45-50
· Updated planning calendar – page 60
For a summary of some of these changes, please refer to the appendix in this workbook.

Updated Planning Calendar

Excerpt of the full planning calendar you will find in the handbook
	PLANNING CALENDAR

	July 2009
	· LATE JULY:  Training for agencies on developing effective measures and updating their strategic plans for the 2010-2012 biennium.

· LATE JULY:  Instructions issued for 2010-2012 Strategic and Service Area Plans

	August 2009
	· Agencies publish administrative measures results on Virginia Performs, if so directed by the Leadership Communiqué.

	September 2009
	· SEPTEMBER 1:  Agencies submit their strategic and service area plans for the 2010-2012 biennium.

· SEPTEMBER 1:  Agencies submit budget decision packages.

· SEPTEMBER 30:  Pilot agencies submit executive progress reports.

· Agencies publish administrative measures results on Virginia Performs, if so directed by the Leadership Communiqué.

	October 2009
	· MID OCTOBER:  Agencies enter quarterly updates for all performance measures for the July-September 2009 quarter.

	December 2009
	· DECEMBER 18:  Governor releases budget.

	January 2010
	· JANUARY 30:  Agencies enter quarterly updates for all performance measures for the October-December 2009 quarter.
· Agencies review administrative measures and publish updates, if desired, in Virginia Performs.

	May 2010
	· MAY 1:  Agencies enter quarterly updates for all performance measures for the January-March 2010 quarter.

· General Assembly approves the biennial budget.

· Agencies update strategic and service area plans to align with finalized budget.


2010-2012 Planning & Budgeting Roles and Measurement Approval Responsibilities

Governor / Chief of Staff:  

· Review and approve changes to key objectives, key measures, and productivity measures.

· Ensure key objectives and measures align with the Governor’s funding priorities.
Cabinet:

· Focus your review on an agency’s mission, vision, goals, objectives, and measures.
· Review mission and vision statements for appropriateness.

· Ensure strategic and service area plans address the Governor’s funding priorities.

· Review how plans align with the Council on Virginia’s Future’s long-term goals.

· Review and approve changes to non-key objectives.

· Work with agencies to ensure appropriate changes to plans and budgets are made.
· Review administrative measure results.

· Review and approve changes to all other agency performance measures.

· Communicate approved changes to agencies and DPB.

·  Ensure that agencies are using their plans and measures as management tools.

Department of Planning and Budget

· Identify proposed agency changes to objectives and measures (key and non-key).

· Offer suggestions to cabinet and agencies on how to improve the quality of agency plans.

· Review plans for technical correctness.

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

The Evolution of Agency Measures
Circa 2004:  Great variation in approaches to measurement

· Management Scorecard

· Standard approach for strategic plan measures

· Governor’s key measures

· Productivity measures

· Administrative measures (replacing the old Management Scorecard)

· Integration of measures into a new agency management scorecard that has four classes of measures as shown in the diagram below 
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What is the “ideal measurement state” for Virginia’s agencies?
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

The New Administrative Measures

A review team representing 11 agencies was created to review and recommend changes to the management scorecard.  Key recommendations:  1) ensure the measures are written for multiple audiences, 2) use only criteria that apply to most agencies, and 3) have measures that are more specific and objective.   The new set of measures is shown below along with the team that developed it.
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Red Yellow Green

HR 1 Talent Acquisition

Percent of hiring offers accepted

Source:  DHRM HR-at-a-Glance

0-74% 75-84% 85-100%

HR 2 Talent Management

Percent turnover excluding internal promotions and transfers

Source:  DHRM HR-at-a-Glance

25-100% 15-24% 0-14%

HR 3 Fairness and Equity

Percent rating in EEO Assessment report

Source:  DHRM HR-At-A-Glance

0-96% 97-99% 100%

HR 4 Telework

Percent of eligible employees that telework

Source:  DHRM HR-At-A-Glance

0-4% 5-19% 20-100%

FM 1 Budget Plan

Percent of expenditures within budget plan

Source: CARS

>100% N/A 0-100%

FM 2 APA Audits

Number of recurring findings/material weaknesses

Source: Comptroller's Quarterly Report

2+ recurring/ 1 

material 

1 recurring 0

FM 3 Prompt Pay

Percent of compliance with prompt pay act

Source: Comptroller's Quarterly Report

0-94% 

last 2 Qtrs

0-94%

last Quarter

95-100%

last Quarter

FM 4 Internal Control

Percent of compliance with ARMICS 

Source: Comptroller's Quarterly Report

0-99% N/A 100%

GP 1 eVA Usage

Percent of procurement transactions made through eVA

Source: 

DGS eVA Reports

0-74% 75-94% 95-100%

GP 2

Small, Women & Minority 

Vendor Participation

Percent of SWaM agency goal achieved

Source: DMBE SWaM Dashboard

0-89% 90-94% 95-100%

IT 1 Information Security

Percent of compliance with information security standards

Source: VITA Information Security Report

0-94% 95-97% 98-100%

IT 2 Accessiblity

Percent of compliance with IT accessibility standards

Source: DRS Accessibility Report

0-69% 70-89% 90-100%

EP 1 Emergency  Preparedness

Percent of recommended preparedness actions taken

Source: OCP Agency Preparedness Survey

0-49% 50-74% 75-100%

ADMINISTRATIVE MEASURES - FY 2009

Goal

Emergency Preparedness

FINANCIAL MANAGEMENT

HUMAN RESOURCES

GOVERNMENT PROCUREMENT

INFORMATION TECHNOLOGY


Review Team
Sara Wilson, DHRM

Pat Finnerty, DMAS

Carl Garrison, DOF

Barry Green, DJJ

Alex Nyerges, VMFA

Dave Paylor, DEQ

Bill Shelton, DHCD

Rich Sliwoski, DGS

D.B.Smit, DMV


Lem Stewart, VITA

David Von Moll, DOA

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Virginia Performs:  Data Entry and Data Reporting
[image: image5.wmf]
· Annual Reporting – Agencies must publish results on Virginia Performs (available to the public) after the close of the fiscal year (August or September; notification to be sent in the Leadership Communiqué).  Any measure that is not green must have explanatory notes.
· January Follow-up – In January, agencies are required to review their results so that they can take whatever actions are necessary to meet expectations. Agencies can update their results in Virginia Performs at this time, but are not required to publish the updated results to the public. 

· Data Sources & Helpful Resources – In the near future, a table that lists all data sources for administrative measures will be available in the administrative measures area of Virginia Performs.  The table will also contain contact information for subject matter resources for each measure.
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Changes in the Agency Administration Objective for 2010-2012 Planning & Budgeting Process
All agencies share a common objective and measure for agency administration, based on administrative measures:  
To ensure that resources are used efficiently and programs are managed effectively, and in a manner consistent with applicable state and federal requirements.

Data from the administrative measures are combined to create a measure for the common objective: 
Percent of administrative measures marked as "meets expectations" (green indicator) for the agency
Some elements of the measure have changed as a result of transition from the management scorecard to the new set of administrative measures.

· The measure public reporting frequency is now annual, at the close of the fiscal year.  Another requirement is for agencies to review their results in January in order to ensure they are on track to meet expectations by the end of the fiscal year.  Agencies may update and publish their results in January if they choose to do so.

· The baseline is now the FY 2009 score.

· The data source has, of course, changed to the new administrative measures.  The basic formula for calculating the results is the same (percentage of measures that are “green”). 

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Key Objectives & Key Measures

Each agency must identify at least one key objective and designate at least one of the objective’s associated measures as a key measure to report to the Governor’s Office.

	Key Objectives
	Desired outcomes for an agency’s major or most important programs or activities
	Standard phrasing:  Objectives start with the phrase “We will…”

	Key Measures
	Indicators of how well an agency is performing on the major or most important programs or activities (i.e., the key objectives) that reflect the agency’s primary mission
	Standard phrasing:  Combines the measure, the target value, and target date into a key measure summary that starts with the phrase “We will…”


Example:  Format for a Key Measure Summary
	Objective:  To maximize the efficiencies available through the use of information systems technology.
· Measure:  Reduce completion time for investigation of complaints
· Baseline:  3.5 months as of FY 06

· Target Value: 2 months

· Target Date: 6/30/2010 
	Key Objective:  We will maximize the efficiencies available through the use of information systems technology.
Key Measure Summary:

We will reduce completion time for investigation of complaints to two (2) months by 6/30/2010.


Exercise:  What improvements can be made?
	Objective:  Provide training and education on best practices and techniques and emerging issues and trends to XYZ practitioners and allied professionals.

· Measure:  Percentage of people attending training who rated it at or above satisfactory
· Baseline:  91
· Target Value: 95
· Target Date: 6/30/2010 
· Measure Methodology:  The agency will qualitatively measure the value of its training by using an evaluation instrument that includes a Likert Scale:  a) Strongly Agree, b) Agree; c) Somewhat disagree, d) Disagree, and e) Strongly disagree.
	Key Measure Summary:

We will provide training and education to XYZ practitioners and professionals that are rated at or above satisfactory by those attending the training.


Productivity Measures

Each agency must develop at least one productivity measure.  Agencies can have more than one productivity measure, but the emphasis should be on doing one measure well.
· What it Measures – Productivity is a measure of the efficiency and effectiveness of an organization in serving its customers.  It provides a basis for assessing how specified resources are managed to produce acceptable outputs.  

· Formula – A productivity measure is a ratio of a volume of output to a volume of input. Basic productivity formulas are as follows:

Input divided by output.  Example using Cost ( # of Units Produced:  Total cost to issue licenses ( # of licenses issued during the same time period ($250,000 ( 8,625 licenses = $28.99 per license)
Output divided by input.  Example using # of Units Produced ( Labor:  # of licenses issued ( # of employees used to produce the licenses (8,625 ( 8 employees = 1,078 licenses produced per employee)
· Content/Focus (how it’s written) – Develop the measure with the following guidelines in mind :

· It should be tied to the agency’s key processes, key measures, or key objectives. 

· It should not be for internal agency processes such as payroll processing.

· It should be cost-related (i.e., cost per unit), but other types of productivity measures can be considered (e.g., those based on labor, materials or capital in the form of buildings, machines, and computer systems).   Agencies must discuss other options with their DPB budget analysts.

· Where possible, the measurement data should be reported quarterly.

Discussion:  Productivity Measures
What guidance for improvement would you give to the agencies, if any?
	Agency / Service Area
	Objective
	Measure

	Department for the Aging 
Administrative and Support Services 
	To ensure that resources are used efficiently and programs are managed effectively, and in a manner consistent with applicable state and federal requirements.
	The percentage of frail older Virginians receiving in-home services that remain in the community one year later.



	Guidance:



	Department for the  Blind and Vision Impaired 

Vocational Rehabilitation Services
	We will promote competitive job placements.
	The average cost of successful closures of individuals who are employed at or above SGA (substantial gainful employment)

Explanation:  For all customers who are closed as successfully employed with earnings that are at or above SGA, we would determine the total case service costs associated with those closures and divide by the number of closures that meet this criterion

	Guidance:



	Department of Game and Inland Fisheries
Boat Registration and Titling
	Process registration and titling applications in a timely manner.
	Number of boat registration and titling transactions completed per hour

	Guidance:




Measures as Management Tools

In all of the measurement workshops conducted over the past three years, the importance of using measures as tools to help manage agencies has been emphasized.  

Progress has been made, yet all agencies may not be at a point where they are effectively using the measures and deriving benefits from their use.

· What would you look for in an agency as an indication that its leaders are using the measures?

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

· What are common signs that people are just “going through the motions” with respect to using strategic performance measures?

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Input from Your Agencies about Measures (collected in the workshops)
	How do you use the measures?
	What benefits have you derived?

	1. To manage staff performance; performance evaluations (top to bottom)

2. To measure agency performance

3. To manage processes

4. To track costs

5. To promote the agency’s mission to receive needed funding

6. To report to Virginia state government, the federal government and funding sources

7. For media updates

8. For public updates

9. To share information with stakeholders and advisory groups

10. To pay attention to, design and implement programs to meet targets

11. For planning

12. To establish internal and external accountability

13. To set standards

14. For resource allocation

15. To get signals to redirect management attention

16. To get benchmarks (baselines) to target better performance

17. For communication that leads to corrective action

18. For delegation (management → individual reports)

19. For outreach to outside audiences
	1. Supported alignment with policy and regulatory boards.

2. Productivity measures were used to identify a large difference between the cost of issuing a license and the actual fee that was being charged for the license.  Agency is currently in the process of requesting a license fee increase.

3. Data from a customer satisfaction measure resulted in a change in policy.

4. Data from a productivity measure was used for resource allocation.

5. Used to improve quality and process.

6. Made changes in how accidents were reported.

7. Provided information on reports of negative incidents.

8. Identified shortfalls sooner.

9. Helps us keep central agencies happy.

10. Modified contractor performance.

11. Justified a new telephone system.

12. Data collection determined effectiveness.

13. Sends a message on goals to the public and employees.

14. Enhancement/refinement of operations:  more training, management involvement

15. Improved consistency of service delivered.

16. Improved sense of accomplishment among employees.

17. Used to focus resources.

18. Used to identify things that have gone wrong.



	Why aren’t measures being used? 


	What needs to change in order for the measures to be used?

	· Dependent on management buy-in

· People probably don’t use the measures to the extent that it’s required.  Most employees probably don’t know what the measures are.

· Systems are outdated and not linked; affects availability of data

· Difficult to quantify

· Not meaningful

· Due to budget cuts, there is no funding to collect the data

· Competing measures in large agencies

· Functions do not match with the program/service area structure making measurement difficult in some instances

	· Communicating information about the strategic plan and its measures to all employees.

· Including related measures and targets in EWPs.

· Measures need to be tied to functions.

· Measures need to be relevant, flexible and meaningful.

· During the transition to the new administration, look for agency heads who are committed to strategic planning and performance management.


Exercise:  Changing Measures 

The appropriate time for agencies to propose changes to measures is during the 2010-2012 strategic planning cycle.  Thus, you may be receiving requests for changes.  
In the workshops conducted with your agencies, we asked the participants to brainstorm a list of good reasons for changing a measure.  Here is their list.  Do you agree or disagree with their choices?

	Reasons
	Agree
	Disagree

	1. The needs of Virginians changed.
	
	

	2. The objective changed.
	
	

	3. The current measure isn’t providing insight.
	
	

	4. New or better data are now available.
	
	

	5. The program that was being measured is no longer in existence.
	
	

	6. There is a new mandate, a new measurement requirement, or changes resulting from the change in administrations
	
	

	7. The measure is not really a measure.
	
	

	8. Budget cuts or reductions
	
	

	9. The business environment or core responsibilities have changed, making the measure no longer relevant.
	
	

	10. Agency maturity in defining what’s important.
	
	

	11. Data collection is too costly.
	
	

	12. We were measuring the wrong thing or focusing on a low-priority item.
	
	

	13. It was wrong to start with.
	
	

	14. The old measure reflected something out of our control.
	
	

	15. Measures conflicted.
	
	

	16. A review showed that it was time to clear out old measures.
	
	

	17. Modified data collection method.
	
	

	18. Change in agency leadership.
	
	


We also asked participants to list some bad reasons for changing measures. Here are their answers:

· Not meeting a target; unable to meet a target

· Poor performance you prefer not to publish

What do you consider other valid reasons for an agency’s decision/request to change a measure?
______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Improving Measures – Measure Components Refresher

Measure - A phrase that clearly describes what you are measuring to monitor progress toward achieving a specific objective
Measure Class - Three classes of measures used in the strategic plan:  Governor’s key, productivity, and agency other (all measures not considered Governor’s key or productivity, e.g., service performance measures)
Measure Type - Three commonly used types:  input, output, and outcome.  
Measure Frequency - Measurement can occur in different cycles:  monthly, quarterly, annually, etc.  Where possible, monitor results quarterly, at a minimum.  Collect data for your measure frequently enough to identify and address problems quickly. 

Data Source and Calculation (Methodology)
· Source:  Identify the source from which the measurement data will be obtained.
· Calculation:  Provide a description (e.g., mathematical formula) of how calculations for the measure will work.  Define terms used in the measure and describe what is included or excluded in the calculation.  

Baseline - All new measures will have baselines, i.e., current state data from which to monitor progress and the date of the current state data.
Target - A target is the specific level of performance the organization is striving to achieve. Targets should include the numeric value of the target and the date by which the agency intends to achieve the target.
Preferred Trend - The preferred trend indicates the desired direction of change in the results reported for the measure.  There are three options:  maintain, increase, or decrease.

Examples:

	Measure
	Baseline
	Target
	Preferred Trend

	Violent crime rate 
	15 crimes in FY 2009
	3% reduction by FY 2010
	Decrease – Indicates that the agency is striving to decrease the violent crime rate from current levels in the future.

	Customer satisfaction rating
	82% for FY 2009
	89% by 12/31/11
	Increase – Indicates that the agency is striving to increase the percentage of satisfied customers that will be reported in the future.


_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Improving Measures – Summary of APA Audit Findings

Source:  http://www.apa.virginia.gov/reports/PERFORMANCE_MEASURES_08.pdf
· Starting in 2008, APA audit exceptions to measures are appearing in agency-specific audits. 
· It is the agency’s responsibility to establish internal controls to ensure their data are accurate and reliable.

· Good news:  Data were generally accurate and reliable.
Problems:

1. Measures were not as descriptive or clear as they should have been.

2. Targets were not specific enough, not within the biennium covered by the plan, or not revised.

3. Baselines were not specific enough.

4. Calculation methods were not clear or did not align to the measure.

5. Data sources were not clear.

6. Measure types were incorrect.

__________________________________________________________________________________________________________________________________________________________________________

 Format for Agency Measures
· A measure does not start with a verb.  This is to avoid confusion with objectives or goals that are designed to start with verb phrases.  

· A measure does not include a target (except for key measure summaries).

· A measure is a neutral statement that is formatted as follows:
· Data form – the form that the data value will take (e.g., rate, percentage, number, average, proportion, dollars)

· Object  – the issue or outcome that is being monitored; generally includes a criterion or modifier; often follows the preposition “of” or “to”
Examples:
	Measure:  Average rating of citizen satisfaction 
	Measure:  Percentage of two-year-olds in FAMIS who are fully immunized

	· Data form – Average rating
	· Data form – Percentage

	· Object – Citizen
	· Object – Two-year-olds in FAMIS

	· Criterion/Modifier – Satisfaction
	· Criterion/Modifier – Fully immunized


__________________________________________________________________________________________________________________________________________________________________________

Evaluating and Improving Measures – Content
While the format of a measure is important, the content – how it is written - is critical.  An effective, high-value measure should:

· Clearly align to a specific goal and objective that ultimately support the agency’s mission and vision
· Focus on something important or strategic

· Address outcomes, whenever possible

· Relate to something you control

· Be understandable

· Provide information that helps you make decisions, including budget decisions
According to a publication by The Pew Center on the States…

· High-value metrics are those focused on the specific outcomes desired and demonstrate whether or not those outcomes are being achieved.  
· These metrics must answer the question, “How effectively and efficiently is the agency achieving its mission?”  The paper also provides the following advice:

· “Knowing the input and output measures is important, but only by tracking outcomes measurement will an agency know whether it is achieving its mission.”

· “Once the performance information is collected, states should use it to make decisions and hold all agencies accountable for results.”
· “Agency directors should also incorporate agency strategic plan metrics in the performance plans of managers and employees.  In addition to the governor, members of the legislative branch should also be using performance metrics to make decisions.”

· “…performance measures should link to the budget process to ensure greater accountability.”

Source:  http://www.pewcenteronthestates.org/initiatives_detail.aspx?initiativeID=51806

___________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Exercise:  Measure Content & Format 
Let’s evaluate the objectives and associated measures below for content and format, and identify what needs to be improved.
	Objectives & Measures
	Content
	Format

	Objective A:  Children are, first and foremost, protected from abuse and neglect.
	
	

	· Measure A1 – Children that are maltreated do not experience repeat maltreatment.
	
	

	· Measure A2 – Incidence of child abuse and/or neglect of children in foster care
	
	

	Objective B:  Promote decent, affordable housing.
	
	

	· Measure B1:  Unoccupied units in public housing that are not HUD-approved vacancies decline by 5 percent by 2011.
	
	

	· Measure B2:  The Capital Fund Financing program will leverage a projected total of $315 million in private financing for public housing projects between 2006 and 2011.
	
	


_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Measure Content – Aligning Measures to Objectives; Measuring What’s Important
There should be an obvious link between measures and the goals and objectives they support.  Measures should be directed toward what is most important in the goal and objective.  
Exercise:  
Evaluate the measures below to see if they align with and reflect the intent of the objectives and reflect what’s most important in the objective.  Note:  The measures and objectives may have been altered for the purpose of creating this exercise.
	The Objectives
	The Measures
	Evaluation Notes

	· Enhance food safety for citizens of the Commonwealth.
	1. Number of inspections conducted
	

	· 
	2. Percentage of food establishments inspected by  the Food and Dairy Division that are in voluntary compliance with the Virginia Food Safety Code 
	

	· Assist businesses in the Commonwealth to create and retain jobs through the economic development incentive offered through the Virginia Jobs Investment Program.
	3. Number of companies assisted by the Virginia Jobs Investment Program
	

	· 
	4. Number of jobs created and retained through the Virginia Jobs Investment Program
	

	· Increase the percentage of at-risk third graders who are proficient in reading at a third-grade level.
	5. Percentage of third-graders who tested at a third grade proficiency level in reading
	

	· Increase the influenza and pneumococcal vaccination coverage rates in adults 65 years of age and older.
	6. The percentage of adults in Virginia who are appropriately immunized 
	

	· Effectively manage all building construction and renovation projects.
	7. On-time and on-budget project performance
	

	· Timely processing of accurate, effective, and defensible permits that protect worker safety
	8. Number of work sites where human exposure to safety hazards are determined to be under control
	


Types of Measures

	Input Measure
	A measure that describes the amount of resources used to conduct an activity, produce an output or provide a service; a measure that describes the volume of incoming work to be processed; usually consists of a single numeric value (e.g., $2,000 spent on conference fees); a type of workload measure.

	Examples:

Number of hours used to analyze a new software package
Amount of money invested/spent

	Output Measure
	A measure that describes the amount of work completed or output produced; usually consists of a single numeric value (e.g., 47 people trained); a type of workload measure.

	Examples:

Number of service calls closed
Number of customer calls handled

	Outcome Measure
	A measure that describes the results achieved by an activity compared to the activity’s intended purpose; the extent to which a service or activity has impacted its intended audience.   This is the preferred measure.

	Examples:

Problem resolution rate
Employee retention


Exercise:  What is it?
	Measure
	Input
	Output
	Outcome

	1. Percent of program participants gainfully employed at least six months after program exit
	
	
	

	2. Percentage of annual allowable tree harvest actually harvested
	
	
	

	3. Number of fuels tax audits conducted per calendar year
	
	
	

	4. Number of workers with disabilities served through follow along services
	
	
	

	5. Average hourly wage of vocational rehabilitation consumers employed at the time of their case closure
	
	
	

	6. Number of safety violations reported by citizens
	
	
	

	7. Percentage of safety violations successfully eliminated by the violations’ due dates
	
	
	


_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Targets – Update for Next Planning Cycle
Agencies may establish up to three targets for any measure.
	Annual Target
	Optional
	· Corresponds to the end of the first year of the biennium.

· Should be used if the strategies that align with the target are to be accomplished within the first year of the strategic plan.

	Use the measure notes field in Virginia Performs to record this target.

	Biennial Target
	Required
	· Corresponds to the end of the second year of the biennium.  

· Should correlate with what the agency plans to accomplish by the end of the timeframe covered in the strategic plan and its associated budget.

	There is a field for this target in Virginia Performs.  

	Long-range Target
	Required, but applies only to key measures
	· Corresponds to a date that exceeds the biennium for those agencies that prefer or need to set targets well into the future, based on when outcomes will be impacted by strategies and budgets.  

	There is a field for this target in Virginia Performs.




Considerations when establishing targets:
· If performance consistently exceeds a target, reassess the target.  Otherwise, it may give the impression that the agency is satisfied with the status quo or intends to lower its performance.  Use the notes field in Virginia Performs to explain why a target is not changing.
· Align the deadline for the target to the time period of the budget investment that supports achievement of the target.

· Adjust targets to reflect changes from the General Assembly session.

· Consider where the target places Virginia among other states.  Check targets against national data from other states and, where possible, avoid setting targets that fall below other states. 

· Consider the priority of the objective to which the target is aligned when setting the target.  For example, an agency may determine that most of its efforts will be directed at its top five objectives. If that is the case, the targets for remaining objectives may focus on maintaining results or making small gains. It is important to look at all targets together.
· Ensure targets are challenging, but realistic and achievable.

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Exercise:  Setting Targets

Note:  Some data were altered for the exercise.

Determine what, if anything, is wrong with the following baselines and targets.
Objective A:  Maintain compliance with standards established by the State Board of Juvenile Justice.

· Measure:  Compliance by all locally operated Court Service Units (CSUs) with Board of Juvenile Justice Standards

· Baseline:  98% as of 6/30/08

· Target:  100% as of 6/30/14
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Objective B:  Operate a cost efficient and operationally effective enterprise vehicle management program.

· Measure:  Annual maintenance cost per vehicle
· Baseline:  $478/vehicle as of 6/30/07
· Target:  $502/vehicle as of 6/30/10

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Objective C:  Raise the number of students completing GED certificates at Community Corrections sites.

· Measure:  The number of GEDs earned annually

· Baseline: 130 in 2005

· Target: 5% increase in 2010
_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________
The Final Exercise – Part 1
[image: image3.wmf]

8.5


Evaluate the following objective and its associated measures and make improvements or make a note of questions you would ask in order to make improvements.
Service Area:  Investment Management Services
Objective:  Operational Standards

Measure #1:  90% of the partnerships’ financial analysis to ABC Bank by month end (4th business day of the following month)

	Class-Type-Frequency
	Other – Outcome - Quarterly

	Methodology
	This measure is calculated manually utilizing the fax logs which indicate the partnership financial analyses that are sent to ABC Bank.

	Baseline Value
	

	Baseline Date
	

	Target Value
	90

	Target Date
	6/30/2010

	Target Description
	90% of analysis submitted to ABC Bank.

	Preferred Trend
	Maintain

	Notes
	


Measure #2:  Monitor and maintain approved asset allocations

	Class-Type-Frequency
	Other – Outcome - Quarterly

	Methodology
	This measure is based on a calculation of asset balances by asset class.

	Baseline Value
	

	Baseline Date
	

	Target Value
	100%

	Target Date
	6/30/2010

	Target Description
	100% of total trust fund

	Preferred Trend
	Maintain

	Notes
	The Investment Portfolio, which consists of nine asset allocations, is rebalanced daily to the policy established by the Board of Trustees.


Measure #3:  100% of fees must be verified for accuracy within prescribed error margins.
	Class-Type-Frequency
	Other – Outcome - Quarterly

	Methodology
	Invoices for management fees are compared to an independent verification of fees utilizing an excel spreadsheet.

	Baseline Value
	

	Baseline Date
	

	Target Value
	100%

	Target Date
	6/30/2010

	Target Description
	100% accuracy

	Preferred Trend
	Maintain

	Notes
	


The Final Exercise – Part 2 
Evaluate the following measures.  What questions would you ask?  What are potential improvements?
	Agency – Service Area
	Objective – Measure
	Evaluation

	A. Department of Rail & Public Transportation – Rail Enhancement Programs
	We will Retain, Maintain, Improve and Develop railways in Virginia.

Measure 1:  The percentage of rail enhancement projects utilizing an on-time, on-budget constraint.

Measure 2:  Increase the volume of freight shipped by rail through completed Rail Enhancement Projects and express in truckload equivalents diverted form Virginia’s highways.
	

	B. Department of Rail & Public Transportation – Human Service Transportation Programs
	We will increase mobility for /Virginians who are disabled, elderly or who must live off of low incomes to ensure access to basic human services such as employment, medical care, shopping and social activities.
Measure:  Passenger trips on public transportation systems taken by elderly, disabled and low income people in Virginia.
	

	C. Department of Rail & Public Transportation – Public Transportation Programs
	We will assist in managing the growth in traffic congestion in Virginia by increasing public transportation ridership in the urbanized areas of the Commonwealth.
Measure:  The number of passenger trips per person on public transportation systems in urbanized areas of the Commonwealth

	

	D. Department of Aviation – Aviation Communication and Education
	We will increase Aviation Awareness/Utilization

Measure 1:  Number of enplanements at the air carrier airports (having scheduled service)

Measure 2:  Amount of economic activity generated by Virginia’s aviation system
	

	E. Department of Aviation – Financial Assistance for Airport Development
	We will provide financial assistance for airport development.

Measure:  Ratio of airport development grants executed to the value of allocations available.  Target is 92%.
	

	F. Department for the Deaf & Hard-of-Hearing – Consumer, Interpreter, and  Community Support Services
	We will increase the pool of qualified interpreters available to fill assignments coordinated by VDDHH.
Measure:  We will fill interpreter requests from Virginia Courts, state agencies and 12-step programs.
	

	G. Department for the Aging – Financial Assistance for Local Services to the Elderly
	We will implement the No Wrong Door initiative in more Area Agencies on Aging (AAAs) and within each expand the number of business processes that are incorporated in the information technology solution.
Measure:  The number of Area Agencies on Aging business processes incorporated in the No Wrong Door initiative
	

	H. Virginia Economic Development Partnership – Economic Development Services
	We will assist Virginia companies in increasing international sales of their products and services.

Measure 1:  Companies counseled or engaged in a Trade event

Measure 2:  Number of Jobs created by new and existing companies

Measure 3:  Dollars invested by new and existing companies
	

	I. Department of Professional and Occupational Regulation – Enforcement of Licensing, Regulating & Certifying Professions & Occupations
	We will investigate and resolve complaints efficiently through alternatives to the formal disciplinary process

Measure:  Reduce the proportion of complaints that are resolved through the official disciplinary process
	

	J. Department of Minority Business Enterprise – Outreach
	To implement a statewide marketing campaign in collaboration with public and private organizations
Measure:  Promote the SWaM and DBE certification programs and the agency
	


Workshop Recap & Feedback
· Evolution of measures; the new management scorecard; new administrative measures

· Refresher on key measures and productivity measures

· Components of a measure; practice drills for the components
· Evaluation and enhancement of agency measures

Thanks!
Appendix

Plan submission changes
Update your agency strategic and service area plans and administrative measures by going to www. vaperforms.virginia.gov. Click on Agency Planning and Performance / Agency login.   Enter User ID and Password.  If you do not have access to the system, apply for a login and password at http://vaperforms.virginia.gov/agencylevel/request.cfm and fill out the requested information.  Your User ID should consist of your agency abbreviation and initials.

When logged in as an agency user, you will be working from the "work area" tables in the Virginia Performs database. 
· You can use the browse, search and report screens in the same way as when you are not logged in, however, when you click on an objective or measure you will be able to change the information. 
· Your changes are initially kept in the "work area" tables that are not immediately made public. 
· Once DPB publishes your changes, all changes will be copied to the public table of Virginia Performs. 

To update your plan for the next biennium:

· Select the plan year for that biennium.  
· Some fields will already be populated with information from the prior plan as part of a roll-up done by DPB.  Populated fields are those that were deemed least likely to have changes (e.g., mission, statutory authority) from one biennium to the next.  
· Review those sections as your agency may determine that changes are needed.  
· For fields that are not populated, you can enter new information or copy information from the old plan and paste it to the new plan.

Timeframe guidelines

Executive progress report 

Products and services
Human resource summary (timeframe guidelines and other updates)
For sections of the plan that ask you to describe the current or future state, we’ve added timeframe guidelines. 

· Current state is the status as of the close of the most recent biennium or as of the date you are writing the plan.  
· Future state should focus, at a minimum, on the next biennium, i.e., the one that is covered in the new plan you are developing.  You can project further into the future.  If you do so, make sure you provide the timeframe that is being discussed (e.g., over the next five years).
Commonwealth preparedness goal
What stayed the same?

· Wording of the goal:  Strengthen the culture of preparedness across state agencies, their employees and customers.
· Wording of the objective:  We will be prepared to act in the interest of the citizens of the Commonwealth and its infrastructure during emergency situations by actively planning and training both as an agency and as individuals.
· Goal summary and alignment paragraph

· Measure type – Outcome

· Measure class – Agency Other
· Measure frequency – Annual
Changes for 2010 – 2012 Biennium
· Measure
· Old:  Agency COOP Assessment Score
· New:  Agency Preparedness Assessment Score
· Target:  
· Old:  Minimum of 75%, or if at 75%, increase the average by 5% each year
· New:  Minimum of 75%
· Data source and calculation
· Old:  The COOP Assessment Review is a 24-component assessment tool that helps measure the viability of a COOP plan.
· New:  The Agency Preparedness Assessment is an all-hazards assessment tool that measures agencies’ compliance with requirements and best practices.  The assessment has components including Physical Security, Continuity of Operations, Information Security, Vital Records, Fire Safety, Human Resources, Risk Management and Internal Controls, and the National Incident Management System (for Virginia Emergency Response Team – VERT - agencies only).
· Strategy:  The agency Emergency Coordination Officer will stay in regular communication with the Office of Commonwealth Preparedness, the VA Department of Emergency Management, and other Commonwealth Preparedness Work Group agencies. 
Information Technology (IT) Summary Section & Appendix A: it INVESTMENTS
Information technology summary section 
Appendix A:  Information technology investments 

The IT Summary Section of the Agency Strategic Plan together with the Appendix A: Information Technology Investments comprise the agency’s IT Strategic Plan (ITSP).  The ITSP is the primary tool for communicating how agency business needs drive IT investment decisions, and how the agency’s IT investments support the business goals and objectives of the agency and the Commonwealth.

Key points to address for this planning cycle include the following:
· The agency head, or the agency head’s designee, must certify that the IT Summary section, the Appendix A: Information Technology Investments section, and the agency’s Application Portfolio contained within the Commonwealth Enterprise Technical Repository (CETR) are all accurate and up-to-date prior to the CIO reviewing and approving the agency’s ITSP. 

· Agencies will not receive planning approval for IT projects or procurements without a CIO-approved ITSP. 

· The IT Summary section must explain how the IT investments recorded in Appendix A produce business value for the agency using the approach documented in the ITIM Standard for identifying the business value of IT investments.  The business value of IT is measured in three categories:

1. Constituent Service

2. Operational Efficiency

3. Strategic Alignment 

· The agency must relate IT investments to the customers, partners, products and services, or resources described in either the Background section of the Agency Strategic Plan or within a Service Area Plan.
· To plan the transition from its current state to its future state, agencies should group agency lines of business into one of four high-level categories.

1. the purpose of the agency (Services for Citizens);

2. the mechanisms the agency uses to achieve its purpose (Mode of Delivery);

3. the support functions necessary to conduct agency operations (Support Delivery of Services); and,

4. the resource management functions that support all areas of the agency’s business (Management of Agency Resources). 

· The CAO must review and approve all agency IT budgets.
· The rows in the agency Budget Estimation tables have been revised. 

· A table is included which standardizes the process for estimating the Agency IT Staff cost for the previous year.  The previous year estimate is used as a basis for estimating Agency IT Staff costs for the new biennium.
· Proposed investments that are associated with a grant must be entered into ProSight (the Commonwealth’s Technology Portfolio) prior to, or at the time of, submitting the grant application. 

· Agencies must include Non-major IT Projects below $100,000 in their estimated budget, though not in their Appendix A. 

Checklist and Game Plan for Improving Agency Measures
	CHECKLIST
	(
	NOTES /IMPROVEMENTS NEEDED

	1. Check key measures.
	
	

	a. Key measures are outcome measures.
	
	

	b. Key measures are formatted correctly.
	
	

	c. Measure information is clear and understandable.
	
	

	2. Check the format of all measures.
	
	

	a. No verb phrases in the measure.
	
	

	b. No targets in the measure.
	
	

	c. Data form is included.
	
	

	d. Object and criterion are included.
	
	

	3. Fix formatting issues.
	
	

	4. Check the content of all measures.
	
	

	a. We control it.
	
	

	b. It is measuring something important.
	
	

	c. It aligns with the objective and goal.
	
	

	d. It is understandable.  
	
	

	e. It is an outcome.  
	
	

	f. It helps us make decisions.
	
	

	5. Fix content issues.
	
	

	6. Check the measure components.
	
	

	a. Class
	
	

	b. Type
	
	

	c. Baseline
	
	

	d. Biennial Target
	
	

	e. Annual or Long-range Targets, as needed
	
	

	f. Frequency
	
	

	g. Preferred Trend
	
	

	h. Data Source & Calculation (Methodology)
	
	

	7. Fix component issues.
	
	


Game Plan

	Actions Needed to Evaluate and Improve Measures
	Actions Needed to Ensure the Measures Are Used as Management Tools

	
	


MEASURE COMPONENTS


Measure


Class


Type


 Frequency


 Data Source & Calculation


 Baseline


 Target


 Preferred Trend
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