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Foreword

When the Fairfax County Measures Up manual was first developed for agencies to use in
preparing the FY 1999 Budget, it was noted that the first edition would be the first of many
maps on the road toward higher performance. Since that time, thousands of County staff
have used the manual to develop and improve goals, objectives and performance indicators
for the budgets from FY 1999 to FY 2008. The general consensus is that the information
regarding program performance continues to improve through better linkage of mission,
goals, objectives and indicators, as well as a more balanced picture of performance through
the use of the Family of Measures — output, efficiency, service quality and outcome.

Once again, these instructions have been updated to reflect additional information available
and lessons learned over the past nine years. It is important to note that there are no
changes to the methodology. We will continue to use the same process that staff is
accustomed to by now, including the efficiency calculation spreadsheet that was introduced
for the FY 2000 budget to ensure consistency and accuracy in computing cost per unit.
Updates to this manual since then include an expanded section on setting targets, the
program logic model, the County’s benchmarking efforts, and how Fairfax County uses
performance measurement to improve.

Since this effort began, Fairfax County has continued to evolve its approach to continuous
improvement, now manifested in the Fairfax Framework for Excellence (FfX) which is based
on the High Performance Organization (HPO) model. More information on this model is
available to staff on the County’s Intranet at http://infoweb/LEAD/. Since a major
component of FfX is strategic planning, identifying WHAT we want to achieve (our MISSION),
performance measurement is a critical corollary for determining HOW WELL we are meeting
that mission. This manual contains information showing how we make that link.

However, even this eleventh edition should be considered a “work in progress” as we
continue to learn more about performance measurement and refine the approach used in
Fairfax County. Since we measure performance in order to continuously improve, it is just as
important that we strive to continuously improve performance measurement as well.

The multi-agency Performance Measurement Team will continue to work with agencies to
fine-tune performance measures in the FY 2009 budget. We look forward to working with all
County agencies to integrate performance measurement, not only in the budget document,
but in all management processes in order to achieve maximum benefit and ensure
continuous improvement in all the services we provide to the citizens of Fairfax County.
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Fairfax County Measures Up

I. INTRODUCTION
What is Performance Measurement?

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

Performance measurement by Fairfax County government is not a new activity. In fact,
data have been tracked back to the 1960s. What is new in recent years, however, is the
emphasis on the various aspects of performance, particularly outcome. Traditionally,
many local governments have managed on the basis of inputs such as the number of
employees and the size of the budget, as well as outputs or the volume of workload
accomplished, an example of which is the number of police calls. A survey of Fairfax
County’s management indicators published in the FY 1998 Budget revealed that
approximately 84 percent were output-oriented.

However, Fairfax County, like many local governments, realized that these kinds of
indicators paint an incomplete picture of efforts. As a result, the performance
measurement system was enhanced to more systematically include indicators of
efficiency, quality and effectiveness. Since implementing its enhanced methodology,
Fairfax County has seen outputs drop to less than one-third of all indicators reported in
the budget, with efficiency, service quality and outcomes comprising over two-thirds of all
measures.

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

» What was achieved?
» 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 Fairfax County, revenue
growth has been limited, while citizen expectations for top quality services remain high.
Balancing these realities has been, and will continue to be one of the most significant
challenges facing us. In the quest for a consensus on services, service levels, service
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quality 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 being integrated into all aspects of management,
including but not limited to, performance budgeting, strategic planning, compensation
strategies, and continuous improvement efforts.

In 1994, the Government Accounting Standards Board (GASB) adopted a concept
statement strongly encouraging local governments to provide annual Service Efforts and
Accomplishments or “SEA” reports, 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 should 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. We have seen similar
benefits accrue for Fairfax County. In general, governments that measure performance
do so because it:

>» Supports strategic planning and goal-setting

> Strengthens accountability

> Enhances decision-making

» Improves customer service

» Assists governments in determining effective resource use

Performance Measurement Approach - Overview

In the first phase, we began with an assessment of existing goals, objectives and
indicators to reorient our system from measurement of outputs toward outcomes.
Through a four-step process, we examined agency mission, goals and objectives, and
then developed indicators to measure performance. This process was intended to
improve operational and resource planning, and resulted in improved goal statements,
objectives and performance indicators published in the FY 1999 Adopted Budget Plan.
That methodology will be continued for the FY 2009 Budget.
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Secondly, we began comparing performance measures externally. Fairfax County initiated
a Regional Performance Measurement Consortium in the fall of 1998 in order to share
performance measurement methodologies with other local governments in Virginia and
Maryland as well as the District of Columbia. Benchmarking is a continuous process,
which enables organizations to strive for and in some cases, even surpass 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 this phase, Fairfax County also expanded its benchmarking horizons by joining the
International City and County Management Association’s (ICMA) Center for Performance
Measurement in 2000. Membership in this annual benchmarking effort provides the
County with access to performance data from more than 160 jurisdictions across the
country that are also committed to excellence. This will also further the goal of
continuous improvement by providing comparative data the County can use to gauge
performance in relation to other jurisdictions, as well as learn best practices from high
performers. Beginning in 2006, ICMA formed a Virginia consortium where 27 cities,
counties and towns in the Commonwealth will provide comparative performance data.
The areas that Fairfax County benchmarks as part of this effort include:

Police Services Fire/EMS Services

Library Parks and Recreation

Housing Code Enforcement

Youth Services Refuse Collection and Recycling
Fleet Management Facilities Management
Information Technology Purchasing

Human Resources Risk Management

In the third phase, the County undertook a more systematic linkage between strategic
plans, performance measurement and the budget. The County’s budget underwent a
significant redesign for FY 2005 in which agencies addressed the linkage between their
Mission, Focus, New Initiatives and Recent Accomplishments, and Performance Measures.
At the program area level, e.g., public safety, public works, health and welfare, etc.,
benchmarking data were included in the budget to demonstrate how Fairfax County’s
performance compares with other jurisdictions. Finally, at the countywide level, Key
County Indicators were developed that demonstrate accountability for achieving the
County’s seven vision elements.
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Purpose of the Manual

This manual was first prepared in an effort to get us started. It remains the cornerstone
of instructions to continue to measure performance in Fairfax County. The purpose of the
manual is to:

> Explain the importance of performance measurement and why we |28
continue to improve our system. Fairfax County

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

Measures Up

» Provide guidance on how to communicate goals, determine service areas, focus
objectives on outcomes, and develop indicators that give us useful feedback.

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

As mentioned in the Foreword, this manual 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. We gladly invite
your ideas and request that they be directed to any of the members of the team listed on
page 28 of this document or forwarded to:

Performance Measurement Team
Department of Management and Budget
Suite 561, Government Center

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
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II. IMPROVING PERFORMANCE MEASUREMENT
Previous Performance Measurement System
A study of Fairfax County’s previous (pre-FY 1999) performance measurement efforts revealed
that while our system compared very favorably to many jurisdictions, room for improvement

existed. Opportunities for improvement centered on the following:

» Aligning indicators and objectives. Almost one-third of the indicators presented in the
FY 1998 Adopted Budget Plan did not correlate with stated objectives; and

» Orienting Goals, Objectives and Indicators toward Outcomes. Almost 84 percent of
the indicators tracked workload or output rather than service quality, efficiency and outcome.

A similar inventory of the FY 1999 Advertised Budget Plan found that County agencies made
significant progress in just the first year of this effort as noted by the following:

» 89 percent of the objectives had outcomes associated with them. By the FY 2002 Budget
Plan, 100 percent of objectives are now aligned with outcome indicators.

» While outputs still comprise the largest percentage of the four indicator types at 31 percent,
that percentage is down considerably from the previous 84 percent. In addition, greater
distribution was found among efficiency, service quality and outcome, which represent 24, 21
and 24 percent of all indicators, respectively.

Timetable for the Eleventh Year of Enhanced Performance Measurement

The timetable for the eleventh year is also designed around the existing budget process to avoid
delays in routine budget development and to have updated performance measurement
information available for publication in the FY 2009 Advertised Budget Plan.

Month/Year Activity

July 2007 Revisions to the FY 2009 Budget Development Guide and the Fairfax
County Measures Up Manual are disseminated. Agencies begin updating
performance indicators for the FY 2009 Budget. In addition, the PM Team
will be available to assist agencies improve current measures. Agencies
are encouraged to “work early and often” with the PM Team to resolve
issues. The DMB analyst for the agency should also be involved in these
discussions to ensure consistency and understanding, as well as to
contribute to the process.

September 2007 Agency staff produce performance measurement information for the

FY 2009 Budget by reporting FY 2007 actual data, and developing
estimates for FY 2008 and FY 2009. Since agencies have had nine years
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Month/Year Activity

to refine their measures, “Not Available (NA)” will not be an acceptable
response for these estimates. Exceptions are where an agency is changing
its measures to align with its strategic plan. If this is the case, the agency
should work with its DMB budget analyst and the PM Team to coordinate
these changes. Please be aware that agencies are responsible for
providing actual data for any published estimates, even if future
performance measures have been changed.

September- DMB reviews, analyzes and compiles performance measurement
December 2007 information in preparation for review by the County Executive and inclusion
in the FY 2009 Budget.

October-December | County Executive and senior management staff as well as DMB staff, meet
2007 with agencies to discuss their PM results for the previous fiscal year.

December 2007 — | County Executive makes decisions on the FY 2009 Advertised Budget Plan.
January 2008

February 2008 FY 2009 Advertised Budget Plan is released.

Agency Submission

As indicated above, each agency must submit performance measures to the Department of
Management and Budget (DMB) for the FY 2009 Advertised Budget Plan as part of the regular
baseline and addendum budget submission based on each agency’s designated due date. Due to
fiscal constraints, there will be no addendum requests beyond those associated with new facilities
and mandates, which should be accompanied by relevant performance measures to be considered
for funding. If a request is important enough to ask for, an agency should have
supporting data on how the resources will improve performance. The following should
be provided with each budget/PM submission:

» A transmittal memo for the budget and performance measures signed by the agency director.

» PM data entered into the PM database. This data will then be linked into the Word document
by DMB and published in the FY 2009 Advertised Budget Plan. This data must be entered
concurrent with the budget submission to allow comprehensive budget review and ensure
data are available in time for the fall PM meetings with the County Executive. Failure to
provide actuals may result in showing a very low percentage of targets met.

» A spreadsheet for any efficiency indicator that represents cost per unit so DMB can verify
calculations and if necessary, make any adjustments based on potential revisions to funding
levels.
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III. LINKING STRATEGIC PLANNING TO PERFORMANCE MEASUREMENT

Fairfax County has adopted the Fairfax Framework for Excellence (FFX) model, which is about
building and aligning leadership and performance at all levels of the organization in order to
achieve our vision and do our best work for the community. For the past few years, many County
staff have been trained using the LEAD (Leading, Educating and Developing) model for high
performance organizations (HPOs). Staff have discussed extensively what it means to be an HPO.
As this process has evolved, the need to align agency strategic plans, budgets and performance
measures with the Countywide Purpose and Vision Elements has become increasingly clear. The
following purpose and vision elements serve as a clear structure for identifying what we
collectively want to achieve and how we envision the County if we are successful.

COUNTY CORE PURPOSE AND VISION ELEMENTS

To protect and enrich the quality of life for the people, neighborhoods,
and diverse communities of Fairfax County by:

Maintaining Safe and Caring Communities
Practicing Environmental Stewardship
Building Livable Spaces
Maintaining Healthy Economies
Connecting People and Places
Creating a Culture of Engagement
Exercising Corporate Stewardship

i Maintaining Safe and Caring Communities

The needs of a diverse and growing community are met through innovative public and private
services, community partnerships and volunteer opportunities. As a result, residents feel safe and
secure, capable of accessing the range of services and opportunities they need, and are willing and
able to give back to their community.

® Practicing Environmental Stewardship

Local government, industry and residents seek ways to use all resources wisely and to protect and
enhance the County’s natural environment and open space. As a result, residents feel good about
their quality of life and embrace environmental stewardship as a personal and shared responsibility.

Fre Building Livable Spaces

Together, we encourage distinctive “built environments” that create a sense of place, reflect the
character, history and natural environment of the community, and take a variety of forms — from
identifiable neighborhoods, to main streets, to town centers. As a result, people throughout the
community feel they have unique and desirable places to live, work, shop, play and connect with
others.
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Maintaining Healthy Economies

Investments in the work force, jobs, and community infrastructure and institutions support a diverse
and thriving economy. As a result, individuals are able to meet their needs and have the opportunity
to grow and develop their talent and income according to their potential.

= Connecting People and Places

Transportation, technology and information effectively and efficiently connect people and ideas. As a
result, people feel connected to their community and have the ability to access places and resources
in a timely, safe and convenient manner.

€2  Creating a Culture of Engagement

Individuals enhance community life by participating in and supporting civic groups, discussion groups,
public-private partnerships, and other activities that seek to understand and address community
needs and opportunities. As a result, residents feel they can make a difference and work in
partnership with others to understand and address pressing public needs.

i

-_l_”l”-| Exercising Corporate Stewardship

Fairfax County is accessible, responsible and accountable. As a result, actions are responsive,
providing superior customer service and reflecting sound management of County resources and
assets.

How are Strategic Planning and Performance Measurement Linked?

Strategic planning is the process of looking toward the future, typically a 2-5 year horizon, identifying
why an organization exists (MISSION), what it would look like if it achieved its mission (VISION) and
the concrete steps (GOALS and OBJECTIVES) it must take to achieve that vision. Data that tell if you
are achieving results on your strategic plan are PERFORMANCE MEASURES. Performance
measurement helps translate an organization’s mission, vision and strategy into tangible objectives.

This integrated process, known as Managing for Results, is based on

Identifying strategic goals and objectives as well as relevant measures;
Determining what resources are necessary to achieve them;

Analyzing and evaluating performance data; and

Using that data to drive improvements in an organization.

The diagram on the following page illustrates the Managing for Results process. It is continual, with
each of the components connected to the others.
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IV.PERFORMANCE MEASURES - THE TERMINOLOGY
Family of Measures

While many jurisdictions measure performance, there are variations in how each classifies
indicators, as well as their approach for how it is done. This guide provides a standard Fairfax
County approach to ensure that we are consistent in reporting performance measurement
information. For example, one of the most common mistakes in terminology made is when some
think efficiency is how quickly a task is accomplished. While that may relate to a literal definition
of the word, Fairfax County and the Government Accounting Standards Board (GASB) consider
efficiency to be the ratio of inputs to outputs or how much output is derived from a unit of input
(e.g., budget dollars, staff time, etc.). Timeliness (how quickly something is done) is a measure of
service quality. Please pay particular attention to how these terms are used as part of Fairfax
County’s methodology, which is designed to ensure consistency across all agencies.

Fairfax County’s methodology encompasses a Family of Measures approach in order to present a
balanced picture of performance instead of focusing it narrowly on a single aspect such as
quantity produced (output) or cost (efficiency). The Family of Measures includes the following

types of indicators:

Terminology Definition Examples
Input Value of resources used to produce an ¢ Dollars budgeted/spent
output. e Staff hours used
Output Quantity or number of units produced. e Eligibility interviews conducted
Outputs are activity-oriented, measurable, e Library books checked out
and usually under managerial control. e  Children immunized
e Prisoners boarded
e Purchase orders issued
e Patients transported
Efficiency Inputs used per unit of output (or outputs e Cost per appraisal
per input). e Plans reviewed per reviewer
Service Degree to which customers are satisfied with | ¢ Percent of respondents satisfied
Quality a program, or how accurately or timely a with service
service is provided. e Error rate per data entry operator
e Frequency of repeat repairs
Average days to address a facility
work order
Outcome Qualitative consequences associated with a e Reduction in fire deaths/injuries
program/service, i.e., the ultimate benefitto | ¢ Percent of job trainees who hold
the customer. External forces can a job for more than six months
sometimes limit managerial control; e Percent of juveniles not
however, managers are still responsible for reconvicted within 12 months
outcomes associated with their programs. e Adoption/redemption rate of
Outcome focuses on the ultimate “why” of impounded animals
providing a service.
2007
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V. FOUR-STEP METHODOLOGY
A four-step process is used to develop agency performance measures.

Step 1. Review and Evaluate Existing Agency Mission and Cost Center Goals.

Agencies should use their mission as identified during their strategic planning process. At the
next level are goals, which give more specific direction on how the agency will achieve its
mission; however, they are generally not quantified and span multiple fiscal years. A good
goal statement should:

Begin with “To” and a verb

Say generally what the cost center does

Identify customers

State why a cost center exists

Be associated with an outcome indicator (statement of accomplishment)

YYYYY

The following is a useful template for writing or validating a goal statement.

Goal Statement

To provide/produce (service or product)

to (customer)

in order to (statement of accomplishment).

An outcome indicator should be identified that enables measurement of the extent to which a
goal has been achieved. An example of how a cost center goal fits into the above template
can be found in the case of Health Department’s Maternal and Child Health Cost Center whose

goal is:
To provide maternity, infant, and child health care emphasizing
preventative services to achieve optimum health and well-being.

A tip to consider: If you think of goal statements in terms of your customers,

outcomes will be easier to identify. Who are your customers?
These can be internal or external. For example, the Department
of Information Technology may have few external customers for
its services, but it has many internal agency customers. Ask
yourself “what ultimate benefit will these customers
receive if the program/service is effective?”
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Step 2. Identify Service Areas.

Ask yourself, what do you do? You can use the 2002 Inventory of County Activities, Programs
and Services (ICAPS) as well as the FY 2007 Budget to identify major activities.

Agencies have limited resources with which to measure performance and therefore must be
strategic in what they select. To avoid micro-measurement, activities should be consolidated
into service areas that will be used as the basic level for developing objectives and indicators.
Some cost centers may have a single service area, while others may have several. Service
areas should have a common purpose and lead to a common outcome for the customers of
the service. To define service areas, identify the major activities you perform and conceptually
collect these activities into a logical group with a common purpose. Consider the word
“major” according to the following elements:

Activities that consume a major portion of the cost center’s budget

Activities that are critical to the success of the agency’s mission

Activities that have a significant customer service focus

Activities that are politically sensitive or frequently in the spotlight due to attention by
the BOS, public, and/or media (stakeholders)

YV¥vy

Step 3. Define Service Area Objectives

Service area objectives are outcome-based statements of specifically what will be
accomplished within the budget year. While strategic plans stretch across multiple years and
cannot generally be accomplished in one year, the annual budget addresses that portion of the
plan the agency can accomplish in a given fiscal year.

Each service area will have at least one objective statement and at least one indicator of each
type, i.e., output, efficiency, service quality and outcome. The service area objectives should
clearly demonstrate progress toward the cost center goal.

Ideally, each objective should have an attainable target level with a basis in scientific research,
industry practice, peer average, or Board policy. Agencies should focus on quantified
objectives and develop applicable targets for the FY 2009 annual budget process.

In general, a service area objective should address the following.

Support the cost center goal statement

Reflect planned benefit(s) to customers

Be written to allow measurement of progress

Be quantifiable within the fiscal year time frame

Describe a quantifiable future target level (if appropriate)

YVYVVyYyYy
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The following template can be used for writing an objective statement.

Objective Statement

To improve/reduce (accomplishment)

by (a_number or percent) from X to Y, [toward a target

of (a_number)].

Note: the last (target) part is optional; to be used
as appropriate.

Some examples of service area objectives in the Maternal and Child Health Services Cost
Center of the Health Department are:

» To improve the immunization completion rate of children served by the Health Department
by 3 percentage points, from 77 to 80 percent, toward a target of 90 percent, which is the
Healthy People Year 2010 goal.

Step 4. Identify Indicators that Measure Progress on Objectives

Indicators are the first-level data for reporting performance and WHERE POSSIBLE, at least
one output, efficiency, service quality and outcome indicator should be developed for each
service objective. As previously indicated, the complete Family of Measures conveys the
extent to which a service area objective and cost center goal have been met.

When developing indicators, you should ask how you can measure whether you are meeting
your objectives. Since this is the tenth year of the enhanced system, NA (Not Available)
should only be used for prior year actuals where objectives and indicators did not previously
exist. This may be due to agencies changing their service areas, objectives and/or indicators
substantially to align with their strategic plans and have not yet established a baseline. In
those situations, the agency should work with their DMB budget analyst and the Performance
Measurement Team to determine the most appropriate manner to present the new measures.

Examples of various service areas, objectives and Families of Measures are shown on the next
page.

2007
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Sample Families of Measures

Service
Objective Efficiency Quality Outcome
Delinquent To maintain 30 percent Budget/ | Delinquent Cost per Percent of Percent of
Tax Collection | collection of delinquent actual taxes delinquent bills delinquent
accounts receivables, costs collected dollar deliverable taxes
while maintaining a cost Staff collected collected
per dollar collected of no
more than $0.18.
Juvenile To have at least 65 Budget/ | CBRS child CBRS cost Percent of Percent of
Community- percent of CBRS residents | actual care days per bed day | parents CBRS-
Based with no subsequent costs provided satisfied discharged
Residential criminal petitions within Staff with CBRS youth with no
Services 12 months of case closing services new deling-
(CBRS) in order to protect the uent petitions
public safety. for one year
Fire To maintain fire loss at Budget/ | Incidents Cost per Average Fire deaths
Suppression 0.02% or less of Total actual responded to | incident suppression | per 100,000
Property Valuation, while costs response population
striving to minimize fire Staff time (in
deaths and injuries by minutes) Fire iniuri
keeping civilian fire juries
deaths to less than 1 per per 100.’000
100,000 and civilian fire population
injuries to less than 10
per 100,000. Fire Loss
Senior-Based | To maintain at 95 percent, | Budget/ | Clients served | Cost per Percent of Percent of
Services the percentage of seniors | actual client clients clients who
receiving community- costs satisfied remain in the
based services who Staff with community
remain living in the services after one
community rather than provided year of
entering an institution service
after one year of service
or information.
Capital To monitor design and Budget/ | Projects Engineering | Percent of Contract cost
Facilities construction activities in actual completed design costs | projects growth
order to maintain costs as a percent | completed (percent)
construction cost growth Staff of total on time
at no more than 5.0 project cost
percent.
2007
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Completing the Performance Measurement Worksheet

A one-page worksheet is used to record the “Family of Measures” for each service area within a cost
center. In situations where agencies only need to update their objectives and indicators, but are not
substantially altering them, i.e., adding, deleting, etc., use of the worksheet is not necessary.
Objectives and indicators are updated in the PM database. If however, agencies wish to
substantially revise the measures published in the FY 2008 Adopted Budget Plan, a completed
worksheet is recommended for each revised service area objective, as well as an explanation of how
the revision will improve the agency’s performance measurement.

The form is available in Word format for your use. Rows may be added if necessary to complete the
form. Appendix A contains a blank copy of the form.

For cost centers with multiple service areas, repeat the form for each service area. However, it should
be noted that it is acceptable, and even preferable, to have one good objective and family of
measures per cost center rather than a number of weak ones.

In completing the worksheet, follow the steps below, which correspond to the 4-step methodology.

Index Info: For each cost center, enter the agency and cost center name, agency number, contact
name and phone number on the initial worksheet page. For subsequent service areas
within a cost center (if applicable), this portion of the worksheet can be blank.

Step 1: Enter the cost center goal statement in the cell directly below the title “Cost Center
Goal.”

Step 2: Enter the service area title in the space to the right of the cell titled “Service Area.”

Step 3: Enter a service area objective in the space to the right of the cell titled “Service Area
Objective.”

Step 4: Enter at least one indicator title in the cells to the right of the row that begins with

“Indicator.” Enter the formula for calculation of the indicator in the cells to the right of
the row that begins with “Indicator Calculation.” Enter the data sources for the
indicator in the cells to the right of the row, which begins with “Data Source(s).”

This form is important when establishing measures because it documents where data come from, as
well as any necessary calculations. When staff assignments change (and this is very likely), this
document helps to ensure that agencies track and report performance data consistently and
accurately.

On the following page is an example of a completed Performance Measurement Worksheet for the
Maternal and Child Health Services Cost Center of the Health Department.
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PERFORMANCE MEASUREMENT WORKSHEET EXAMPLE

Agency/Cost Center Name:
Agency Number:

Agency/Cost Center Contact:

Health Department/Maternal and Child Health Services

/1

Phone:

Cost Center Goal

Outcome Indicator

well-being.

To provide maternity, infant and child health care
and/or case management to at-risk women, infants
and children in order to achieve optimum health and

Immunization Completion Rate for Children Using
Health Department Services

Service Area: Immunization

Service Area Objective: To improve the immunization completion rate of children served by the Health
Department by 3 percentage points, from 77 percent to 80 percent, toward a target of 90 percent, which is
the Healthy People Year 2010 goal.

Service
Input Output Efficiency Quality Outcome
Indicators Indicator Indicator Indicator Indicator
Indicator Budget and Children seen for Cost per Percent of Two-year-old
actual costs immunizations vaccine clients satisfied | completion rate
with service
Vaccines given
Indicator Personnel Total children seen | Total Cost Total satisfied / | Percent
Calculation | Services + Vaccines / Total | Total completing
Operating Total vaccines number of respondents immunization
Expenses + given vaccinations schedule
Equipment + administered
Fringe Benefits annually
Less revenue
received
Data BPREP and HMIS See input and Point-of-service | HMIS
Source(s) FAMIS output indicator | survey of
clients

The agency also provided the following data in their “Performance Measurement Results” narrative
section of their budget: CDC information states that for every dollar spent on
immunizations, $10 is saved in future medical costs and the indirect costs of work loss
(parent), death and disability.

This is useful explanatory information that contributes to better understanding of the program’s
benefits. It provides quantifiable benefits that the public can understand and appreciate.
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Completing the FY 2009 Advertised Budget Plan Cost Center Section

Since this is the tenth year of the County’s enhanced performance measurement, agencies have spent
considerable time selecting and refining indicators. Depending on the direction of an agency’s
strategic plan, there may be little or no change to the indicators. The objectives are the key areas to
focus on for updating. Start with your FY 2008 Adopted Budget Plan and follow that format for
agency mission, cost center goals, objectives and indicators. Provide actual data for FY 2007 and
make projections for FY 2008 and FY 2009 based on prior year actuals, current resources and
anticipated performance.

When formulating/updating your objectives, please ensure that the target is a reasonable stretch
from the current fiscal year (FY 2008) to the budget fiscal year (FY 2009). Do not use FY 2007 as
your base for calculating percent change; use FY 2008 to FY 2009. These numbers should
correspond to the estimates shown in the Performance Indicators table for those fiscal years.
However, you will want to look at all prior years for which data are available in order to ascertain
trends and make reasonable projections. When setting targets, there are several points of reference
to consider:

= Previous performance — how it can be improved

» Industry or national standards — for example, benchmarks established by the International
Facilities Management Association or the Healthy People 2010 targets

» Mandates by federal, state or local governing bodies

It is important to consider what can be accomplished given the anticipated level of resources and the
expectation that County services will be provided in the most efficient and effective manner. It is also
essential to remember that these targets are reviewed by the Board of Supervisors as well as the
public, and targets that are set artificially low are subject to questions and revision.

The Logic Model

Programs offered by Fairfax County can range from very simple to highly complex. Some County
staff, particularly in the Human Services area, have used a program logic model in order to develop
performance measures for their programs. A