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AGENDA REPORT

TO: Office of the City Administrator

ATTN: Dan Lindheim

FROM: Budget Office

DATE: October 13, 2009

RE: Report and Recommendations Regarding Improvements to Qakland's
Citywide Performance Management and Reporting System

SUMMARY

At its March 24, 2009 meeting, the Finance & Management Committee of the City

Counci

| accepted an informational report on citywide performance management program

from the Budget Office and directed staff to provide a proposal on improvements to
Oakland’s performance measures and the reporting process. This report provides the
specifics and timeline for the proposed improvements to the Citywide Performance
Management and Reporting System. The key elements of the proposed enhancements

are.

Strengthening the focus on continuous improvement by following the cycle of
planning, measuring, monitoring/managing and reporting on progress internally
and externally; ‘

Convening a Task Force representing departments and elected offices to review
and further refine departmental performance measures and select indicators for
Council and community reporting;

Re-launching systematic citywide data gathering and reporting of the performance
measures in an online system,

Implementing OakStat, a performance-based leadership strategy that involves
monthly reviews of departmental performance by management to focus attention
on improving operational effectiveness and efficiency and delivering outcomes of
importance to policy makers and the public; and

Re-launching an annual citizen survey to assess resident satisfaction with
government service provision and provide input for program and process
improvements.

Item:
Finance and Management Committee
October 13, 2009



Dan Lindheim
Budget Office: Performance Management and Reporting System Page 2

FISCAL IMPACT

The approval of the proposed strategy will involve the initiation of an annual citizen
survey. Staff’s recommendation is to contract with the International City Manager’s
Association (ICMA}) in conjunction with the National Research Center, Inc (NRC) for the
National Citizen Survey tool at a cost of $9,900. The FY 2009-11 adopted budget
includes $20,000 in the Budget Office’s General Purpose Fund appropriation for the .
OakStat performance management system that could be used to fund a survey.

The recommendation for the implementation of the technology to support the revised
comprehensive performance management system is to use available staff and
technological resources; therefore, there are no additional procurement costs associated
with this aspect of the system. '

BACKGROUND

Since FY 1998-99 the City of Oakland has collected and reported performance
measurement data. Beginning with the FY 2003-05 budget, the Mayor and City Council
jointly articulated seven citywide goals, which formed the basis of a performance-based
budget. These goals encompassed the following:

e Public safety

o Sustainability

e. Neighborhood improvement

¢ Youth development and seniors’ quality of life
e Government efficiency and fiscal soundness

e Maintenance and enhancement of City assets

¢ Creativity and civic engagement.

These over-arching goals lead to the creation of more focused objectives, which were
selected by a citywide Leadership Group representing both elected officials and staff,
Based on these citywide objectives, City departments established operational
performance measures, at a program level.

The FY 2003-05 budget was a program-based budget under which all revenues,
expenditures, positions and performance measures were reported at a program level.
Additionally, the City monitored and reported these measurements through an on-line
system managed by the Budget Office. Quarterly reporting combined financial
performance and operational performance at a program and departmental level. At that
time, the City separated these performance measures into two categories: selected and
internal. The selected performance measures were those reported to Council in quarterly
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and annual reports, while the internal measures were used by the departments to manage
and improve day-to-day operations.

Council Committee Review of 2009-2011 Performance Measures

Over the course of the last several months, a number of the Council Committees have
reviewed and discussed the performance measures for various departments. At its May
26, 2009 meeting, the Finance & Management Committee reviewed and accepted an
informational report regarding the performance measures for Finance, Human Resources,
Parking Operations and Information Technology, provided input on the measures, and
requested that the discussion continue after the budget approval.

At its April 7, 2009 meeting, the Community and Economic Development Committee of
the City Council received and filed an informational report on the performance measures
for the Community and Economic Development Agency and directed staff to provide
additional factors in future reports.

At its June 9, 2009 meeting, the Public Works Committee deferred the informational
report on the Public Works Agency’s performance measures to a later date and asked
staff to review the measures and return with information after the biennial budget had
been approved. Additionally, the Committee requested that updates be scheduled when
the response to the performance audit has been developed and after the new computerized
tracking program, CitiWorks, was installed and operational.

The Public Safety Committee discussed performance measures for the Police Department
at both its April 7, 2009 and June 23, 2009 and directed staff to bring the report back on a
semi-annual basis. The Public Safety Committee also received a report at its April 7,
2009 meeting on the Fire Department’s performance measures, provided input to staff
and requested that the discussion be continued at a future committee meeting.

Re-Energizing the Citywide Comprehensive Performance Management and Reporting
System

The City has begun the process of re-launching its performance management and
reporting system by updating the measures and implementing enhancements to the
system for tracking, monitoring, reporting on and improving the performance data. This
effort is consistent with the report and recommendations that were developed by Public
Financial Management Group (PFM) after it conducted a strategic planning analysis of
the City in 2008.

The City’s comprehensive performance management system will help ensure continuous
improvement and accountability by focusing on four main tasks:

e PLANNING: the review and refinement of performance measures by the
departments and a Task Force.
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e MEASURING: the use o__f technology, surveys, and departmental data.

e MONITORING AND MANAGING': the implementation of the.'OakStat
process that has:proven to ‘improve performance and accountabilities in
other organizations, such a the City of Baltimore. '

e REPORTING: reporting quarterly to the Council Committees on citywide
measures, and annually to the community on selected indicators. Monthly
reports and reviews by the OakStat team will include all departmental
measures.

The following chart illustrates the continuous improvement cycle:

City of Oakland
Performance Management and Reporting System

MONITORING /
PLANNING m MANAGING REPORTING

Departments collect Menitor and analyze Renorting
Departments review performance data through: perfermance measure data mechanisms
and refine measures. i to make management
- Departmental Databases decisions on operations Monthly reperts to City,
and Records and resources Administrator,
- Citywide Data Systems CQuarterly Reports to
{payroll. firancials. etc.) Budget Office analyses Council Commitiees,
- Depariment-Specific of data and trends Annual Community
Customer Surveys Report Card.

- Citywide Community Surveys CakStat Team Annual Survey
monthly meetings Results Report,
and assessments Department Annual

Reports

Task Force

review measures and
select Council and
community
indicators.

Planning: Reviewing and Refining Departmental Performance Measures

The initial phase to re-launch the comprehensive citywide performance management
system was to review, revise and refine each department’s existing performance
measures. Over the summer, the Office of Budget, Research and Analysis facilitated
discussions with each department to review their existing measures for thoroughness and
applicability, to make appropriate modifications, and to identify any additional measures
that would assist in managing the department, or provide pertinent information to the
Council and the community. The updated departmental measures are provided as
Attachment A.

After reflecting on the issues and process from the City’s previous performance
management efforts, staff concluded that separating the measurements into categories
based on the parties interested in receiving specific types of information is the most
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effective reporting approach. Therefore, for the revised city-wide system the departments
were directed to designate their performance measures into the following three
categories:

e Internal - Measures for internal departmental use and monthly review by the
QakStat team;

o Council Measures — Measures to be reported to Council committees quarterly;
and - :

¢ Community Indicators — Measures to be included in an annual report to the
community.

Generally, all of the performance measures would be classified as internal, a sub-set of
these measures would be reported to the Council, and a smaller sub-set of Council
measures would be reported to the community. The following is a schematic of the
relationship between the measures:

City of Oakland
Citywide Performance Measures Categories

Intema¥ enly me acures

~

7 Measures reporiedio N\
Coudl Commiliee

f+ (Community °
Indicators

This report recommends the formation of a citywide Task Force to finalize the selection
of performance indicators to include in the reports to the Council and the community.
Qakland previously utilized a Leadership Team, comprised of representatives of elected -
offices and staff, to accomplish a similar task of selecting indicators that are citywide in
scope and could provide meaningful information to the community. The proposed Task
Force would consist of representatives of the Mayor, City Council President, City
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Administrator, Budget Office, and major departments (Police, Community and
Economic Development, Public Works).

The roles and responsibilities of this Task Force will include:

1. selecting performance measures to be reported to the Council Committees,
2. developing the format for Council Committee reporting,

3. identifying approximately 20 significant community-wide indicators for
community reporting, and

4. developing the community indicators “Report Card” format.

Measuring: Technology Tools, Databases, and Citizen Survey

The second component of the comprehensive citywide performance management system
-- measuring performance -- has three main elements: a technology tool that collects,
analyzes and produces reports on the performance measures; the citywide and
departmental data sources; and mechanisms for providing community input on service
and performance.

Databases and Technology

From a technological perspective, to be effective, a performance management system
must be able to integrate with the City’s existing operating applications as well as
accommeodate the collection of data from direct input and departmental data bases. The
City has implemented a number of business applications using Oracle platforms,
including the financial system, which provides the general ledger, project accounting and
budgeting modules; the human resource management system; and the procurement
systemn. In addition to these citywide data systems provided through the Oracle modules,
there are a number of department systems that have been developed to meet specific
operational needs. These systems employ a variety of platforms from Microsoft Excel
spreadsheets to ACCESS and SQL database programs. These programs provide data
management functions in a variety of departments including Asset/Works in Public
Works, CityLaw in the City Attorney’s Office, and RecWare in the Parks and Recreation
Department.

The proposed strategy is to turn on and utilized performance management module
of the existing Oracle system, in order to fully integrate real-time data as well as to
perform analytics, reporting and publishing functions. This Oracle Business
Intelligence and Analytics Module will integrate both Oracle and non-oracle data for
performing analysis, identifyving trends, constructing charts, graphs and other graphic
displays, and producing reports that will assist in monitoring performance measures. As
this system is a component of the Oracle E-Business suite, its implementation will
involve only staff resources; there will be no additional software costs.
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The Budget Office, together with the Information Technology Department, has contacted
a number of cities, including Baltimore, Washington D.C., Phoenix, Long Beach and
Sarasota, Florida to discuss and review their use of data management tools to assist in
improving performance. The City of Baltimore created the CitiStat system that is
described in more detail in the following section of this report; Washington D.C. has
established its system based on the that model. The cities of Phoenix, Long Beach and
Sarasota have been recognized as leaders in local government performance management
systems by the International City Management Association (ICMA); and out-going
Atlanta Mayor Shirley Franklin ended her two terms with better government reforms
solidly in place as a result of that city’s ATLStat performance management process.
Although the platform and level of computerization of the performance management tool
varies between the jurisdictions, the purpose is consistent: to collect and provide reports
on performance measure data in a standardized manner that ensures accurate and reliable
information. In the review of these other agencies, the cities of Baltimore, Phoenix and
Sarasota have used basic excel spreadsheet formats to collect the information from the
departments and citywide data sources. The cities of Washington D.C. and Long Beach
have employed programs similar to the recommended Oracle model.

Constituent Relations Tracking System:

Performance management systems are often integrated with a centralized call center;
these centers are generally referred to as a 311 system. Through this system, constituents
can ask for information, request city services, and track the progress of their requests.
The performance management systems generally include a follow-up survey of random
users of the 311 system to determine the satisfaction of the residents with both the
outcome of their specific request and their impression of city services in general. The
integration of this centralized call system with departmental databases enables
departments and City management to track the efficiency in responding to constituent
requests as a factor in the performance measurement analysis.

Currently, Oakland does not have a 311 system and the cost for installing and operating
this type of system would be substantial. For example, Baltimore appropriated $2.5
million in initial capital costs and $4.6 million in annual operating expenditures for its
center, which has 12 workstations staffed 24 hours a day.

However, through the Oaklanders’ Assistance Center, the City does have a web-based
system that serves as the constituent service center to accept inquiries, compliments or
complaints and route them to the appropriate department. Additionally, the Public Works
Agency is in the process of implementing a performance management database program,
CitiWorks, which will enhance the tracking of customer service requests to that Agency,
and increase transparency of operations by providing up-to-date information and maps to
show the cost and work associated with responding to requests, and in maintaining City
assets in general. The information generated by these databases will assist in the analysis
of the performance measures related to the responsiveness and effectiveness of the
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various departmental operations. Staff will determine how this information could be
integrated into the existing Oracle performance management module.

Annual Citizen Survey

One of the key elements of the enhanced performance management system is an annual
survey of residents. As noted in the PFM report, citizen surveys are used widely by local
governments to assess resident satisfaction with government services. The proposed
strategy is to contract with ICMA, in conjunction with the National Research
Center, Inc (NRC), to use the National Citizen Survey tool. This is a unique service
that administers, analyzes and reports results from a customizable survey of residents.
The entire survey process is completed over an 18 weck period.

The basic service is a turn-key process that provides all administrative aspects of a mail
survey to City residents. For a fee of $9,900, NRC will create the survey documents,
administer it to a randomly selected a sample of 1,200 Oakland residents, perform the
data entry and analysis and create a report of the local results and comparisons with other
jurisdictions. The City can select survey questions from a standard set to assess the
opinions about basic services and community life. The results can be compared to
“norms” that have been generated through the application of this tool in approximately
350 jurisdictions. Additionally, the City will have the option of creating three policy
questions specific to the Oakland community. The survey results will be reported,
analyzed and used as the basis for revising or enhancing the performance measures.

Monitoring and Managing: Implementation of OakStat

In order to monitor progress, identify trends, discuss alternatives and develop or modify
strategies for achieving the City’s objectives, re-launching the citywide performance
management system will establish the OakStat approach to a performance-based
leadership strategy that uses accountability measures to identify opportunities to make
Oakland government run more effectively, and provide a higher quality of service to
residents. In general, OakStat will be a process of continuous review, monitoring
and implementation of improvements to enhance the cost effectiveness and
efficiency of the City’s operations and programs through the application of the
analysis of performance measure data. OakStat will be modeled after Baltimore’s
CitiStat, tailored to the community needs and operational resources in Oakland. This
application of CitiStat’s principles and concepts to the City of Oakland’s performance
management system is consistent with the recommendations outlined in the PFM report.

As reported in the literature, CitiStat is a performance management leadership strategy,
which is designed to hold staff accountable for trends in selected indicators of department
performance. CitiStat and other performance management leadership strategies are not
strictly technology programs; they are methods of managing information and leveraging
technology for the purpose of improving systems and processes and, thereby, improving
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services to the community. It is not a standardized management system, nor does it only
consist of technology tools; it is the implementation of the actions necessary to instill an
organizational culture focused on performance and customer service. Similar principles
have been applied in other cities with different forms and under different names,
depending on the jurisdiction.

One key element of the strategy is the use of a methodical process to focus the attention
of government on improving performance in high priority issues. In general, this
process takes the form of an ongoing series of regular, periodic meetings that are
structured as accountability sessions for the managers of the city’s agencies or
departments. The form, participants and frequency of these meetings differ between
agencies. The Baltimore system uses a departmental approach with weekly meetings
with the Mayor or her representative and internal departments, such as Finance, IT,
Human Resources and the City Attorney, sitting at the table asking department directors
questions on their analysis of the data,

The Washington D.C. approach focuses on issues rather than individual departments. For
the meetings in that jurisdiction, the Mayor and City Administrator bring into the room
all the executives responsible for improving performance on an issue to examine
performance data and explore ways to improve government services, as well as make
commitments for follow-up actions. Although one department is generally the lead, all
the departments that can contribute to the improvements are present.

The proposed strategy for implementation in Qakland is to establish an QakStat
Team that will include representatives from the City Administrator’s Office, the
Budget Office, and key departments (Police, Community and Economic
Development, Public Works and Information Technology). The team will meet on a
monthly basis to review departmental performance data. During the meeting the team
will discuss the data, interpret the information, detect any trends, identify process
improvement opportunities, and make necessary management decisions regarding
process changes or reallocation of resources,

Reporting on Performance

There will be several forms and mechanisms for reporting on performance. The OakStat
team will review departmental performance data monthly. Additionally, the data
“collected on the external performance measures identified by the Task Force for the
reports to the Council will be provided to the Council Committees on a quarterly basis.

Further, as described in the PFM report, the Community Report Card is an important
component of communicating the results of performance measures; it is a report
card to the residents describing the results that their government is achieving. The
document will include a status on approximately 20 significant measures selected by the
Task Force as the community-wide indicators for the Community Report Card.
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The results of the citizen survey will be provided to the Council and community on an

annual basis.

Timeline

The tentative timeline for the implementation:

November-December 2009
January-February 2010

March 2010

April 2010
September 2010

Fall 2010/Winter 2011

Formation of the Task Force

Task Force meets to review departmental
performance measures, select Council and
community indicators, and determine reporting
formats

Task Force reports results to the City Council;

foundation is formed for the Community Report
Card

OakStat review process launched; Citizen Survey
process initiated

Staff prepares report on performance measures to
Council Committees

First Community Report Card issued

SUSTAINABLE OPPORTUNITIES

There are no direct sustainable opportunities associated with this report.

DISABILITY AND SENIOR CITIZEN ACCESS

There are no ADA or senior citizen access issues contained in this report.
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RECOMMENDATION(S) AND RATIONALE

Provide direction to staff on the recommendations for the implementation of the
comprehensive city-wide performance management system.

Respectfully submitted,
Cheryl Taylor e TN
Budget Director

APPROVED AND FORWARDED TO THE
. FINANCE AND MANAGEMENT COMMITTEE

w7

Office of the City Administrator

Attachment A: Performance Measures Proposed by Agencies/Departments
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Performance Measures

Proposed by Departments

(2 -- City Administrator
IP06 -- Citizens Police Review Board

@ Percentage of priorily cases prepared for
hearing within six months of initiating
investigation

O Percentage of post-hearing reports on
sustained complaints submilted to the
City Administrator within thirty days of
hearing

3 Percentage of cases, subject {or
dismissal, submitted to the Board within
sixty days of discovery of proper grounds
for dismissal

B Number of community events engaging
youth through educational partnerships.

B Mumber of public ferums on paolice
training and the reforms established by
the Negotiated Setllement Agreement
(NSA)

IPO7 - Equal Opportunity Program

O Percent of discrimination complaint
investigations completed within 100 days
of initiation

O Percent of ADA/JFEHA reasonable
accommodation requests completed
within 90 days of request

B Facilitate implementation of web-based
sexual harassment prevention training
for managers/supervisorsiemployees.

IP11 -- Public Ethics Commission

FY 2007-
08 Actuals

90%

100%

90%

N/A

N/A

N/A

N/A

NA -

FY 2007-
08 Target

50%

100%

90%

N/A

NIA

N/A

FY 2009-
10 Target

50%

100%

90%

0%

90%

100%

FY 2010-

11 Target jystification for reporting

Performance Measure:

75% A measure ensuring case closure
reports are written in a timely way.

100% A measure ensuring reports are sent

to the City Administrator for review in
a timely way.

90% A measure ensuring case closure
reports are written in a timely way.

2 A measure ensuring outreach is
focused on youth.

2 A measure of information shared
with the public on the developments
and reforms coming from the
Negoliated Settlement Agreement

95% Improve customer service/legally
mandated program.

95%  Improve customer service/legally
mandated pragram.

N/A  Improve customer service/legally
mandated program.
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ATTACHMENT A

Data Collection / Source:

Data for this measure comes filed
complaints stored in the CPRB database.

Data for this measure comes from filed
complaints stored in the CPRB database.

Data for this measure comes filed
complaints stored in the CPRB database.

Data on this measure is recorded in the
CPRB bi-annual reports to City Council.

Data on this measure is recorded in the
CPR8 bi-annual reports to the City
Council.

Internat tracking spreadsheet

Intemnal tracking spreadsheet

Online web program



02 -- City Administrator
IPI1 -- Public Ethics Commission

Percentage of complaints responded to
within four months of filing

O Number of City employees to receive
government ethics training

FY 2007-
08 Actuals

N/A

N/A

IP12 -- Budget, Analysis and Operations Support

{1 Maximum percent variance between
actual year-end surplus/shortfall and
quarterly Revenue & Expenditure
projections

0 Percentage of department budget
coordinators surveyed who rate budget
assistance as "good” or "excellent"

IP13 -- KTOP Operafions

Bl Number of real hours recorded & played
back

@ Number of real hours played back
pertaining to acquired programming

& Number of meetings archived

@ Number of hours on-air due to servicable
equipment, etc.

B Number of productions achieved and
clients served

B Number of PSA's completed to support
City-sponsared civic and cultural events

5%

N/A

1,800

1,700

275

14,854

106

12

FY 2007-
08 Target

80%

50

5%

N/A

1,800

1,700

275

14,954

110

14

FY 2009-
10 Target

80%

25

5%

80%

1,800

1,700

275

14,954

12

16

FY 2010-
1 Target jystification for reporting
Performance Measure:

80%  Travks historical norm based on
current staffing levels and number of
complaints filed.

100+ Pursuant to proposal to institute

- citywide ethics training for
supervisors and managers.

5%  Accurate projections are critical to
enable the City Administrator and
Council to make responsible
decisions.

80% The service we provide to
department fiscal staff affects their
ability to do their jobs well.

1,800

1,700

275

14,954

112

16
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ATTACHMENT A

Performance Measures
Proposed by Departments

Data Collection / Source:

Internal records.

Intemnal records.

Oracle general ledger as compared to
published revenue & expenditure reports.

Internally developed survey, administered
through SurveyMonkey.



FY 2007- FY 2007- FY 2009-
08 Actuals 08 Target 10 Target

02 -- City Administrator
IP13 -- KTOP Operations

B Number of productions produced for City 20 22 24
agencies and departments

Y810 -- Americans with Disabilities Act Programs

[ Percent of qualified complaints filed with N/A 95% 95%
ADA Programs that are resolved without
litigation

@ Percent of qualified requests for program N/A N/A 95%

modification mediated and resolved

03 -- City Clerk

IP14 -- Agenda Management

OO0 Number of timely notice of regular and 50
special City Council and Commitiee
meetings (Approximately 50 Council and
Committee meetings per fiscal year)

B Percentage of timely notice of the 100%
vacancy report and directory of Boards
and Commissions

IP15 -- Elections & Political Compliance

B Percentage of records research requests 100%
satisfied within 10 days

B Percenlage of forms timely submitted to 80%
FPPC

IP16 -- Customer Services/Public Relations

[@ Percentage of customer who rate this 70%
Unit's service as satifactory or better

FY 2010-

11 Target y,qsification for reporting
Performance Measure:

26

95% Measure indicales ADA Title Il

liability reduction performance.

95% Measure indicales ADA Title H

liability reduction performance.

50

100%

100%

80%

70%
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