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The role of Performance Ma

Efficiency and effectiveness are among the 12 Principles of Good Democratic Governance. Performance
management systems make it possible to evaluate and enhance the efficiency and effectiveness of the public
services. It is a tool that can help improve governance, and specifically the quality of public services for citizens.

Performance Management needs to go hand in hand with risk management - the process that identifies,
evaluates and controls risks. These are the hazards posed by any event or action that will negatively impact a
public sectors ability to deliver its goals and to successfully implement its strategies. The COVID-19 pandemic
has exemplified the need for effective risk management strategies to ensure the delivery of public services.

Risk management is related to effective performance management and is an invaluable part of the proficient
management of an organisation.

The following slides were presented to the conference but it is highly recommended that reference is made to
the Council of Europe manual on ‘Performance management, Risk Management and Internal Audit’.
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Management and Risk
Management in public
TOOLKIT FOR PERFORMANCE

MANAGEMENT, RISK MANAGEMENT service providers
AND INTERNAL AUDIT
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. Performance management is the systematic approach to identifying,
collecting and using performance data to monitorand improve standards
of service provision

. Citizens deserve and expect services of good quality; performance
management facilitates the setting of realistic targets for service
performance that can be used to improveservices.

. Performance information should be readily available to leaders, managers
and elected representatives. They can see the actual level of performance
and how they might deliver better efficiency, effectiveness and value for
money in specific services. Ultimately the performance of a service should
be publically available for local citizens and other stakeholders.

. It provides a municipality with a basis for comparingits own performance
in specific services both with best practice and with performance in other
municipalities. It also enables national government to improve public
service provisiongenerally.

team and individual
level

sITebiLY
|

Central governments in different countries have varying levels of control and
mechanisms for monitoring of the delivery of services by local government

Some governments, such as in the UK, have relied on national standards for local
public services.

National performance indicators should encourage uniformity by using standard
definitions enabling robust comparisons of performance between local authorities.

National performance indicators can stimulate local authorities into developing
additional local performance indicators.

The number of indicators should be appropriate, otherwise more effort could be
made in collecting and managing performance than actually delivering services.

Local authorities may seek to develop their own local performance indicators for
local priorities.

It is easier to secure local ownership where performance indicators are locally
developed: local ownership is essential if indicators are to be seen as more than a
paper exercise.

Centre of Expertise
for Good Governance

Introduction to Performance Management

National v local performance measures



Performance Management v Performance
Measurement

“Performance management” is a tool to improve the

quality of public services for citizens. It allows local / =

central government to set out what it wants to s ﬁ’ B
achieve and how it will deliver its aims. = =N\ : /'/
“Performance management” enables a local / central / L™ - :
government to demonstrate delivery against \\\\\\\\\\ %”7’9?
priorities; these should be developed with citizens * T - =
and key stakeholders.

National / local governmentthat are good at performance management:

* are willing to be challenged and are keen to learn from others
* have managers who play an active/key role & lead by example

work with elected members
* encourage strongreview and are supportive

effective resource allocation c
consider diversity of community
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KPI’s - Types of Indicators

Key Performance Indicators(KPls) are higHevel measures or metrics, for one
particular strategic objective, which (when measured and reported) give
leadership an “indication” as to whether the organisation is making progress
towards achieving that particular objective.

KPIs are measurable values that demonstrate how effectively a central
government department or municipality is pursuing important objectives,
focusing more on existing processes and activities.

OUTCOMES

INPUTS ACTIVITIES OUTPUTS SENETIERY
it 9 Mg oo 9 i 9 impact
resources processes services (SUSTAINABLE)
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KPI’s - SMART Indicators

Measurable Relevant
Con you physically Do your KPs rafioct the everal
wack your KPis? goals of the business?

Specific Achievable Time-fromed
What exacty is en inds Are your When should KPls be mett
cotor of succent KPls raakusc?

* Targets should have the followingattributes;

¢ SpecificClear,unambiguous and easy to understand

* MeasurableSet a target for which success can be gauged by referringto a specific
measure or measures.

* Achievablelnvolve staff in the process and ask them what needs to be done to
achieve the target.

* RelevaniTargets need to be relevantto those who will be required to deliverand
contribute to corporate priorities.

* Timeframed There should be a set timescale for achieving a target; open-ended
targets do not encourage a focused effort on improving performance.
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» Up to the 1980’s public services badly managed and poorly delivered- externalisation
of key services resulted in poor contract monitoring, variable standards and public

dissatisfaction remained

» Demand for easier and more customer friendlyways to interact with public services —
as seenin the competitive private sector. Range of statutory targets set for improving
public services. Legislation introduced in 1999 for annual reporting of performance
against targets.

Priorities developed through
community consultation.

Monitored by elected members and
senior officers.

Priorities supported by a limited
number of outcome focused key
performance indicators

* Reduced number of targets &

» Performance Management Frameworks -
developed to support service delivery.

« Enabled comparison between councils.

» High performing councils became models
of good practice — ‘Beacon Status’.

« Services measurably improved- shown
through improved public satisfaction

&

indicators.

But too many targets led to it becoming
bureaucratic.

Centre of Expertise
for Good Governance

improved accountability has improved
public services— now less
bureaucratic.
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 Council consulted its community and -« Annual priorities
identified priorities * Improve the standard of the local
« ‘Clean streets and well maintained environment; street cleaningand a
local environment (46%); quality waste collection and recycling

» ‘Reduce the fear of crime’ (33%) serwce.. . .
. R t d build the local » Work with partners to tackle anti-social
ec(eogrg;ﬁr?((zeza/n) ul € loca behaviour; effective enforcement and
v o ° . provision of facilities for young people
* Long Term Vision to “A community + Improve the quality of development

where everyone can live in a high through effective planning & deliver
quality environment, be safe & healthy more affordable housing.

and prosper”

* Service targets set;

* Reduce the number of missed waste collections from 67 per 100,000 homes to
20 per 100,000 homes.

* Increase the amount of domestic waste recycledfrom 18% to 30%
* Increase the percentage of peoplewho are satisfied;
« Withthe qualityof the localenvironmentfrom55% to 70%
« Withwasteandrecyclingervicesfrom 65% to 80%
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Establishing a Public Information Office

* Performance indicators and targets included;

* 85% of telephonecalls answered within 1 minute

* 85% of customers seen within 15 minutes

* A target of 80% first time resolution

* Reduce avoidable contact by at least 50%

* Make the web the primary access point for all simple information and advice
* Satisfaction with the one-stop-shop,

* Time spentto undertake a transaction in the one-stop-shop
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A more advanced approach to managing OKR solvesthe challenge of

performance and closely linked to KPIs are  executing strategy in a way

OKRs. This supports the progressionto a more  that’s clear to all

outcomebased framework. employees, transparent
and measurable

WHA_I— ApRe 7 . Strategic

Alignment

- Focused
- Execution

p@ Engaged
%7  employees
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MISSION  Why we exist

Word picture of the future
Broad priorities

What we will focus
on in the near term

How we know
we've achieved
an objective

.
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Objectives & Key Results (OKRs)

* OKRs can be used at the corporate level (Tier 1), department/business unit level (Tier
2), and employeelevel(Tier 3). The distinctive features(in contrast to KPIs) are:
* Setand reviewedmore frequently(typically quarterly)
* Transparent to all in the organisation
* Aspirational yet realistic
* Expectation that not all OKRs will be met each quarter (if they are, then they most
likelyare not a “stretch”)

* OKRs consist of two parts: 1) Objectives: where you want to go — your goals for a set

period (often one-quarter), and 2) Key Results: how far you progressedin the pursuit of
these goals.

* Like KPIs, OKRs start out at the high level— “What are the organisation’smain objectives
for this quarter?” — and get progressively more granular. But unlike KPIs, they focus

more on internal performance, from the organisation to project teams and individual
employees

* Objectives are ambitiousand should feel somewhat uncomfortable

Centre of Expertise
for Good Governance

@ * Key Results are measurable

OKRs — the building blocks
Whatis an Objective? = Whatis a Key Result? Whatis an Initiative?

An  Objective is a A Key Result is a metricwith An Initiative is a description
description of a goal to be a starting value and a target of the work you’ll do to
achieved in the future. An value that measures influence a Key Result. If an
Objective sets a clear progress towards an Objective is your destination
direction and provides Objective. A Key Resultis like and a Key Result shows the
motivation. An Objective a signpost with a distance distance to go, an Initiative
can be thought of like a that shows how close you describes what you’ll do to

destination on a map. are to your Objective. get there e.g. take a car
Je=
= ©1 =
v
“Where do | want to go?” “How do | know if I'm “What will | do to get
An Objective describes  getting there?” A Key  there?”  An Initiative
where you want to go and  Result shows progression  describes what willthe Key

i ] - L Results - description of how
sets a clear direction —a towards your Objective - p

: to get to a destination
pointon a map. signpost with a distance

marker.

)
ﬁ Centre of Expertise 14
Jfor Good Governance



> . COUNCIL OF EUROPE

" CONSEIL DE *EUROPE

opei |

Outcome

Activity

Performance Indicator
Timescale

Monitoring
arrangements

Budget

Accountable person
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Risk Management

Risk management is an integral part of the effective management of an
organisation and links directly to effective performance management.

Risk is the threat that an event or action will adversely affect an organisation’s
ability to achieve its objectives and to successfully deliver its strategies.

Risk management is the process by which risks are identified, evaluated and
controlled and is a key element of the framework of governance.

Public services need to consider risk management and how they handle risk in
all its forms.

It is not about being ‘risk averse’ but is about being‘risk aware’.

With competing priorities, increased demands on public services and the
need for greater accountability there is a real focus on how risk is managed in
Centre of Expertise the public sector in many countries.

for Good Governance
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Managing risk

When risks have been identified a decision needs to be taken as to the response to
the individual risks. The recognised approaches for controlling risks are described in
the four T’s; treatment, transfer,tolerate or terminate, as described below.

&

Treatment - Using control countermeasures to mitigate impact or likelihood.
Ensuring effectiveness of existing mitigations and implementing new controls
where considered necessary and cost effective.

Transfer - This involves another party bearing or sharing the risk; e.g. through
insuranceor strategicpartnerships.

Tolerate- Where it is not possible to treat or transfer Consideration needs to be
given to how the risk and consequences of such are to be managed should they
occur. This may require putting contingency plans in place, which is why Business
Continuity is has such an important role to play in risk management, as it creates
capacityto tolerate a certain degree of risk.

Terminate - Deciding, where appropriate, not to continue or proceed with the
activityin view of the unacceptablelevel of risks involved.

Centre of Expertise
for Good Governance
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* The term risk appetite is widely used with it describing the attitude towards the
amount of risk that can be acceptedin trying to achieve strategicand other objectives.

* The attitude towards risk can differ across services and risk types, from risk averse to
risk taking. Being unnecessarily averse to risk may miss good opportunities.

* However, in taking some risks it is important not to over extend into territory where
the central government / local authority cannot afford the possible consequences
(financial, reputational etc) .

* More risk may be taken where innovative approaches are needed to implement
imaginative plans.

* Setting different levels for risk appetite across different risk types will provide a
starting point when considering how much effort to put into controlling risks. This will
lead to decisions being taken on a cost-benefit basis. For some risks this will then
mean introducing further controls whereas in others controls may be relaxedas a less
cautious attitude to risk, or more positive approach to risk-taking, is found acceptable.

)
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Consequenoellmpact Score (SeverltyLeveIs) and examples of descriptors

1
Domains Negligible Moderate

Small loss Loss of X to Y per cent of

Finance et

including claims

Risk of claim remote

Claim(s) between XX & XY
Euros

Minimal or no Moderate impact on

Environmental impact on the environment
impact environment

Lksihood 3cores (Bme-ramed descrpiore fraquancy )

Likelhood Score 1 3 4
D criptor Rars Possible Likaly
Fr ne
fquancy Expactad to
ocour &t Expactad to
Not expacted to leant ocour 8t
oCeur for years maonthly kastwaskly
IMPACT
Negligible Minor Moderate Major Catastrophic
LIKELIHOOD
1 2 3 4 5
1 Rare Y4 Y5
2 Unlikely Y4 Y6 A8 A10
3 Possible Y6 A9 A12
@h Centre of Expertise 4 Likely Y4 A8 A12
Jfor Good Governance 5 Almost Certain Y5 A10
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