A Report on
Performance Measurement

Managing For Results

Town of West Boylston
2006

Town Administrator Leon A. Gaumond Jr.
First Edition




LEON A. GAUMOND, JR.
TOWN ADMINISTRATOR

TELEPHONE
508 835-3490
FAX: 508 835-4102

EMAIL: lgaumond@westhaylston.com

TOWN OF WEST BOYLSTON
MiIXTER MUNICIPAL OFFICE BUILDING
120 PRESCOTT STREET
WEST BOYLSTON, MASSACHUSETTS 01583

November |, 2006

Welcome to a new way (at least for our tiny Town of West Boylston) of looking at our
Town’s operations.

This is the first of hopefully many to come reports called Managing For Results. This
will undoubtedly be the first of many maps on the road toward higher performance. | hope to be
able to use this document to develop and improve goals, objectives, and performance indicators
for future budgets. There is a school of managerial thought that performance continues to
improve through better linkage of mission, goals, objectives, and performance indicators.

Readers of this document should know that this is a “work in progress” as we continue to
learn more about performance measurement and refine the approach used in West Boylston. In
this first year, [ have been examining performance indicators in the Police Department, the Fire
Department, the Department of Public Works, the Council on Aging, the Computer
Administration, the Selectmen’s office, and the Board of Assessors to gain a YEAR ONE
benchmark for these departments. In the future, we should be able to compare years, but also
compare how we measure up to similar communities. In addition, trends and problems should be
able to be identified and addressed appropriately through the annual goal setting and budgetary
process.

I would like to thank Police Chief Dennis Minnich, Fire Chief Jack Chandler, DPW
Director John Westerling, COA Director Marcia Cairns, Municipal Assistant Nancy Lucier,
Computer Administrator Karen Pare, and the Assessors Department for their participation in this
program this year. They were certainly receptive to undertaking this exercise and deserve the
Town’s appreciation for their progressive approach to this project.

I expect to work with the Selectmen and the Department Managers to continuously
improve performance measurement in West Boylston as well. As we continue in this process,
hopefully we will begin to achieve maximum benefit and ensure continuous improvement in all
the services we provide to the citizens of West Boylston,

Sincerely,

LEON A. GAUMOND JR
Town Administrator
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What is Performance Measurement?

Performance measurement is the regular collection of specific information regarding the
results of Town services. It includes the measurement of the kind of job we are doing,
and includes the effect our efforts are having in our community. Together with
benchmarking and continuous improvement, performance measurement forms the
nucleus for managing for results.

Performance measurement by the Town of West Boylston government is certainly not
completely new in some respects. Back in 1999, the Town undertook a major survey to
track how the people and businesses of the Town felt about the Town Departments and
services. While future citizen surveys are likely to be done, there are also managerial and
supervisory performance measurements that can lead town administration and decision
makers to a better understanding of how our departments are doing.

In general, a good performance measurement system should be able to provide answers
for the following questions:

e  What was achieved?

o How efficiently was the work done?

¢ How were citizens helped by the effort?

Why Measure Performance?

The most powerful reason for measuring performance is that citizens are continually
demanding more responsive and competitive government. In Town of West Boylston,
revenue growth has been limited, while citizen expectations for top quality services
remain high.

Balancing these realities has been, and will continue to be the most significant chalienge
facing us. In the quest for a consensus on services, service levels, service qualities, and
cost, the need for sound information about the performance of services remains vital.

Performance measurement is a practice that has permeated all levels of government —
from the Federal Government’s Government Performance and Results Act of 1993
(GPRA) to numerous state and local programs. Rather than being a passing fad,
performance measurement is a practice that is gradually being integrated into all aspects
of management, including but not limited to, performance budgeting, strategic planning,
customer feedback, compensation strategies, and continuous improvement efforts.

[n 1994, the Government Accounting Standards Board (GASB) adopted a concept
statement strongly encouraging local governments to adopt annual Service Efforts and
Accomplishments or SEA reporting, a type of standardized performance report that
provides a means for comparing government performance over time and against other
jurisdictions. While SEA reporting is not mandated, there is the expectation that
governments at all levels will disclose performance data as they do financial data so




citizens and elected officials have access to the information they need to make informed
decisions in a democratic society.

Benefits of Performance Measurement

In addition to these reasons, many governments report beneficial changes to their
organizational culture as a result of performance measurement. In general, governments
that measure performance do so because it:

Strengthens accountability

Enhances decision-making

Improves customer service

Assists governments in determining effective resource use

Supports strategic planning and goal-setting

Performance Measurement Approach — Overview

In this first year, the Town Administrator requested that all municipal departments
develop mission statements that tie back to the Town of West Boylston’s Mission
Statement. At the same time, the Town Administrator worked with the Police Chief, the
Fire Chief, the DPW Director, the Computer Administrator, the COA Director, the
Municipal Assistant and the Assessors Department on developing measurable tasks on a
monthly basis. These were items that were easily measured and meaningful to measure.
The Town Administrator will continue to refine these performance indicators and look to
expand them in subsequent years.

This process is intended to build an internal benchmark of a year’s performance in West
Boylston for future comparative purposes. Benchmarking is a continuous process, which
enables organizations to strive for, and in some cases, surpasses some previously
determined standard. Benchmarking can be viewed as a systematic process of searching
for best practices, innovative ideas, and highly effective operating procedures that lead to
superior performance. With improved knowledge, practices, and processes gleaned from
the benchmarking process, agencies can take actions to improve performance.

In future years, the Town of West Boylston should plan to expand its benchmarking
horizons by comparing these results to other communities of similar size and
demographics. The Town Administrator believes that an opportunity may exist for West
Boylston to join the International City and Town Management Association’s (ICMA)
Center for Performance Measurement. Membership in this annual benchmarking effort
provides the Town with access to performance data from more than 130 jurtsdictions
across the country that are also committed to excellence. This will also further the goal of
continuous improvement by providing comparative data the Town can use to gauge
performance in relation to other jurisdictions, as well as learn best practices from high
performers.

As was mentioned before, the areas that Town of West Boylston benchmarks as part of
this effort include:




Police Services

Fire/EMS Services

Public Works and Sewers

The Council on Aging
Computer Administration
Town Hall electric rates
Assessor application processing

Purpose of this Report

This report is being prepared in an effort to get West Boylston started in the progressive
arena of performance measurement. It should be the cornerstone of instructions to
continue to measure performance in Town of West Boylston. The purpose of this report
is to:

¢ Explain the importance of performance measurement and why we are continuing
to improve our system.

¢ Provide information about the components of a performance measurement system
— mission, goals, objectives, and indicators, and how they should be linked and
presented.

e Provide guidance on how to focus goals on outcomes, determine service areas,
focus objectives on outcomes, and develop indicators that give us the feedback
we’re seeking.

¢ Provide guidelines on allocating costs to service areas in order to calculate various
indicators.

As mentioned in the Foreword, this report is a starting point and will continue to be
improved according to identified needs. As our experience and understanding grows,
additional information, examples, techniques, and tips will be added. The Town gladly
invites your ideas/comments and request that they be directed to the Town Administrator.
His contact information is:

Leon A. Gaumond JIr., Town Administrator
Town of West Boylston
120 Prescott Street
West Boylston, MA 01583
lgaumond{@westboylston.com

Summary

The following succinctly summarizes why performance measurement is essential:

WHY MEASURE PERFORMANCE?




If you don’t measure results, you can’t tell success from failure.
If you can’t see success, you can’t reward it.
If you can’t reward success, you’re probably rewarding failure.
If you can’t see success, you can’t learn from it.
If you can’t recognize failure, you can’t correct it.

If you can demonstrate results, you can win public support.

Reinventing Government
David Osborne and Ted Gaebler

II. AGENCY SUBMISSION AND HOW THE DATA WILL BE USED

In West Boylston, each agency must submit performance measures to the Town
Administrator with his/her monthly Department Report. The Town Administrator will
compile and track the data each month and issue this report annually in the month of
October to coincide with the annual discussion of the Town Administrator’s evaluation
and, more importantly, the annual setting of goals and objectives for the Town.

The timing of the reporting is important for another reason — the Department Managers
and the Town Administrator can use the data collected to address problems or needs of
the Town in the next year’s budget. Annually in October and November, the Town
Administrator begins the annual budget making process and knowing this information in
the beginning of the budget process helps the Town Administrator, the Board of
Selectmen and the Finance Committee address any issues, if they can.

Eventually, as this process is continually refined, the entire budget process could be
based upon the identification of Town Goals and Objectives and the allocation of Town
resources to directly impact the Town’s stated goals and objectives. For example, if the
Town saw a dramatic rise in stolen vehicles, that information would be tracked through
this process, identified as a problem in this annual report, and there would be a discussion
between the Police Chief and the Town Administrator as to ways to address this problem
through the next budget cycle, if possible.

HI. GOALS/DESIRED OUTCOMES AND OBJECTIVES: THE
CONCEPTUAL FRAMEWORK

Performance measurement is valuable because it tells us how we are doing. They
underscore our success and help us identify where we can make improvements. Of
course, performance measures cannot tell us how to make improvements; other tools are
necessary for that purpose, but they can serve as an early warning system to help us better
manage and to address issues before they become problems. Performance measures are
part of an overall conceptual and strategic framework for more effective management.
The conceptual framework for articulating the department’s purpose and how you want to
achieve that purpose is a mission statement, a desired outcome and well-defined




objectives for attaining those outcomes. You measure your progress towards achieving
those objectives through specific performance measures. Within this framework,
performance measures serve as your link to program operations and desired outcomes.
Simply stated, mission/goals/desired outcomes, objectives and performance measures
form the links in the causal chain of applying resources to provide services and products
to achieve a desired outcome and for continuing to improve your performance. Linking
these together successfully will help lead the Town of West Boylston towards high
performance management.

This should explain these basic concepts:

Step 1: Mission/Goals/Outcomes: Mission statements declare the Town’s or the
department’s long-range intent, its fundamental purpose, its reason for being. Goals and
intended outcomes are slightly more specific expressions coming out of the mission
statement. Goals and intended outcomes help shape the department’s values and
organizational culture and will link the mission with more measurable objectives.

Step 2: Objectives: Objectives are clear statements of the department’s performance
intentions, expressed in measurable terms, usually with an implied or explicit timeframe.
Embedded within objectives will be the performance measure of interest. Objectives set
the performance targets you are trying to reach or standards you are trying to maintain.
Step 3: Performance Measures: Performance measures indicate how much or how weil
the agency is doing, its success. Ideally, they track the agency’s progress toward
achieving its objectives, with objectives linked to the goals and mission of the
organization. The measure itself is often a simple indicator whose value comes by its
relationship with the target or standard set in the objective.

Step 4: Analysis for Continuous Improvement: Many agencies compare this month or
this year’s performance measures to those of the past. Some are beginning to make
comparisons with other agencies or other governments and initiating the process of
benchmarking. When you analyze your performance measures, you should be able to
identify areas for further improvement. It is over time that performance measurement
information becomes the most valuable.

West Boylston Master Plan
The West Boylston Master Plan (adopted 2005) identified an implementation plan
targeting certain strategic areas. They are:
e FEconomic Development
e Housing
* Open Space & Recreation
s Transportation
Land Use
Municipal Facilities
Municipal Finance

Each strategic area articulates broad purposes, but every department can establish a link
to one or more of these strategic areas with its own mission statement. In some cases, the
implementation plan clearly articulates those responsible for areas of completion. The




Town Wide Planning Committee who authored the Master Plan is currently monitoring
this process.

Recommendations
For each of the seven strategic areas of the Master Plan, specific recommendations or
desired outcomes have been defined. Recommendations and the associated desired
outcomes can be thought of as guides or milestones toward the desired future. Goals
identify the direction you want to take. Desired outcomes identify the desired results that
are required to achieve the goal. Both are more precise statements than the mission
statement, but not as specific as objectives. Here are several examples of goals and
desired outcomes:
o _Facilitate the start-up and growth of businesses by providing information and
technical assistance
o _Ensure a safe and accessible roadway system
e Provide safe, reliable and courteous public transit service
e Provide timely, and economical curbside collection of garbage and trash in the
waste collection service area

It is important to note that the Master Plan is not the ONLY location for
recommendations for improvement. Recommendations also come from the public, the
clected officials, the Town Administrator, and even from the Department Managers
themselves.

Objectives

Objectives are precise statements of measurable targets that describe the end results of a
service or program that should be achieved in a specific period of time. You should create
objectives to be S-M-A-R-T (Specific, Measurable, Aggressive/attainable/agreeable,
Results-oriented, Time-bound). See below for several examples of objectives based on
S-M-A-R-T criteria.

Objectives set the targets you want to achieve or the standards you want to reach. Many
people establishing objectives for the first time set the targets too high, Everyone wants
to make dramatic improvements in performance. Performance improvement, especially
significant improvement, does not happen by accident. You must do something different
to increase your performance. Generally, you have two ways to improve performance:
increase the resources you have to do the job or change the way you provide the service
or product.

S-M-A-R-T Objectives

Specific: Specific; stated clearly; easy to understand; one concept per objective.

o To reduce the theft rate 10% by end of the new fiscal year

e To decrease emergency response time from 5 to 4 minutes by the year 2007
Measurable: Objectives have to be quantifiable in order to create measures for them.

¢ To increase the number of stolen cars recovered to 70% within 2 years




¢ . To decrease by 5% the number of workers comp claims in the Town by
next May

Aggressive but Attainable and Agreed upon: Set objectives to challenge yourself, but do
not set objectives that are impossible to reach or too easily achieved; they should be a
challenge to you, but potentially within your reach. Front-line workers, supervisors and
managers should agree upon objectives. Use a strong verb or verb form to start the
objective.

» To increase revenue from city leased properties by 4% per year

o  To decrease permit processing time from 45 to 35 days by June 2008

Results oriented: Focus on the outcome: Keep your eye on the prize, especially for
measures reported to the public.
e _To maintain an average cleanliness rating on town streets of 80% during
the year
e To decrease the number of traffic fatalities by 10% over the next two years

Time-bound Objectives should be accomplished within a set time.
¢ Toreduce emergency rescue response time by 30 seconds the second
quarter
o To increases customer satisfaction ratings by 5% by the end of the fiscal
year

Performance Measures

Performance measures are quantifiable, enduring measures of outcomes, quality,
efficiency, costeffectiveness, process, inputs and outputs of services or goods you
provide. Sometimes we call them performance indicators. Performance measures by
themselves are only a word or two or a phrase that captures an important dimension of
your work. Performance measures are embedded within objectives, and it is through the
objective that the measures take on value.

Example

Let’s follow an agency by reviewing its own mission statement and performance
measures and the linkage to the Town’s stated goals. This will help establish the linkages
needed for you and the citizens of West Boylston to understand the chain of effects from
resources used to desired outcomes. We will use the aforementioned stolen vehicles as
our service and examine mission, goal, objectives and performance measures that might
be used for this service.

Town Mission: /1 is the mission of government of West Boylston to provide all of its
citizens with the greatest possible spectrum of basic services, directed at publicly
expressed community needs, at the least possible cost. This includes providing a wide
range of high quality constituent service to the citizens of the community, continually
support a strong economic base for the community, and continuing to work in the best
long-term interests of the community while working as a team.

Police Department Mission Statement: We, the members of the West Boylston Police
Department, are committed to excellence in the delivery of total quality police service
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and responsive (o the needs of our community. We guarantee dignity and respect to every
individual while recognizing our responsibility to maintain peace and order in our
communily. Our objective is a police and community partnership, which seeks to improve
the quality of life, solve community problems, and promote an environment that is safe
and secure.

Strategic Plan Goal: Enact programs to protect the property of the citizens and visitors of
West Boylston

Desired Ouitcome.: Enhance quality of life of the Town
Department Objectives. Reduce number of stolen vehicles by 15% by 2008

Performance Measures: Performance measures are embedded within the objective as
italicized above
¢ Number of vehicles stolen each month for the year

IV. LIMITATIONS OF PERFORMANCE MEASUREMENT

In theory, performance measurement has many benefits and advantages as well as
limitations. Some try to use these limitations as reasons not to pursue performance
measurement, and in doing so, forego its benefits. The following includes the typical
arguments used; the response to those reasons follows each one.

* You can’t measure what I do. RESPONSE: Areas previously thought to be
“unmeasurable” such as education, welfare, and even international relations have
been shown to be measurable if someone is motivated and creative enough to
pursue an innovative approach. Since so many governments have initiated
performance measurement in recent years (and others have done so for quite some
time), more information than ever exists for staff to reference.

¢ [It’s not fair because I don’t have total control over the outcome or the
impact. RESPONSE.: It is the rare program that anyone has total control over the
outcome, but if you can’t demonstrate any impact on the result, then why are we
funding your program?

e It will invite unfair comparisons. RESPONSE: Comparison is going to happen
whether you like it or not. By taking the initiative in selecting comparable
organizations, you can help your program by proactively comparing performance,
determining how well you are doing, and seeking ideas on how you can improve
your performance.

¢ It will be used against me. RESPONSE: Demonstrating openness and
accountability, even when the news 1s not so good, inspires trust. If you are open
about where you need to improve, most people will give you the benefit of the
doubt as long as you demonstrate that you are sincerely seeking to improve.
Cynical manipulation of measures, i.e., selecting overly easy targets or ignoring
key data, will likewise cause the public to question your motives and credibility
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and will lead to mistrust. In fact, being honest about your performance and how
you can improve can actually help you win support for additional resources.

It’s just a passing fad. RESPONSE: Anyone who thinks performance
measurement is just a passing fad need only pick up any public administration-
related document to learn that it is being used at the federal, state, and local levels
of government, with no indication that the requirements for its use, i.e.,
accountability, continuous improvement, better information for decision makers,
etc. will abate. In fact, if anything, pressure to demonstrate accountability and
improvement is only expected to increase.

We don’t have the data/we can’t get the data, RESPONSE: In this age of
information technology, it is hard to believe that performance data are not
available. If a program is important enough to fund, staff should be able to find
some way to collect data on its effectiveness. It can be as simple as a desktop
spreadsheet using information collected from a hard-copy log or it can be trained
observer ratings, with numerous variations in-between. What is important is that
critical indicators of success are identified and measured.

We don’t have the staff resources to collect the data. RESPONSE: The reality
is that administrative-type positions will not be added for performance
measurement; however, staff should realize that dedicating 5 percent of their time
to come up with thoughtful measures, collecting the data on those measures, and
then using the data to manage for results, will generally save a larger portion of
their time that they would have spent correcting service problems down the road.
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