by John Harrison

CONNECTING THE

IMPLEMENTING AN INTEGRATED MANAGEMENT ENVIRONMENT

Measuring management
delivery performance

ur first two articles in this series
Opointed out that the federal gov-

ernment’s Program Activity Archi-
tecture (PAA) represents the accountabili-
ty framework for program delivery, while
the Management Accountability Frame-
work (MAF) is the accountability frame-
work for management delivery. These
articles also described the relationship
between an organization’s ‘business as
usual’ or ongoing activities (sustaining
agenda), represented by the ongoing com-
mitments in a manager’s performance
management agreement (PMA) and its
agenda for transforming the business

(change agenda), the key commitments in
a PMA.

It was noted that organizations need to
carefully consider how they plan and
resource the two agendas so that organiza-
tional balance is maintained and they do
not end up attempting to execute “at once
too many and too few initiatives” — too
many of the ‘wrong’ and too few of the
‘right’ initiatives.

The third and fourth articles will describe
how the ten essential elements of sound
management exemplified in the MAF can
be effectively implemented in ‘time and
space’ within the annual planning and
reporting cycle and how the right strategic
initiatives directed at closing performance
gaps on the management delivery side can
drive improved program delivery.

LINKING THE MAF TO

THE PAA

Many of our firm’s federal government
clients have had difficulty determining how
to employ the MAF as anything other than
a ‘lagging’ measurement tool of ‘manage-
ment effectiveness’ over a given time peri-
od, usually annual. Figure 1 displays how
we view the ten MAF elements as key driv-
ers of improved performance on the pro-
gram delivery side.

A balanced performance story will be
composed of a set of indicators that reflect
how results are delivered through a variety
of activities, from both the management
and program delivery perspectives, carried
out together in a chain of cause and effect.

As the middle and right hand portions at
the bottom of Figure 1 show, a reasonable
hypothesis is that satisfied employees will
be more productive and stay longer, and
that they will support more effective pro-
gram delivery activities. The right numbers
of timely, cost-effective and quality pro-
gram outputs will in turn lead to improved
client and stakeholder satisfaction and
reach, leading to desired program and pub-
lic policy outcomes as part of a chain of
cause and effect.

The hypothesis described on the left

> Figure 1 How the MAF elements drive improved program performance
RN RRRR RN RARRRRRARRRARARY

Resource Stewardship

Client/Citizen Focus

Useful Performance Information

Innovation/Change

Rigorous Policy Analysis

Management Frameworks

Considering Key Risks

Leadership/Accountabilities

Enduring PS Values

Sustainable Work Force

PROGRAM

OUTCOMES

Employee
Satisfaction

18 CANADIAN GOVERNMENT EXECUTIVE | OCTOBER/NOVEMBER 2005

I
- g




> Figure 2
MAF ELEMENT
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LAGGING INDICATORS

ues statements

e Percentage of strategic and operational plans that consider
HR issues
e Percentage of plans and reports that contain HR indicators

been considered
o Percentage of planning processes in which external stakeholders
have been engaged to assess/communicate risks (annual)

: =
o Percentage of new initiatives linked to problems and perform-
ance gaps based upon valid, evidence-based performance data

degree to which frontline deliverers feel empowered)




hand side of Figure 1 is that the satisfac-
tion, productivity and retention of employ-
ees are driven by the leadership qualities
and enduring values that exist within the
organization and the quality and sustain-
ability of the workplace. Timeliness, cost,
quantity, and quality of program activities
are likewise impacted by the management
frameworks, policy capabilities, considera-
tion of risks and the degree of innovation
and change resident in a particular depart-
ment or agency.

These program activities will also be deliv-
ered better, and client and stakeholder satis-
faction and program and public policy
impacts will be enhanced, by three more
management attributes: a client/citizen
focus; useful performance information; and
resource stewardship. These three MAF ele-
ments also satisty the expectations of every
Canadian, including Parliamentarians —
those expectations will differ depending on
our perspective at a particular point in time.
As clients of government programs, for
example, we may expect that our income tax
refunds are processed in a timely, accurate
fashion. As taxpayers, we want to be assured
that our resources are being managed wisely.

Finally, as citizens, we want useful perform-
ance information related to the contribution
of government programs towards broad
societal outcomes.

MEASURING MANAGEMENT
DELIVERY PERFORMANCE
Figure 2 displays a ‘menu’ of possible ‘lead-
ing’ and ‘lagging’ indicators that can be
used to measure management delivery per-
formance. Leading indicators are used to
assess the degree to which the organiza-
tion’s management delivery activities are
operating effectively, and are supported by
a linked set of lagging indicators, measured
less frequently, associated with the expect-
ed results of the activities to which the
leading indicators are tied.

As one can see by examining the indica-
tors, if an organization could be successful
in achieving strong results for the leading
indicators, one could predict strong per-
formance on the lagging indicator side, as
measured by internal or external assess-
ments, evaluations or surveys. We think
that many of the MAF elements can be best
‘operationalized’ through an integrated
planning and reporting cycle; 1 will
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describe the design principles of such a
cycle in the next article and talk about how
these principles can be best put in place.

SUMMARY
The ten essential elements of the MAE, when
effectively integrated, are key performance
drivers for exceptional program delivery in
federal government departments and agen-
cies. A practical menu of leading’ or predic-
tive indicators can be used to assess the
degree to which the organization’s manage-
ment delivery processes are operating effec-
tively, supported by a linked set of lagging’
indicators associated with the outcomes of
the activities to which the leading indicators
are tied.

The fourth article in this series will offer
a common sense approach to ‘operational-
izing’ the MAF, by connecting a range of
disparate management activities ‘in time
and space’ within the four quarters of the
annual planning and reporting cycle.

John Harrison is co-publisher of Canadian
Government Executive and managing part-
ner of BMB Consulting Services
(harrison@bmb.ca).
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