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PROMOTING EFFICIENCY IN THE CITY OF OTTAWA POST
AMALGAMATION

1.0INTRODUCTION

Even though municipal amalgamations are proposed for various reasons, the
underlying justification always remains the same: amalgamation, it is argued, saves
money. This is precisely what both Mike Harris and former Mayor Jim Watson
advocated when they decided to amalgamate the Region of Ottawa-Carleton with 11
surrounding municipalities. In order for the new City of Ottawa to realize the best
potential of these proposed cost savings, a performance management system would
be beneficial for identifying areas in which efficiencies can be achieved.

1.1 Performance Management: What is it?

Performance management may be defined as:

"_.. [a] measurement [system] information to help set agreed upon

performance goals, allocate and prioritize resources, inform managers to

either confirm or change current policy or program directions to meet those

goals and report on the success or failure in meeting those goals."
This definition illustrates how performance management systems give an
organization a framework that defines how they can improve their actions in order to
provide more efficient and effective service delivery.

In addition to this characterization, another definition must be included to
demonstrate another dimension of performance management systems.

"Performance management is the setting and measurement of all desired
outcomes (goals and objectives), behaviours and activities of an organization,
its individual components and its staff members, that contribute to the
achievement of the strategic vision of the organization. It is a multi-level
process that starts with overall strategy and cascades to individual
performance appraisals.?

Important in this definition is the focus on individual contributions that assist an

organization in achieving strategic objectives. This definition recognizes the

! Ontario Public Service. “Ontario Public Service Quality Service Model: The Cornerstones”
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(M.\ importance of employee contributions as it links overall success in achieving
organizational goals with the performance of individual employees.

Both these definitions focus on the central element: performance
management systems in theory ensure that performance is linked to the
organization's strategies. Consequently, performance management systems are
understood to be successful because they ensure all members of an organization
are working towards the same overall goals and objectives.

Therefore, performance management is a forward-looking, results oriented
framework that requires an organization to establish long-term goals and develop
measures to determine if those goals are being met. At the same time, results are
evaluated throughout the process in order to ensure goals are being met in an
efficient and effective manner.

@@\ Accordingly, performance management systems include four major
components: strategic planning, performance budgeting, performance measurement
and program evaluation®. Each is equally important and all are interconnected. A
performance management system would not be as effective if one of these
components were missing or were not completed as prescribed.

In addition to the components contained within these systems, performance
management systems formally measure employee contributions by designing
indicators, which show how successful individuals, teams, branches and/or
departments are in achieving their goals. Accordingly, the City of Ottawa could
benefit greatly by implementing a comprehensive system that would measure
performance throughout the organization. By implementing such a system, the city
would realize the benefits and efficiencies that amalgamation brings.

e 1.2 Framework For This Paper:

% "Performance Management” www.goaaftica.co.za
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In order to realize the benefits of amalgamation, the City of Ottawa should
take advantage of the current opportunity presented by the major organizational
change that has resulted due to recent amalgamation. Presently, the City of Ottawa
is in the midst of its transition and is expected to complete this by the summer of
2003. Because of this, an opportunity for implementing a comprehensive
performance management system has arisen in the City of Ottawa.

This paper will argue that a uniform performance management system would
help the newly amalgamated City of Ottawa achieve the potential sought by
amalgamation. Within the city, a performance management system would bring
direction to this organization that is going through major changes. Thus, by
implementing a comprehensive performance management system the City of Ottawa
would realize the benefits and efficiencies that unification promises.

In order to understand why adopting a comprehensive performance
management system is important, several issues will be analyzed. The first issue is
the theoretical dilemma performance management systems bring to local
governments. Because this concept was developed for private industry and later
adopted by public organizations, special attention must be given to its
implementation in local governments.

The City of Ottawa’s unique situation will be analyzed next. Similar to the
amalgamation of the City of Toronto, this municipality represents a test case for the
current Conservative government's view that amalgamated cities are more efficient
than multiple-jurisdiction urban areas. In order for Ottawa's administration to prove

that the new city is more efficient, implementing a Balanced Scorecard (BSC) would

be beneficial.

¥ State of Virginia. “Commonwealth Performance Training”
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Balanced Scorecards have become increasingly popular in both public and
private organizations. The fundamental principle of a BSC is that it describes an
organization's strategy:

“The Balanced Scorecard is a performance management system used to
translate strategy into tangible objectives and measures. The Balanced
Scorecard uses four perspectives to ensure a balanced approach to
evaluating achievement of organizational strategy. Those perspectives are
customer, financial, internal processes and learning and growth. The
Balanced Scorecard is a visual representation of organizational strategy and
game plan™.
An analysis will be made regarding how Balanced Scorecards work and how it would
be beneficial to the City of Ottawa. Following this, the paper will conclude with a
discussion regarding the importance of the Balanced Scorecard approach within the
City of Ottawa.
2.0 THEORETICAL DILEMMA

2.1 MANAGEMENT BY OBJECTIVES

Balanced Scorecards are a natural progression from an earlier management
technique: management by objectives (MBO). MBO systems convert overall
organizational objectives into specific objectives for organizational units and
individual members. The four elements common to all MBO systems are goal
specificity, participative decision-making, an explicit time period and performance
feedback®. Although this approach appears similar to the Balanced Scorecard it is
not for one fundamental reason.

Management by objectives is distinctly different from the Balanced Scorecard

approach because objectives in an MBO system are established within

organizational units. Therefore, objectives are established relative to departmental

* City of Charlotte website. “Performance Management”
EStephan Robbins and Robin Stuart-Kotze. “Management: Concepts and Practices™: 160
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goals®. This reinforces narrow functional thinking. The Balanced Scorecard on the
other hand provides individuals with a broad understanding of the organization. The
result of MBO's narrow focus has led to many organizations dissatisfaction with
results under this approach. An example is the City of Charlotte.

The City of Charlotte started measuring performance under the MBO system
in 1972. Over the years, this process became burdensome as city staff was
instructed to measure everything. The result of this system led to information
overload with 800 to 900 measures reported each year and lengthy reports that were
never read’. Overall corporate goals were not being pursued as attention was only
being paid to departmental goals. The City of Charlotte’s case is not uncommon:
most organizations that implemented MBO systems report that the end resuit is
typically failure®. Consequently, other performance management systems were
devised.

2.2 WHAT WE KNOW ABOUT PERFORMANCE MANAGEMENT

Performance management systems first emerged in the private sector and
then were adopted later by public sector organizations. Critics argue that measuring
performance in public sector organizations is more difficult and complex than in
private sector companies. The emphasis in a private sector organization for
instance, revolves around the amount of product produced in relation to the
resources consumed®. Public sector goals however, do not revolve around profits
and amount of product made.

On the other hand, advocates of public sector performance management
systems argue that public sector organizations are inherently flawed in comparison

to the operation of private sector organizations because private companies must stay

;_Robert Kaplan and David Norton. “The Strategy Focused Organization™: 233
- Ibid: 234

$ Stephan Robbins and Robin Stuart-Kotze. "Management: Concepts and Practices™: 164
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lean and efficient due to the existence of external competition'®. Therefore in the
private sector, consumers have the ability to express their preferences by either
buying a product or not buying it.

Public sector organizations do not share this same fate, as they do not face
the same competition as private sector organizations. In many cases, local
governments have a monopoly over services. Consumers do not have a choice
regarding whom they receive their services from. Performance management
systems in the public sector are therefore a means of making public organizations
operate with the same level of efficiency as private organizations but without the
same level of competition.

Presently, an increasing number of local governments are turning to
performance management systems as a means of becoming more accountable to
both senior management and the public. A recent study demonstrated that 34
percent of counties in the United States with populations over 50,000 and 38 per
cent of cities with populations over 25,000 are using some type of formal
performance measurement system''.

This study does not include informal systems that smailer municipalities are
currently using. Therefore in reality, more local governments are using some type of
performance measurement system than suggested. The reason for this heavy
usage is the widespread recognition that these systems work.

2.3 WHY THESE SYSTEMS WORK
2.3.1. Fundamental Concepts For Implementation

What is appealing about performance management systems in the public
sector are its focus on the concepts of efficiency and effectiveness. The concept of

efficiency, which is a comerstone in performance management systems, can be

2 Rita Kelly. “Promoting Productivity”: 164
12 Richard Tindal and Susan Tindal. “Local Government in Canada™: 19
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defined as the ability to get the most output from a given set of resources'?.
Efficiency can also be described as a measure of how well an organization is able to
manage its resources and produce outputs®. The prospect of attaining greater
efficiency is the fundamental rationale for implementing performance management
systems into local government organizations.

Another concept that is fundamental in performance management systems is
the concept of effectiveness. Effectiveness is essentially a measure of outcomes as
it measures quality that is determined by the client or customer™. Therefore,
effectiveness is described as a measure of satisfaction and importance of
government services, programs, products and solutions for the client or customer.

Together, these two concepts of efficiency and effectiveness serve as the
cornerstones explaining why performance management systems are implemented
within the public sector. These concepts are thought to promote accountability in the
public sector. In addition to these two fundamental concepts, other issues
demonstrate why Balanced Scorecards within local governments work. However,
prior to identifying these other issues, critical success factors that are required for
implementation must be identified.

2.3.2 Critical Success Factors

In order for the balanced scorecard to be successful, a number of factors
must be present within an organization. For instance, evidence indicates that elected
officials, senior appointed officials, middle managers and front-line workers must
“buy-into” the program'®. This commitment is essential, as it will determine the

amount of effort that employees contribute to the system. For instance, if a

™! Paul Niven. “Balanced Scorecard Step-by-Step”: 296

2 Jeffrey Green. “Cities and Privatization™: 39

EProvince of Alberta. “Performance Management in the Alberta Public Sector”

™ bid

E_.Jams McDavid. “Building Organizational Capacity for Performance Measurement”
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supervising manager believes that the system is making operations efficient, he/she

will accept their performance measures as being valid.

This “buy-in" is also essential as it determines whether the information will get
used. If managers accept the measures as being valid, they may be more likely to
use the resuits to change various aspects of their operations.

in addition to the required commitment, there must also be recognition that
measuring performance within local govemments is both difficult and complex™. The
reason is because there is no generally accepted set of measures that should be
used within every municipality. Each municipality is unique in terms of
characteristics and must structure their Balanced Scorecard or system around issues
that are of particular concern to them.

Measurement programs must be flexible. Indicators need to be assessed
and changed regularly to ensure they reflect organizational goals and strategies.
Therefore, municipalities such as the City of Grande Prairie advise that municipalities
should not make a commitment to measurement itself; instead, municipalities should
make a commitment to service delivery improvements". This will ensure employees
are focused on improving operations as opposed to simply calculating indicators.

The last critical success factor that will be discussed for the purposes of this
paper is the entrepreneurial culture that is required for implementation. The term
‘entrepreneurial government’ is widely used in public sector performance
management literature and is used in a different context than normally thought. In

this context, French economist named J.B. Say, coined the term entrepreneur

around 1800.

“The entrepreneur shifts economic resources out of an area of lower and
into an area of higher productivity and greater yield.'®"

;_ City of Grande Prairie Alberta. “Performance Measurement- Issues and Principles”
Ibid
EOsborne and Gaebler. “Reinventing Government”: xix



no

Therefore, an entrepreneur in the municipal government context uses resources in
new ways to maximize productivity and effectiveness. This culture is required in
order for successful implementation to occur.
2.3.3 Why Balanced Scorecards Are Beneficial In Local
Governments
Balanced Scorecards provide numerous benefits upon implementation. For
instance, the scorecards serve as an important communication tool to recognizing
corporate goals, objectives and strategies. Since the same corporate scorecard is
circulated throughout the organization and community, all employees are able to see
exactly what the overall goals of the municipality are. Pat McCrory, the current
mayor of Charlotte, North Carolina, notes that
"The Balanced Scorecard has helped me to communicate a strategic vision
for the city to my constituents, the citizens, and to prospective businesses
that are considering locating here. It helps the city manager focus on things
that will have the biggest impact on the city"".
Therefore, Balanced Scorecards assist in ensuring that all employees and members
of the community understand the strategic direction the municipality is heading.
Another associated argument related to why these systems work is seen in
the uniformity they bring to an organization. As previously described, the Balanced
Scorecard focuses all organizational efforts on achieving predetermined goals.
Therefore everyone within the organization is working towards the same overall
goals as opposed to only focusing on departmental goals.
This uniformity within the organization leads to consistency. When goals and
measures are both determined and understood, ali employees throughout an
organization will strive to achieve these goals in a consistent fashion. For example, if

a municipality’s goal is to be more responsive to customers, they might use the

following measure as an indication of whether they are successful: the percentage of
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telephone calls answered within the first three rings. This goal would be recognized

and used throughout the organization, which would lead to increased consistency.
These benefits and others will be revisited at the end of this paper after a

formal discussion regarding the City of Ottawa's Balanced Scorecard has been

illustrated.

3.0The City of Ottawa
3.1 The City of Ottawa’s Dilemma

As alluded to in the introduction, the City of Ottawa is in a unique situation.
On January 1 2001, the new City of Ottawa was created with the amalgamation of
the Region of Ottawa-Carleton and eleven other municipalities. These municipalities
include Cumberand, Gloucester, Goulbourn, Kanata, Nepean, Osgoode, Ottawa,
Rideau, Rockcliffe Park, Vanier and West Carleton. The map below illustrates the

former municipalities that now make up the new City of Ottawa.

Figure 1 Ottawa-Carleton
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Amalgamation was proposed and advocated by both the Harris
Conservatives and former Mayor Jim Watson because of the cost savings that would
occur as a result of the union of 11 municipalities. These cost savings are expected
to occur because it was thought that this union would create economies of scale by
joining a number of small municipalities together. Currently, these cost savings are
not being recognized.

Because of the current size of the new city and the changes that are still
taking place, managing resources is difficult. For instance administration within the
city has recognized that duplications in terms of administration and services do exist.
In a recent employee newsletter, City Manager Bruce Thom recognized the
difficulties that have arisen due to amalgamation:

“At the moment, though the City functions as one entity, our effectiveness

and efficiency are comprised by a legacy of having rolled 12 different ways of

doing things, into one. This is duplication and wasted effort, which impacts

our ability to do our jobs™.
Accordingly, there is a recognition that amalgamation has not led to the increased
efficiencies and cost savings that were previously promised. The reason for this
results from the major organizational changes that are occurring within the city. If the
City of Ottawa wants to realize costs savings, a performance management system
would help the city manage its resources better.

3.2 Size
As a result of amalgamation, the new City of Ottawa is currently the fourth

largest city in Canada, and second in Ontario, with a population of 785,000. Within

the next few years, Ottawa is expected to grow to include over one million people.

T Bruce Thom. “One goal, one voice, one vision” City Manager Messages: (MOE) City of Ottawa
Intranet
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In addition to population size, the current geographical size of the new city is worth
noting. The total distance of the city is 110 kilometers from the east to the west?'.

Even though size is not a criterion for the implementation of a performance

management system, it does warrant attention. Typically, larger organizations
lacking performance management systems have a more difficult time managing
resources than do smaller organizations in the same situation for the simple reason
that larger organizations have more resources. Therefore, because the new City of
Ottawa has grown dramatically in size due to amalgamation, a performance
management system would be helpful in identifying where and how resources are
currently being used.

3.3 Changes Within the City

Amalgamation has also created widespread changes within city services. In
addition to moving away from its two-tiered system of governance, the City of Ottawa
is now responsible for more services and functions than previously before. For
instance, the city has 33 libraries, 37 arenas, 37 swimming pools and over 73
recreation or community centers. Additionally, there are more than 400 elementary
and secondary schools located within the city. In terms of environmental issues, the
new city contains more than 532 square kilometers of greenbeit area that is
considered environmentally sensitive?.

Transportation is another large department that provides important services.
Currently, there are 5,300 buses, 200 routes serving 80 million passengers per year
and 145 Para Transpo vehicles providing 730,000 trips per year”. Therefore the
sheer number of all services provided (not just in transportation) and the costs of

maintaining current infrastructure are substantial. For instance, for fiscal year 2002,

*! City of Ottawa. “A Profile”
2 Ibid
B Thid



(W\ the City was in charge of managing a $1.7 billion operating budget and a $521
million capital budgetz“. Tracking all these services and resources is a complex task.
3.4 Organizational Culture
In addition to the changes that have occurred within the City regarding
services and resources, changes to the organizational culture have also been
substantial. The new City of Ottawa’s culture is entrepreneurial in nature. This can
be seen by the emphasis that is placed on enhancing customer service and making
operations more efficient. Current City Manager Bruce Thom advocates this

culture:

“Around the world, governments are delivering services through client-
centered business models that emphasize convenience, responsiveness,
cost effectiveness and timeliness"®.
Thom goes on to state that the importance of client services is no longer one part of
f@m the big picture; it is the big picture.

The new City of Ottawa has further embraced the ‘customer first’ method of
managing by providing around the clock service. The central call center uses an
electronic database to deliver information about the city and its services to callers
wanting information. Online services provide another method of attaining information
24 hours a day. Some of the features included in these online services are locating
the nearest swimming pool, paying parking tickets, renewing dog licenses, accessing
council agendas and minutes and looking into upcoming events®.

This ‘customer first’ mentality is important to recognize as it contributes to the
entrepreneurial culture which is required for implementation. Because this type of

culture is a critical success, it must be highlighted as being important. This

*! City of Ottawa website. www.ottawa.ca

E Bruce Thom. “One goal, one voice, one vision”. City Manager Messages (MOE): City of Ottawa
Intranet

3 City of Ottawa website. www.ottawa.ca
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entrepreneurial culture can also be seen within the departments that form the City of

Ottawa.

3.5 Organizational Structure

The current organizational structure of the new city has changed as twelve

different types of management structures were formally eliminated and one new

structure was created. These pre-existing structures were not replaced; they were

just changed to form the new City of Ottawa. The current administrative

organizational configuration can be seen in the figure below.

Figure 2: Main Structure

City Manager
People Human Corporate Development Emergency Transport.,
Services Resources Services Services & Protective Utilities &
Services Public
Works

As illustrated in the above figure, the new City of Ottawa’s organizational structure is

relatively flat. The six departments of People Services, Human Resources,

Corporate Services, Development Services, Emergency & Protective Services and

Transportation, Utilities & Public Works are all presented as equals on the

organizational chart.

A Transition committee who was in charge of organizing the resources for the

new city developed these departments alongside council and senior administration.

After the six departments were established, the Transition Committee requested that

each department submit a detailed service delivery plan, which would state how the

department would function. Included in these plans are various performance

indicators.




The inclusion of isolated performance indictors is important as it
demonstrates that each department is familiar with the concept of measuring
performance. These indicators represent only the beginning of a comprehensive
performance management program because of their bottom-up approach. The
Balanced Scorecard, which will be discussed further in the following section, uses a
top-down approach.

The top-down approach is seen to be more effective in local government
corporations as it organizes the whole municipality around the same goals and
objectives. After the corporate goals and objectives have been identified,
departments then structure and identify measures that relate to the corporate goals.
Therefore, the whole organization's goals and objectives are uniform and all
performance is geared towards achieving the central goals.

On the other hand, in a bottom-up approach, there will be no consistency
throughout the organization as every branch and/or department will construct goals
and objectives that are suited only to their functions. As departments strive to meet
their individual goals, overall collective goals may not receive the attention they
deserve.

Accordingly, it is important to analyze each department in relation to
performance indicators already proposed. In addition to analyzing these indicators,
examining department’s vision and mission statements will provide evidence that
each department within the city is familiar with the concept of performance
measurement.

In addition to showing familiarity with the concept of performance
measurement, examining each department in isolation will show that Ottawa’s
current practices in this area of measuring performance are not sufficient. The

approach currently taken allows each department to devise and use measures as



they see fit. This bottom up approach needs to be eliminated in order for a top-down

approach to be implemented.
3.5.1 People Services

This department is new to the city as it regroups services previously known
as Recreation, Culture, Arts and Heritage, Social Services, Public Health, Homes for
the Aged, Social Housing, Child Care and Library Services. The key goals of this
department are to improve the quality of life for citizens, enhance citizen's capacity to
participate in their community, and promote a healthier community while decreasing
the costs to taxpayers?.

Relevant to the idea of performance management is that new service delivery
models adopted by this department are rooted in a client-centered approach to
fostering a healthy community. This department states that their overall success in
the future will be assessed using a number of performance factors that represent key
service delivery objectives that are important to clients and the community?.
Preliminary performance measures can be seen in following figures:

Figure 3: Performance Indicators: Public Health and Long Term Care®

Program Area Performance Measure

Health protection % reduction of morbidity & mortality rates associated
with the control of infectious diseases

Chronic disease & injury % reduction in chronic disease mortality rates, %

prevention reduction of incidence levels

Long Term Care % decrease in cost per resident day, sustain highest
accreditation rating

I City of Ottawa. “One goal, one voice, one vision”. City Manager Messages (MOE) City of Ottawa
Intranet

2 City of Ottawa. “Service Delivery Model: Detailed Design” People Services



Figure 4: Performance Indicators: Community Services™

»

Program Area Performance Measure

Public health services to % improvement in reproductive health (for example,

children, youth, families & | reduction in low birth weight)

adults

Child Care % improvement in access to affordable & flexible
child care services

Recreation and leisure, % increase in levels of participation; achieve best

community arts & culture | value for money for recreation services vis-a-vis

services Ontario wide baseline data

Figure 5: Performance Indicators: Housing®'

Program Area Performance Measure
Homelessness Reduction in the % of homelessness
(W\ Temporary shelters Reduced length of occupancy in shelters

Figure 6: Performance Indicators: Employment and Financial Services™

Program Area

Performance Measure

Employment

% increase of clients who left Ontario Works
for employment related reasons

Employment activities: community
placements, employment placements,
self employment, employee measures

and employment development initiatives..

Increased % of Ontario Works participants
involved in employment related activities

Preventing unemployment

9% decrease in recidivism rate within the
Ontario Works program

)

5 1hid
Tvid

B City of Ottawa. “Service Delivery Model: Detailed Design” People Services




Figure 7: Performance Indicators: Libraries™

Program Area Performance Measure

Library Services % increase in service transaction per capita

Figure 8: Performance Indicators: Innovative Development and Partnerships®

Program Area Performance Measure

Community Development % increase number of partnerships

Cultural Affairs % increase of partnerships with cultural
Strategic/Business Planning Increase degree of alignment between branch

plans, departmental plan and city master plan

Workforce Development % increase in partnerships with employers
and training organizations

Currently People Services is using a bottom up approach to measuring
performance as each branch has developed specific indicators without regard to
overall corporate goals. The existence of a corporate level Balanced Scorecard
would ensure that departmental goals being focused on relate to corporate goals.

What should be evident is these measures are not incorrect; they are simply
geared towards department and branch goals. A Corporate Balanced Scorecard
would ensure these measures relate to the overall goals of the organization. One
measure that achieves this is in Figure 8: Strategic/Business Planning. This
measure aligns department plans with the city master plan. Measures such of this
ensure that performance within departments is aligned with corporate objectives.

3.5.2 Human Resources
Human Resources department also possesses a good foundation for

implementation of a Balanced Scorecard. This department is made up of four main

g_ City of Ottawa. “Service Delivery Model: Detailed Design” People Services
3 Ibid
* Ibid



branches: Labour Relations, Compensation, Human Resource Services and
Organizational Effectiveness. This last category is important to the concept of
performance management as it deals with how well the organization is functioning.

In addition to the structure of this department, analyzing the vision statements
is important. Included in the overall vision statement is a sentence stating the
department must deliver services that are value-added, cost-effective and essential
to the achievement of corporate objectives. In addition, it must develop
administrative processes that are efficient, effective and that maximize the use of
technology®. Therefore Human Resources is already visioning linking departmentai
strategy with corporate goals.

Similarly, the Human Resources department's basic tenets closely reflect the
underlying goals of performance management. Included in the basic tenets are the
following: support the business of the new City, maximize efficiency and
effectiveness in the delivery of services, and provide a cost effective and sustainable
service delivery infrastructure®.

The Human Resources department is unique as they recommend a
consultant be hired as soon as possible to assist in the development of standards
that are generic in nature and can be used by everyone within the corporation® .
This recommendation demonstrates the Human Resources Department advocates
the implementation of a comprehensive performance measurement program
throughout the City of Ottawa.

By looking at Appendix 1, it is evident that the Human Resources Department
has developed a very detailed measurement plan however all objectives of this plan

relate directly to departmental and branch goals.

% City of Ottawa Intranet (MOE) My Ottawa E-Links
3 City of Ottawa. “Human Resources Restructuring: Detail Design”
7 Tbid



3.5.3 Corporate Services
The department of Corporate Services also provides evidence demonstrating
foundations required for successful impiementation. Evidence of this can be seen in
the department's overall vision statement:
“The mission of the Corporate Services Department is to support the new
City organization by providing the services required by both intemal and

external clients in a manner that exemplifies a concern for effectiveness,
efficiency and value.”

This vision statement demonstrates that this department possesses an
entrepreneurial culture.

The Corporate Services Department is made up of eight separate branches:
Communications and Marketing; Financial Services; Fleet Services; Real Property
Asset Management; Legal Service; Information Technology Services; Secretariat
Services; and Centers of Expertise. Each branch contains vision and mission
statements that strive to make each branch operate in the most efficient manner.

In addition to having vision and mission statements that reflect the needed
culture for implementation, some branches within Corporate Services have gone one
step further and designed performance indicators they feel best measure their
functions. The figure below and Appendix 2 illustrate two examples of initiatives
taken by Client Services, which is a part of the Secretariat Services Branch.

Appendix 2 illustrates the 2001-2003 Business Plan and Budget. This
appendix shows specific performance measures for four of its key services. The key
services include Call Centers, Client Service Centers, E-Services, and Customer
Service Policy Development. Each of these services in entrepreneurial in culture.

The measures are already divided into measures of efficiency and effectiveness.
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In addition, the figure below goes one step further and actually lists specific
performance targets for two of the performance measures shown in the previous

appendix.

Figure 9: Performance Indicators. Corporate Services: Client Services™

Performance Measures Performance | Responsibility for Frequency of
Target Measurement Reporting

Measures of Client
Services Performance

Ex. “on-hold” time 30 seconds | Client Services Weekly

Measures of Corporate
Service Programs & Serviges

Ex. Rec. Programs 0-5 Client Services Monthly
Complaints

Appendix 2 and the above figure are important as they show Corporate Services is
both familiar and comfortable with the idea of performance measurement. This
department devised these measures by their own will, which serves as evidence that
they are proponents of measuring and tracking performance. Moreover, the
language contained in their vision statements, mission statements and performance
plans show the culture within the department is entrepreneurial.
3.5.4 Development Services

Development Services is another department that already possesses key
foundations for the implementation of a comprehensive performance management
system. The services and functions that are executed by this department include
application review and approvals, building permits, committee of adjustment, Official

Plan, zoning by-laws, environmental policies, and infrastructure and park planning.
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Similar to the Corporate Services Department, both Development Service's
vision and mission statements closely reflect the culture needed for the
implementation of a performance management system. Part of the vision for this

department is

“...to facilitate the planning and development of the City in a cost-effective
and environmentally sensitive manner to meet the needs of a dynamic community™*

The words ‘cost-effective’, which appear in the first sentence, demonstrate the
entrepreneurial culture that exists within this department.

The mission statement for this department provides additional support showing
they possess the foundations for a comprehensive performance management
program. The mission of this department is

“To provide professional advice and leadership in the provision of planning

and development services to the City's varied communities, based on best

practices, and delivered in a user friendly, client oriented and cost effective
manner™’,
This mission statement reflects the entrepreneurial nature of the department by
referring to a more ‘client oriented’ and cost effective method of management.

In addition to the mission and vision statements of this department, the
strategic roadmap that Development Services has envisioned contains many
applicable issues that would allow for implementation of a comprehensive
performance program. For instance, this roadmap states that a new Branch called
Business Development should be created in order to deliver key economic
development services and maintain positive relationships with external agencies.
Some of the key activities include providing strategic business data to support

investment decisions, supporting and assisting businesses on local economic

development matters, liaising with the Business Improvement Areas and assisting in

" Corporate Service Department Service Agreement: Client Services
zMOE (My Ottawa E-Links): City of Ottawa Intranet
¥ City of Ottawa Intranet
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the implementation of initiatives that address business climate impediments*'. The
very existence of a branch called ‘Business Development’ further supports the
entrepreneurial culture that is prevalent in this department.

By examining the guiding principles of Development Services, other issues
relevant to performance management can be seen. The guiding principles state that
this department must be customer driven, must reflect best practices, must provide
single window access for citizens, must reflect an enterprise culture and must be
accessible and accountable®. All the guiding principles that are listed in
Development Service's strategic plans are highly reflective of what performance
management systems address and show the entrepreneurial nature of this
department.

This department goes one step further and defines what they feel are
relevant indicators. A complete list of these indicators can be seen in the figure
below. When examining these figures, it is clear that this department views the
following functions and services to be areas that should be measured: building
services; development and infrastructure approvals; planning, environment and

infrastructure policy; and business development.

Figure 10: Performance Indicators: Development Services

Building Services
e Percentage of applications processed within prescribed service
standards
Targeted response to an inspection request
Number of inspections conducted per inspector per day
Percentage of voluntary compliance
Percentage of successful prosecutions
Client Satisfaction

¢ & o o

41 City of Ottawa. “Detailed Service Model: Development Services Department”



Development & Infrastructure Approvals

e Percentage of applications processed within prescribed service
standards

e Number of subdivision inspections conducted within prescribed service
standards

o Percentage of decision appealed to Ontario Municipal Board

o Percentage of disputes successfully mediated

¢ Client Satisfaction

Planning, Environment & Infrastructure Policy
¢ Improvement in environmental indicators

e Supply of serviceable land available for development & infrastructure
to support growth

o Costs associated with development to meet reasonable infrastructure
standards

o Reduction in the need for official plan amendments
o Client satisfaction

Business Development
o Number of client inquires responded to within a prescribed service

standard

¢ Economic indicators (ex. Business investment, growth & retention
rates)

o Number of economic development barriers/impediments identified and
removed

¢ Client Services

Similar to Corporate Services, the indicators Development Services have
identified are reflective of only departmental goals and do not consider the
organization as a whole. The previous statement is not implying that Development

Service's indicators should not focused on their functions and services; rather, it is

7 City of Ottawa. “Detailed Service Model: Development Services Department”
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stating that the visions and mission of this department should be designed to reflect
the goals of the overall organization if proposed cost savings are to be realized.
3.5.5 Emergency and Protective Services

The next department, Emergency Services, was just created with
amalgamation. For the first time, emergency medical services, by-law enforcement
and licensing, emergency planning, ES11 call taking, fire suppression and rescue
services all have a common operating jurisdiction. This alignment within Protective
Services provides opportunities to maximize resource allocation, which ensure a
cost-effective and efficient delivery of services®®. Because this department is new,
formal performance indicators were not designed at the time transition documents
were submitted.

Nevertheless, informal indicators exist. For instance, ambulance services
have informal response times they abide by. Similar informal targets are also
present within police services and other medical services. Even though this
department has not created formal indicators they still appear to be fully supportive
of them.

An example of the supportive nature of this department can be seen within
the fire services branch. Fire services have not gone as far as developing actual
measures; however, fire services have identified key outcomes that should be
addressed by a performance management program. Some of the key outcomes
identified are as follows: development and maintenance of a single corporate
emergency plan; internal communication protocols; delivery of emergency

preparedness public education initiatives; and coordination of emergency

response™®,

B City of Ottawa Intranet (MOE) My Ottawa E-Links
zCity of Ottawa. “Restructuring and Enhancing Protective and Emergency Services”
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Further evidence of this supportive nature can be seen in the overall strategic
plan of the department. For instance, the key principle in the design of the Ottawa
Fire Services is to advocate a performance-based organizational structure, which will
entail establishing benchmarks and best practices*®. Accordingly, preliminary
evidence shows that Emergency and Protective Services is supportive of
performance measurement goals within the department.

3.5.6 Transportation, Utilities and Public Works

And finally, the last department within the City of Ottawa is the Department of
Transportation, Utilities and Public Works. This department is comprised of five main
branches: Infrastructure Services, Surface Operations, Traffic and Parking
Operations, Transit Services and Utility Services*. Preliminary measures have
already been developed for each of the five branches and can be seen in figure
below.

Figure 10: Performance Indicators: Transportation, Utilities & Public Works

Core Program Performance Measures
Infrastructure Services Processing cost per right-of-way permit; contract

administrative cost as % of project cost; % of
infrastructure inventory assessed annually

Surface Operations Cost per lane km; parks serviceability, OGRA
Benchmark comparison
Traffic and Parking Number of collisions per capita; response time;

parking meter downtime; parking enforcement
request turnaround time

Utilities Percentage drinking water samples meeting
standards; cost per cubic metre for the services;
percentage solid waste diversion; number of storm
sewer overflow excedences

* City of Ottawa. “Restructuring and Enhancing Protective and Emergency Services”



Figure 10: Continued

Transit Annual ridership; revenue as percentage of cost
On-time performance

Similar to the other departments, the above figure illustrates the departmental nature
of measures constructed.
3.6 Summary of Departmental Characteristics

After examining each of the six departments, it is evident that every
department focuses on efficiency and effectiveness in some manner. Most
departments have gone as far as developing measures they feel are reflective of
their duties.

These preliminary performance indicators are important as they demonstrate
that all six departments understand the concepts behind performance management.
Therefore after reviewing city transition documentation, it is evident that all
departments possess the entrepreneurial culture needed for implementation.

3.7 Limitations of Ottawa’s Current System

it is clear that all six departments are familiar with the concept of performance
management, as many have developed their own measures. Herein lies the
problem: the City of Ottawa does not currently have one uniform performance
management program that is consistent throughout the organization. Instead, the
idea of implementing some type of comprehensive program exists.

Currently, each department has devised and potentially implemented
measures of their own. These measures have been designed to reflect only the

goals of the department. This method reflects a bottom-up approach to managing.

¥ City of Ottawa Intranet (MOE) My Ottawa E-Links



28

In developing a comprehensive performance management system, this bottom up
approach is not ideal as it supports the fragmentation of the organization.

The reason a bottom-up approach is not ideal is because every department
develops their measures in accordance to the specific duties they perform. Aside
from basic administrative operations, the duties, functions and goals of every
department are different. Therefore, measures will be geared towards different goals
and visions. In order to address this problem and realize potential cost saving
arising from amalgamation, the City of Ottawa needs a system that uses a top-down
approach.

Implementing a Balanced Scorecard would enable all managers to see the
strengths and weaknesses of the organization because all measures would be
related to the goals of the city. A comprehensive top-down approach would also be
beneficial, as everyone within the organization would be using the same language.
This would help departments understand other department’s operations and
performance.

4.0 THE BALANCED SCORECARD

4.1 Introduction: What it is

The Balanced Scorecard emerged in the early 1990s as Robert Kaplan and
David Norton recognized shortcoming with traditional performance management
systems. Private sector practitioners were dissatisfied with the resuits of their
programs as they thought too much emphasis was being placed on earnings and
accounting practices”. Kaplan and Norton knew examining only financial
statements was not sufficient when studying organizational performance.

The Balanced Scorecard retains traditional financial measures, but also puts

emphasis on three other perspectives: internal processes, the customer perspective,
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g and growth. This approach to management has established itself as
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This cascading process will continue within each department. For instance
after the departments have developed their own scorecards, the branches within
each department will be given the scorecards from which they will develop their own
scorecards. The cascading process continues within the branches and eventually
can go as far as individuals within the organization developing personal scorecards
that detail how their individual jobs contribute to the overall success of the
organization.

The scorecards at every level will be reflective of the first corporate
scorecard. An example of this cascading process can be seen in Appendix 3.
Therefore, this cascading process ensures that every individual within the
organization is aware of how their job contributes to achieving corporate goals.

4.3 How it works

In order to understand how the Balanced Scorecard will contribute to the
success of the city, an in depth examination will be made regarding each of the four
perspectives. Within these four perspectives, a corporate scorecard will be built for
the City of Ottawa. For instance after a description of the customer perspective, this
paper will take information from the City of Ottawa and build the customer
perspective. This exercise will continue with the other three perspectives. In order
to build the corporate scorecard for the City of Ottawa, a public consultation
document called Ottawa 20/20: Charting a Course will be used.

4.4 Ottawa 20/20: Charting a Course

Ottawa 20/20 is a City of Ottawa initiative regarding how they plan on
managing the growth of the city over the next two decades. The intent of Ottawa
20/20 is to ensure that all issues and concerns are addressed. This two-year

planning process began in June 2001 and will end in June 2003. The document
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Charting a Course reflects the public consultation process the city was engaged in*.
This document is to provide guidance regarding the goals council and administration
should focus on over the next 20 years.

Within this public consultation process, six major principles were developed
regarding areas the public felt City Council should focus their efforts. Of these, only
five will be represented on the Scorecard. The sixth recommendation for a “Creative
City Rich in Heritage, Unique in Identity” will not be included. The reason for this is
that the goals identified are too hard to measure.

The first principle recommended was for “A Responsible and Responsive
City". Within this vision, the public wanted to see the city become more accountable,
fiscally responsible and partake in more partnerships. Additionally, the public wanted
to see a more open system and wanted council to strive to educate the public on
major decisions being made.

The next focus area that was recommended was “A Caring and Inclusive
City". Within this area, citizens were most concerned about issues such as their
personal safety and security, civic engagement, healthy living, diversity and access
to the basics. This ‘access to the basics’ category suggested that all people should
have access to adequate income, food, clothing and housing regardless of their
financial status.

The third recommendation was for “A Green and Environmentally Sensitive
City". Issues that citizens felt were important in this category include living in a green
city, that development should be in harmony with the Environment, there should be a

focus on walking, cycling and public transportation and the city must work to ensure

that clean air and water exist.

_gd_City of Ottawa: “Charting a Course”
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Next, citizens declared they wanted “A City of Distinct Livable Communities”.
This recommendation includes concerns such as having a sense of community,
complete communities (variety of housing choices, employment, parks and a wide
range of services and facilities), easy mobility and beauty.

Finally, the last recommendation was for "An Innovative City Where
Prosperity is Shared Among All". This recommendation is for strong export-based
economic generators, strong local businesses, a strong rural economy, techniques
for connecting people to opportunities and methods for connecting businesses to a
skilled workforce.

4.4.1 How and why Charting a Course will be used

These five recommendations have been identified by the public and can be
translated into the overall goals of the Corporate Scorecard. Because the City of
Ottawa sees public consultation as being of great importance and because the
recommendations from Charting a Course will guide all other growth management
plans, these five recommendations will serve as the overall goals and objectives of
the corporation.

Charting a Course is effectively the starting point of designing a performance
management program. It identifies the main focus areas and states what citizens
would like to see their community evolve into. Therefore, overall citizen goals and
objectives have been identified. However, this process does not identify metrics that
would assess how successful the city is in meeting these goals. A Corporate
Scorecard would take these focus areas and ensure that each of the four
perspectives [customers, financial, internal, learning and growth] measures success.

4.5 City of Ottawa’s Corporate Scorecard
Consequently, these five recommendations that have been identified by the

public are translated into the overall goals of the Corporate Scorecard.



(”““‘\ Figure 11: Corporate Scorecard: City Council Focus Areas

THE CITY OF OTTAWA: CORPORATE SCORECARD
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Appendix 4 illustrates how the overall corporate scorecard looks. When looking at
this appendix, many boxes appear beside each of the perspectives. These boxes
will be filled with corporate objectives. These objectives will clarify how the City of

ﬁ‘“ Ottawa will implement strategy. In order to accomplish this, these objectives will
have broad definitions, which will provide the context for what is to be achieved®'.
Therefore, the relationship between the goals, objectives and four perspectives will
serve as a blueprint for the City of Ottawa operations.

For each objective identified, there should be a set of strategic measures and
targets. Developing these measures is a complex task. Fortunately, many
departments within the City already have established measures, which may be used.

451 The Customer Perspective

The customer perspective concerns itself both with the ability of the
organization to provide quality goods and services to its clients and, the
effectiveness of their delivery®?. Therefore, this perspective revolves around overall
customer satisfaction. It describes the ways in which value is to be created for

({W\ customers and how customers demand to be satisfied.



The reason this perspective is important is because managers in local
government organizations must know if the organization is meeting citizen's needs.
Managers determine this by asking themselves if the organization is delivering the
services that the customers want®.

In the private sector, most of the effort within the customer perspective is
directed at determining how to increase the number of customers buying a product or
using a service®. The Balanced Scorecard would determine this by surveying
clients and finding out how satisfied they are with the product/service, what they
would like to see from the product/service in the future and how effective customers
see the organization's product as being. This perspective is recognized as being
one of the most important in private sector organizations. Many even argue thatitis
more important than the financial perspective.

In the public sector, the customer perspective is seen to be the most
important and many argue that it should be the heart of a municipality’s scorecard.
By examining the City of Charlotte’s Balanced Scorecard, it is evident that they
devote the majority of their attention to this perspective. The reason why this
perspective is so important to local governments is because they exist to serve their
public.

Accordingly, the City of Ottawa should place emphasis on this perspective
and develop objectives that reflect the overall goals of the organization. Appendix 5
illustrates these objectives. The objectives identified include accountability; public
awareness; personal safety and security; focus on walking cycling and public
transportation; diversity. and the promotion of economic opportunity to all.

Therefore, this perspective includes six objectives.

5T City of Charlotte website. “Performance Management”
T procurement Executives’ Association. “Guide to Balanced Scorecard Performance Methodology”
$_City of Charlotte website. “Performance Management”



Each of the six objectives within this perspective would have a broad
definition, which provides the context for what the City of Ottawa hopes to achieve.
For example, the broad definition that might accompany the ‘accountability’ objective
would be as follows: The City should increase leadership by following through and
sticking to its decisions, by conducting on-going strategic monitoring and making
appropriate adjustments®.

Another example of a broad definition may be seen with the ‘personal safety
and security” objective. A broad definition could be to increase the number of people
who feel safe in their homes and communities and increase the number of people
who feel safe traveling around the city®®. From here, individuals departments would
develop objectives that relate to this objective and others located on the corporate
scorecard.

The reason the ‘Customer Perspective’ contains more objectives than other
perspectives are because of the City of Ottawa’s current culture. As discussed
earlier, Ottawa has an entrepreneurial culture: both administration and council feel
increasing customer satisfaction is a top priority within the city. Therefore, when
measuring performance within the City of Ottawa, the customer perspective should
receive the most attention.

4.5.2 The Financial Perspective

The second perspective that is located on the Corporate Scorecard is the

financial perspective. This perspective emphasizes the cost efficiencies within the

organization and the organization’s ability to deliver maximum value to the

Z Nils-Goran Olve. “A Practical Guide to Using the Balanced Scorecard™: 61
£ City of Ottawa. “Charting a Course”
% Ibid



customer™. Therefore, it is within this perspective that many of the traditional
measurement indicators are located.

In the private sector, many organizations have found it useful to denote this
perspective as being “the shareholder and financial perspective®”. In local
government organizations however, this perspective ensures that managers are
focusing on meeting service needs in an efficient manner. This perspective answers
the question of whether services are being delivered at a good price®.

Appendix 6 illustrates four objectives the City of Ottawa should pursue in
order to answer the question of whether the city is delivering services at a good
price. The objectives include: maximizing benefit/cost; increasing public-private
partnerships; increasing the tax base; and examining alternative service delivery.
The reason these four objectives have been chosen is because they are all issues
the city is currently examining. For instance, the city recently hired a director to be in
charge of a two-year project, which seeks to increase the number of public-private
partnerships (P3) the city enters into. This focus is thought to be financially
beneficial to the City of Ottawa, as it will allow the city to pursue interests that were
once thought to be non-existent.

An example of a broad definition that could apply to the ‘increase tax base’
category could be: increase tax revenue by increasing new business development,
retaining existing businesses, and encouraging residential/commercial
developments®. This objective and the three others all tie back to the overall goals
of the organization.

4.5.3 The Internal Process Perspective

2 procurement Exccutives’ Association. “Guide to a Balanced Performance Management
Methodology”
53 Nils-Goran Olve. “A Practical Guide to Using the Balanced Scorecard™: 60
City Of Charlotte website. “Performance Management”
# bid
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The third perspective is the ‘Internal Process Perspective’, which focuses on
internal business results that lead an organization to financial success and satisfied
customers®'. This perspective attempts to answer the question of ‘what processes
generate the right forms of value for customers and lead to the fulfiliment of customer
expectations?'®2. As a result, this perspective describes all the organizations
processes in terms of customer needs through the delivery of the service.

In local government organizations this perspective is important because it
describes the processes that lead to customer satisfaction. Currently in the public
sector, the increasing emphasis on program evaluation is reflective of this
perspective. In program evaluation, an employee analyzes programs to ensure that
all steps taken to complete the project or program are being completed in the most
efficient manner possible and that all steps are causally linked.

Appendix 7 illustrates four objectives that the City of Ottawa could adopt
within this perspective. Included are: enhanced customer service; improve
productivity; promote civic engagement; and fiscal responsibility. These objectives
were chosen because of their suitability with the city’s current goals. For example,
the success of these internal objectives will ensure that the overall goals are
achieved.

4.5.4 The Learning and Growth Perspective

And finally, the last category located on the corporate scorecard is the
‘learning and growth’ perspective. This perspective looks at the ability of employees,
the quality of information systems and the effects of organizational alignment in

supporting accomplishments of organizational goals®™. Essentially, in the private

T Procurement Executives’ Association. “Guide to a Balanced Scorecard Methodology”
& Nils-Goran Olve. “A Practical Guide to Using the Balanced Scorecard”: 62

 Procurement Executives’ Association. “Guide to a Balanced Scorecard Methodology”
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sector this perspective enables the organization to ensure its capacity for long-term
growth.

in a local government, the ‘learning and growth’ perspective deals with an
organization's ability to improve and meet citizen’s demands which ties directly to the
employee’s ability to meet those demands. This perspective seeks to answer the
question of whether the organization is maintaining technology and employee
training for continuous improvement®. This is important in local governments, as it
will assist the organization in ensuring that new methods and techniques are always
known.

The final appendix, Appendix 8 shows the objectives for this perspective.
They are: improve employee motivation; increase flexibility, and increase cross-
functional coordination. Like the other perspectives, all objectives found in this
category relate to achieving the overall goals of the organization.

4.6 The Implementation of the Balanced Scorecard

Therefore in total, 17 objectives have been identified. As stated earlier in this
paper, these objectives exist to deliver strategies. After the overall goals and
objectives have been identified, measures are designed to indicate how well the
organization is achieving its overall goals. In order to measure how successful the
organization is, each objective is rated in accordance to how important the
organization sees it as being.

For example, the City of Ottawa might assign a total value of 100 points to
their Corporate Scorecard. These 100 points will be distributed to each objective.
The city may think ‘enhancing customer service’ (in the internal perspective) is the

most important objective and accordingly, assign it a value of 10 points.

** City of Charlotte website. “Performance Management”
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Subsequently, the city would design specific measures to rate how well the city is
doing in terms of achieving this specific objective.

After all measures and points have been assigned at the corporate level, the
scorecard is cascaded down the organization. The City of Ottawa would do this by
cascading the scorecard first to each of the six departments. The departments
would then cascade their scorecards to each of the branches. This process can
continue until each individual employee has designed his or her own personal
scorecard.

When creating these cascading scorecards it is important to note that while
some of the measures used may be the same throughout the entire organization, in
most cases the lower-level scorecards will include measures that are reflective of the
specific opportunities and challenges that they face®. Therefore, it is not essential
that all measures be cascaded throughout the organization. Instead, it is important
that all departments, branches and teams design measures they feel contribute to
achieving the overall goals of the corporation.

Therefore by examining each of the four perspectives individually and the
overall process of the Balanced Scorecard, it is evident that this approach is
applicable to the City of Ottawa. If the City of Ottawa implements this performance
management system into their organization, they may be able to experience the cost
saving proposed by amalgamation.

5.0Discussion

5.1 Importance of Measuring Performance: Other Perspectives
Even though municipalities adopt performance management programs for a
variety of reasons, potential benefits are numerous. The City of Calgary for example

is a municipality committed to providing high quality services at the lowest possibie
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cost. Like most municipalities, they experienced a significant decrease in funding
between 1991 to the present. Annual provincial grants and subsidies decreased by
67% during this time. |n addition, Council decided not to increase property or
business taxes between 1994 and 1997%,

In order to solve this problem of decreasing funds, the City of Calgary
introduced performance measures in 1995 and credits its implementation to helping
the city maintain high quality services during their time of reduced revenues. The
City of Calgary is further developing their system and is currently designing a
Balanced Scorecard for their organization®. Therefore, the City of Calgary has used
their performance management system to deal with increasing fiscal constraints.

Another municipality who experienced success after implementation of its
Balanced Scorecard is the City of Charlotte. This city uses the same process as the
one proposed for the City of Ottawa. Within this city, the Balanced Scorecard has
given focus to the organization and has enabled the translation of strategy into
tangible objectives and measures®. The Scorecard provides a quick but
comprehensive view of progress across the four perspectives.

Therefore, the examples of the City of Calgary and the City of Charlotte have
been included as they demonstrate two potential benefits that can arise from the
implementation of performance management systems. In the City of Calgary, the
municipality was able to increase their efficiency in delivering services, which has
resulted in cost savings. The City of Charlotte noted that their system has provided

focus to the organization and accordingly, all employees are now aware of corporate

goals and strategies.

£ Paul Niven. “Balanced Scorecard Step-by-Step”: 202

:_Paul Dawson and Archie Chumak. “Performance Measurement at the City of Calgary”
£ Ibid

9 _City of Charlotte website. “Performance Management”
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What is common about the experiences of the City of Charlotte and the City
of Calgary returns to the cliché of ‘what gets measured gets done’. Both
municipalities focused on measuring things they thought were vital to the success of
their organization. David Osborne and Ted Gaebler refer to a similar notion in their
book Reinventing Government.

“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®™”
This quotation highlights a benefit to measuring performance. Measuring
performance shows where successes, efficiencies, in an organization are.

5.2 Benefits to the City of Ottawa

Both examples of the City of Calgary and the City of Charlotte reveal
situations relevant to the City of Ottawa. Similar to Calgary, administration in the City
of Ottawa is under pressure to make its operations more efficient. Although not
facing decreases in funding, both the province and council are waiting to see the cost
savings that have arisen due to amalgamation. Therefore, the implementation of a
Balanced Scorecard in the City of Ottawa could resuit in cost savings anticipated by
many.

The City of Ottawa could also achieve the outcomes the City of Charlotte
realized when they implemented their Balanced Scorecard. As previously stated, the
City of Charlotte has benefited from linking corporate strategies with goals and
objectives. This has resulted in an increased focus on overall organizational goals
as opposed to only branch and departmental goals. As the City of Ottawa is in a

state of major change, they need something that will bring focus to the organization

and will help achieve the cost savings proposed through amalgamation.



in addition to these two benefits, the City of Ottawa could gain additional

advantages from the implementation of a Balanced Scorecard.
5.2.1 Accountability

Accountability is one of the key components of performance management
systems. For instance, these systems are designed to illustrate where inefficiencies
are taking place. Accordingly when inefficiencies are spotted, the people responsibie
for the task are held accountable. Accountability within public organizations is
demanded from the public. Citizens want local government employees to be held
accountable for both their spending and actions. Balanced Scorecard’s make
employees accountable for their actions by pinpointing where inefficiencies are
taking place.

In addition to providing accountability within organizations, the Balanced
Scorecard take this practice one step further by giving the public something they can
assess themselves. For instance, Balanced Scorecards give detailed reports that
can be accessed by the public.

Within these reports, objectives and goals are highlighted and results of the
measures are shown. Citizens are able to see exactly where resources are being
used and moreover, how efficiently they are being used. Therefore, citizens
themselves become judges and are able to assess the municipalities spending
actions themselves. By doing this, municipalities are giving citizens another
opportunity to become involved in local government politics.

5.2.2 Civic Engagement

Performance management systems also open the lines of communication

between citizens and governments. The current levels of civic disengagement at the

local level are of great concern. Local governments are constantly striving to find

¢ Osborne and Gacebler. “Reinventing Government”



new methods of getting citizens involved in local politics. The popularity of many
public consultation methods on the part of governing managers is evidence of
governments trying to get more citizens involved.

However despite the great efforts made by local governments, civic
disengagement is still a constant problem. A recent study by Geoffrey Segal and
Adam Summers illustrated the following:

“Citizens remain unenergetic and removed from the level of government closest
to them, often because they lack the simple knowledge of what government

services have been provided and in what quantities, and are unable to determine
such information from government documents. Even today, most citizens would
be hard pressed to determine how their tax dollars are being spent, and whether

or not they are spent wisely. Most municipal documents serve internal purposes
and do little to educate or assist the citizen.”

Therefore, if citizens were given the basic information they may become more
involved. The above quotation from Segal and Summers also highlights a very
important point: It is not that citizens do not want to be involved, the means for them
to get involved are not made available to them.

Consequently, to improve the relationship between the governed and the
governing, local government organizations need to focus on measuring their
performance, having a more efficient government and having an informed citizenry™.
One way local governments can achieve this is through communication regarding
performance.

Accordingly, one of the underlying features of performance management
systems is that they provide information to the public in a readable fashion. The
information given to the public would state exactly what services are being provided,

how much money is being spent on them and whether or not they are being provided

in the most efficient manner.

’_E_Segal and Summers. “Citizens’ Budget Reports: Improving Performance and Accountability in
Government”
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Therefore, the potential benefits the City of Ottawa could experience from the
implementation of performance management systems are numerous. In addition to
experiencing cost savings and increased organizational focus, the City of Ottawa
could potentially become more accountable to its citizens and have more citizens
involved in local government politics.

6.0 Conclusion

Although many topics and issues have been discussed throughout this paper,
one issue remains central: Amalgamation within the City of Ottawa was advocated
by the Harris Conservatives and former Mayor Jim Watson because of the potential
cost savings. In order for the city to benefit from these potential savings, a uniform
performance management system should be implemented. The City of Ottawa
should take advantage of the major organizational change that has resulted due to
the recent amalgamation and implement a Balanced Scorecard.

The implementation of a Balanced Scorecard would be beneficial to the City of
Ottawa as it would demonstrate where within the organization inefficiencies are
taking place. Furthermore, a Balanced Scorecard would bring organizational focus
to the city in this time of major change by ensuring departmental goals and
objectives are reflective of corporate strategies.

In conclusion, the City of Ottawa, similar to the amaigamation of the City of
Toronto, represents a test case for current Conservative government’s view that
amalgamated cities are more efficient than multiple jurisdiction urban areas. In order

for Ottawa's administration to prove the new city is more efficient, implementing a

Balanced Scorecard would be beneficial.
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APPENDIX 1

@"\ HUMAN RESOURCES RESTRUCTURING: DETAILED DESIGN
PREPARED FOR: OTTAWA TRANSITION BOARD
DATE: OCTOBER 4, 2000

DEPARTMENT OF HUMAN RESOURCES
Cost Center: Operating department Management Division

GOAL: To provide leadership and direction to the Department of Human Resources service areas to ensure proactive,
innovative, and responsive service in support of cur customers.

Objectives

§ To maintain 100 percent compliancs with all time-sensitive deadlines on operating department budget projects.
§ To provide Human Resourcas lnformation System (HRIS) management and support to ensure successiul implementation

of 100 percent of HRIS projects by required dates, in order to support the mission-essential operations of all County HRIS
customers.

Performance Indicators

Output:
Budget prejects completad
HRIS projects completed
Efficiency:
Average cost per budget project
Average cost per HRIS project
Service Quality:
‘&M Accuracy of budget projects complele
Percent of HRIS projects completed by data required
Cutcome:

Percent of operating department budget projects successfully completed on ime
Sercent of Caunty HRIS dependent projects successfuilly completed

Cost Center: Employment Division

GOALL: To support operating deparmments in the selection and development of competent 2mployess by roviding sffective,
cost efficient recruitment and selection consulting services.

Objectives
§ To identify the public safety candidates’ best qualified for promotion by developing and administering 12 fair and valid
examinations t0 assist operating departments in developing valid performance standards.

§ To reduce the time 0 provide well-qualified applicants to operating cepartments from an average of .0 ‘vorkdays aftar

end of recruitment to 9 workdays for 70 percent of jobs and to implement downsizing =fforts by assisting affected
employees through the RIF process in less than 20 days.

§ To reduce time to process resumes into RESUMIX system from within 48 bours of receipt to 24 hours.
§ To reduce the average time %o fill vacant positions with Fairfax County Government from 62 t0 53 days.

§ To increase the diversity of applicants for targeted jobs and uncerutilized classes primarily at :he senior
management/executive level in FY 2001 by 10 percent.

§ To increase outreach efforts conducted for targeted jobs/underutilized classes by 20 percere in FY 2C01.
§ To decentralize the centification process to requesting operating departments.

PERFORMANCE INDICATORS

ouTtruT:

Tests developed and administersd

Personnel requisitions received

Resumes processed

Employees assisted through the RIF pracedure



Job announcements placed

Cuireach contacts made

Efficlency:

Cost per resums processed

Resumes processed per data entry staff

Personnel cost per hire

Resumes processed per recruitment analyst

Advertising cost per position

Advertising cost per applicant

Cast per cutreach contact :

Service Quallcy:

Tests completed cn ime

Tests developed that meet Federal validation standards

Standards developed that meet Fairfax County's guidelines

Qutcome:

Percent of promoted public safety employees that meet or exceed minimum performance standards
Percent satisfaction of public safety agencies with tests developed

Percent of jobs for which resumes are given to operating departments within 9 workdays of recruitment closing date
Percent of new employees who meet or exceed operating department minimum performance standards

Percent of increase of minarity applicants, female applicants for positions at the S-29 level and above and workers with disabilities
in the County workforcs

Percent of mincrity, female and workers with disabilites who are finalists in the selection process

, Outreach contacts made are the number of group contacts made o recruit minorities, females {or senior level positions at and above the S-
29 level and workers with disabilities.

1Cost per targeted job/underutilized class outreach contact is calculated based on the estimated number of 100 job classes.

Cost Center: Employee Benefits Division

GOAL: To develop, administer and communicate health, financial and supplemental benefit programs for County
employees and retirees, in order to provide and support a comprehensive, affordable and cost effective benefits package
which will assist operating departments in attracting and retaining employees who will meet their customer service goals.

Objectives

§ To provide comprehensive health care programs for 12,000 subscribers including employees, retirees, and supplemental
groups by increasing employee participation in benefit programs by 2.0 percent over current year enroilment.

§ To increase FICA savings for flexible spending plans by 5.0 percent and achieve $1,200,000 in FICA savings frem ail
pre-tax plan enroilments.

Performance Indicators
Qutput:

Enroliments in beneft programs per year
Effidency:

Cost per premium for Caunty heaith plans as a percent of other govemment plans
Service Quallcy:
Customer Satisfaction Index:

Dental Plan

Fair Choice/COA

Percent of eligible acive empicyees enrolled in health plans
Outcome:

Percent change of enroilments in benefits programs »
Percent changa of FICA savings for flexible spending plang .
FICA savings from ail pre-tax plan enroliments

+The FY 1998 actual FICA saving of 19 percent is due to a large number of employees earolling in Flexible Sperding Accounts.
: The FY 1999 acnual increase of 25.2 percent in enrollment programs is due to basic life insurance being provided to ali employees.

Cost Center: Payroll Division

GOAL: To provide accurate, timely, well-received personnel and payroll services to employees and operating deparuments
in order to support the public service functions performed by these individuals and organizations.

NOTE: The County's Telecommuting Program is coordinated within the Payroll Cost Center. The goal for that service area
is: to provide information and assistance on telecommuting for County employees, operating departments, citizens,
businesses and organizations in order o reduce traffic, promote clean air, increase employee productivity, and add to the
quality of employee work and family life.



Objectives

§ To maintain the standard of 99.9 percent accuracy and timeliness of personnel and payroil actions.

§ To maintain the standard of responding to information requests related to personnel and payroll with 99.9 percent
accuracy and timeliness.

§ To maintain the standard of providing 99.0 percent

accurate and timely response to customer requests for training and
technical assistance.

§ To maintain support for 100 percent of County telecommuters presently 3.0 percent of the workforee.

Performance Indicators

Qutput:

Employees supported

Pay records processed

Direct deposit participants (average bi-weekly)

Time records processed

Persannel actions received

informaticn requests (wniten and verbal) recaived

Operating department and employes requests for training and technical assistance
Personnel/payroll documents filed (average bi-weekly)

Telacommuting participants

Efficdency:

Cast per pay record (check, direct deposit}

Cost per time and atendance record, report, verfication

Cost per personned action unt

Cost per document filed, retrieved, copied

Service Quallty:

Customer Satisfaction Index

Compliancs Index

QOutcome:

Percent of an-time and accurate payroll actions completed

Percent of on-time and accurate perscnnel actions completed

Perceant of an-tima and accurate time and attendance records processed
Percent of cn-ime and accurate responses provided to customers’ information requests
Percent of training and technical assistance provided o customer's satisfaction
Percent of personnelpayroll documents filed on-time and accurately

Percent of telecommuters supported

DEPARTMENT OF HUMAN RESOURCES
Cost Center: Classification and Compensation Divisions 1

GOAL: To design and administer classification and compensation systems that provide fair and competitive salaries in

order to attract and retain the most qualified individuals in positions of employment with Fairfax County.

Performance Indicators

Qutput:

Surveys completed

Satisfied survey respondents

Position Control Forms analyzed

Effidency:

Time spent completing each survey

Time spent per service request

Cost per position Contrei Form analyzed

Service Quality:

Mean response to questions regarding satisfaction {5 point scale)
Average response time (calendar days) for analyzing position control forms
Percentage of customers satisfied with service response
Qutcome:

Percentage of surveys completed cn time

Percentage of customers satisfied with service response
Percentage of position cantrol forms analyzed within 3 days



Cost Center: Employee Relations Division

GOAL: To develop, administer and communicate employee relations programs and services to all County employess, in
order to increase awareness and knowledge of rights and responsibilities of the workforce and enhancs communication,

understanding and organizational relationship-building among the workforce which enable employees to develop effective,
collaborative, work relationships.

Objectives

§ To increase the percentage of requests for information and consultation (advice) related to employee relations responded
to within one business day by 2 percentage points, from 90 to 92 percent, toward a target of 98 percent,

§ To increase the percentage of the workforce expressing satisfaction with availability, clarity and quality of information

and services provided by Employee Relations by 2 percentage points, toward a target of 95 percent, while maintaining 2 95
percent satisfaction rating of the Courier.

Performance Indicators

Qurput:

Responses to inquiries for infermation within one business day
Responses to inquiries for consuitation (advics) within one business day «
Editions of the Courier published

Effidency:

Customers served per FTE pasition providing information/service:
- Awards

- General Training

- Qrganizational development

Customers served per position providing consultation/advice »
Caost per edition of the Courier

Service Quallty:

Percent of responses ‘0 inquiries within one day

Percent of respanses ‘0 consuitation requests within one day

Percent of survey respondents indicating satisfaction with availability, quality and clanty of infermaticn and customer service
provided by:

- awards pregrams

- general training

- arganizational development

-policy/grievanca information and consuttation

Percent of survey respondents expressing satisfaction with Couner s

Qutcome:

Percentage point change in rate of respcnse to requests for information within one business day

Percentage peint change in rate of respcnsa to requests for censultation within one business day

Percentage point change in rate of survey respondents expressing satisfaction with availability, ctanty, and quality <f informaton,
and customer service provided by Employee Relations

+ Reflects total aumber of responses provided. In FY 2000, data will be collected on number of responses within one business day.

+For FY 1997 and FY 1998, the listed number is per position. For FY 1999, FY 2000, and FY 2001, the listed number is per FTE.
1 Responses based on DHR Custemer Satisfaction Survey that is to be conducted annually.



APPENDIX 2

The New City of Ottawa

2001 - 2003 Business Plan & Budget

Department: Corporate Services
Branch: Client Services (Point of Service)
KEY STRATEGIES 2001 - 2003

A cone steo Client Service Centre localed in the new City Hall;

Sateitite Service Centres Iccated in Cumbertang Town Hall, West Carteton Ta

Qsgoode Tawn Hadl, and Kanata City Hau;

Secendary Service Canires made availadie by usiNg extsting recreauon and likrary faciities;

€ service celivery through ki0sks, interacive voice recogrilion systems (IVR), web

wn Hall, Rigeau Town Hall, Negean City Mad,

A conschicated Call Centre and radio dispatch cperation.

'S, fax Dack sy , elc.;

Canscligaled first level suppan for as many services as possible througn Client Services. with the policy/crocess ang more

or i fur

lig 10, and grovid

by. the agprocnate depantment;

The establishment and momicnng of corporate-wids best oracuces, and

serformance measures for client services.

PERFORMANCE MEASURES:
MEASURES
SERVICE EFFICIENCY EFFECTIVENESS WORKILOAD
Call Cenmre Response times vs. Number of calls answered Calls per hour to determine
cost Number of calls completed by CSC vs |  peak volume times
Calls answered per number of calls referred to Client Response times Tracking of
FTE. Time spent“up-| department Service Requests and Inio Calls

tront* with Caller as
part of resolving call at
source measured
against "optics” of
Time spent with caller,
Call response times,
call wait times, as well
s conmbution of Call

Time required to dispatch call
Customer/Client department feeback.
Time spent in queue. Time spent with
Caller. Benchmark comparisons with
other government (municipal,
provincial, federal) Call Centres.
Review performence levels in
accordance with seasonal spikes and

10 determine most common call
types, volume per service, level
of support per Department.

Center in doing front- | specific one-time events.
line data entry to
support back-end
performance
measurements.}
Client Transactions per Number of complaints. Transactions per hour. !
Service employvee. Customer comments. Number of daly visits and calls |
Centres Average waiting time Feedback {rom client departments. to each centre pet hour to i
per client in receiving Customer sarisfaction cards. No. and determine peak volume times.
service. No of pieces |  type of Councillor [nquiries. !
of correspondence ‘
handled. !
! :
| :
E-Service Voiume of ransaction |  Number of visits to portal Time spent maintaining portai
V5. COSt 10 operate Transaction volumes by type and Reduction in transaction
poral. Volume and service method. Client Feedback involving statY interaction.
category of requests by|  regarding accessibility, case of Time spent processing credi
e-mail. Volume ofon-| transacting on-line, contidence in card requests (purchases) and
line stare requests. security of transaction, and overall fulfilling orders.
satisfaction of service. Tracking of
commonly purchased products and
requests for products to ensure City
delivers thar which is most requested.
Customer Customer/client department feedback
Service
Palicy

Developmen
t
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THE CASCADING PROCESS
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