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Best Practice Summary

The
Management
Cycle

Introduction

The Office of the Legislative Auditor
General (OLAG) has constitutional
authority to “conduct audits of any
funds, functions, and accounts in any
branch, department, agency or
political subdivision of the state...”
The Best Practice Handbook is a
resource for government
organizations to assist in mitigating .
risks and developing solutions to Recommendations
common pitfalls.

V Take the Best Practice Self-Assessment
and Best Practice Checklist to identify

Background opportunities to improve upon current
practices.

The Best Practice Handbook was )

developed by revisiting more than & Choose one or two of the best practices to

100 audits over the past five years. _focus on that would h_ave_ the greatest

The twelve best practices outlined in Impact on your organization.

this handbook are a response to

twelve common pitfalls found in

these audits. & Consider requesting Best Practice Training
from OLAG's Division of Government

The Management Cycle is a Excellence to support implementation.

continuous improvement framework

managers can use to advance the

goals and mission of the

organization. The twelve best

practices are organized according to

the phase of the Management Cycle

to which they most relate. Summary continues on back > >
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@ 1. Governance

Core functions that the governing body should
perform include establishing the vision,
structure, and role relationships of the
organization.

Governance establishes a tone that ultimately
dictates the culture of the organization.

% 2. Plan

Develop a strategic plan that clearly identifies in
writing, policies, standards, and objectives of
the organization.

Use this strategic plan as a catalyst to foster a
positive organizational culture where innovation
is encouraged.

Handbook Summary

@ 3. Implement

Using the strategic plan as your guiding
document, implement and calibrate policies and
procedures, exercise oversight, and optimize
the resources in a way that best achieves
organizational objectives.

%////% 4. Evaluate

To reasonably assure plans are relevant and
effective, managers should collect and protect
data and use the data to answer important
organizational questions. Communication of
these findings is key to achieving objectives.

After thorough evaluation, balance performance
measures and adapt strategic plans.

12 Best Practices in
Government Operations

. Implement and
Calibrate Policies

and Procedures
9. Collect and

1. Develop or . Exercise Protect Data

i Oversight
;(;i:lm Strategic 9 10. Evaluate the

Condition of the

. Assure " .
Organization

. Establish Compliance to

Standard Policy and
SR Procedure 11. Communicate

L R Effectively

Organizational . Optimize

culture s 12. Balance and

Evaluate
. Cultivate an Performance
Environment of Measures
Growth and
Retention

Implement Evaluate
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5 m Section 1- Governance

Effective governance broadly establishes the
----- structures and processes necessary to direct,
inform, manage, and monitor an organization.
When the governing body applies principles of
good governance, it fosters organizational
success and augments the value the organization
----- provides.
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Section 1
GOVERNANCE

The Best Practice Handbook: A Practical Guide to Excellence for Utah
Government was developed by finding common threads in audit reports among
organizational practices consistently in need of improvement. We then partnered
with leadership in the Legislature and senior leaders in state agencies and local
government to better understand which concerns are most common and have the
greatest impact.

From this work emerged 12 common pitfalls, or unsatisfactory practices that we
find government entities routinely need to improve. The 12 pitfalls were the basis
for developing 12 best practices intended to mitigate risks and develop solutions
when they occur. The 12 best practices are organized by three broad phases of the
Management Cycle: Plan (Section 2), Implement (Section 3), and Evaluate
(Section 4). Section 1 of this handbook covers governance, which is critical to the
overall success of an organization. We encourage all leaders in Utah government
to study and apply these best practices to improve the outcomes of their
organizations.

Introduction

Governance refers to the structure, actions, and processes of the highest
leadership level of the organization. The governing body possesses utmost
authority, which demands an equal level of accountability. Governing bodies
should leverage their position to create and advance the organization’s mission,
vision, and values. Good governance requires careful application of established
principles. Additionally, it is necessary that governing bodies consistently fine-
tune the application of principles as organizational needs change. The current
conditions and unique circumstances surrounding the organization should be
considered in the appropriate application and balance of principles.

1.1 Principles of Governance

Effective governance broadly establishes the structures and processes necessary
to direct, inform, manage, and monitor an organization. When the governing
body applies principles of good governance, it fosters organizational success and
augments the value the organization provides. Consequently, governing bodies
should strive to apply the following principles of good governance.

Office of the Legislative Auditor General 3



Principles of Good Governance

. Anindependent anh
objective board (or
executive
leadership).

2. Buy-in from senior
management.

3. Active and invested
governance body.

4. An organizational
structure that
supports objectives.

_/

. An organizational \
structure that supports
accomplishing
objectives.

6. A governing policy for
operation of key
activities.

7. Clear, enforced lines of
responsibility and
accountability.

8. Effective interaction
with the board,
management, and

auditors.

N

10.

11.

12,

Appropriate oversight
by management,
including strong
controls.

Compensation policy
that encourages
behaviors that align
with values and
objectives.

Reinforcement of an
ethical culture.

Effective use of
internal and external

auditors.
/

é. Clear definition and\

implementation of
risk management
policies.

14. Transparent
disclosure of key
information to
stakeholders.

15. Comparison of
governance processes
with national codes
and best practices.

16. Oversight of related

party transactions and

\ conflicts of interest. /

Source: Adapted by OLAG from the Institute of Internal Auditors.

The governing body should frequently revisit these principles to ensure
appropriate application. Core functions that the governing body should perform
include establishing the vision, structure, and role relationships of the

organization.

The Governing Body Should Shape the Vision of the

Organization by Working Closely with All Stakeholders

Those who are impacted by the organization are in the best position to inform the
governing body, who then sets the vision that the organization ought to pursue.
Consequently, the governing body should work closely and frequently with
external and internal partners. It is the governing body’s responsibility to weigh
the competing interests of all stakeholders to devise a balanced and prudent
vision for the organization. Because the governing body is removed from day-to-
day activities, it is well positioned to create a long-term, outcome-oriented path
forward.

Governing Bodies Must Determine the Value of Competing Activities.
A key distinction between public and private organizations is that public
organizations generally lack profit motives and price signals. This results in
greater difficulty determining the value and worth of products and
services to its customers. As a result, governing bodies must help
determine the value of competing activities. This is done by
ensuring that the organization meets the needs of its customers, is
outcome-driven, and has a long-term vision.

Governing bodies
in the public sector
must compensate
for a lack of profit
motives and price
There are two types of customers in government. The first is the signals.
individual who directly benefits from the organization’s products
or services. The second is the individual who pays for those products and

services. It is important to keep both in mind when evaluating the worth of

4  Best Practice Handbook




products and services, as the appraisal may vary based on the type of customer,
as seen in the following table.

Payers Beneficiaries

Efficiency Quantity
Costs Service quality
Cost Benefit Timeliness
Cost Effectiveness Value

Source: Performance Auditing: Measuring Inputs, Outputs, and Outcomes (3rd Edition).

Some of the factors listed above are more suited to the governing body, such as
cost benefit, cost effectiveness, and value, while others may be more useful to
management, such as costs, efficiency, quantity, service quality, and timeliness.
In addition to these factors, governing bodies should give particular attention to
outcome metrics—measures that closely reflect the organization’s overarching
success in advancing its mission and vision. The governing body should make
hard decisions that advance the long-term vision of the
. . organization, as members of the governing body
LSBT frequently are or should be closest to the customer and

Ilzgﬂzysae:'sdbroad other stakeholders, thus providing insights into what
management the most pressing needs are. While details remain the

directs operations. responsibility of management and staff, governing
boards can and should share their expertise broadly.
Therefore, an active and engaged governing body is essential to advancing the
organization’s mission.

Governing Bodies Should Establish Clear Role Relationships for
Themselves, Executive Management, and Internal Audit

The relationship between the governing body, executive .

management, and internal audit can be unclear.* Often, governing The governing
bodies vacillate between merely rubber-stamping management’s body,

proposals or meddling too much in day-to-day operations. management, and
Internal audit is sometimes marginalized from executive internal audit all
management discussions and relegated to alternate reporting must know their

roles and balance
their functions to
accomplish

The governing body directs the organization and establishes the objectives.
processes and structures necessary to stay informed. Management

implements the mission, vision, and values of the organization effectively and

lines. To be successful, these three vital functions must be
balanced and work in unison to accomplish objectives.

1t For purposes of this handbook, “governing body” refers to boards and, in the case of an
organization without a board, the executive director. Management refers to those responsible for
implementation, which generally includes executive management, management, and, in some
cases, program directors or other supervisors.

Office of the Legislative Auditor General 5



efficiently. Governing bodies should monitor progress toward objectives set by
management and determine how well these objectives contribute to the overall
mission and vision. Auditors can assist managers and the governing body by
independently assessing the organization’s risk management practices, controls,
deficiencies, and the overall effectiveness of strategies. Management and
governing bodies should act on audit recommendations. The relationship among
these three groups can be seen in the following figure.

The Board or Executive Director:
Broadly directs the organization’s activities
and holds senior management responsible.

Management:

Primarily responsible for implementing and
monitoring strategy from their superiors.

Auditors:
Assures and consults with management and the
governing body to ensure effectiveness of risk
management, control, and governance processes.

Source: Adapted from Institute of Internal Auditors.

All three functions need to be performed well to promote the

overall success of an organization. In essence, the governing body OLAG has

takes on the responsibility of determining what the organization’s developed two
overall mission and vision are and why. Executive management online tools
assumes primary responsibility for how the organization advances related to

the mission and vision, while being held accountable by the governance: the
governing body. Auditors provide credible information to both Bo:rtc:'Skllls Matrix
groups to guide their decisions and provide reasonable assurance Z:ver:ance

that objectives will be achieved. Organizations that properly apply Questionnaire.
and execute principles of governance are more likely to achieve
their objectives.
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1.2 The Management Cycle

The Management Cycle is a continuous improvement framework managers can

use to advance their goals and the mission of the organization. It is made up of

three phases—plan, implement, and evaluate. Insights gained

during the evaluation phase are used to inform and refine plans, The Management

which starts the cycle over again. Because organizations operate Cycle framework

within complex, dynamic, and cross-cutting environments, it is promotes
vital that they be agile and adaptive. The Management Cycle can increasingly
assist organizations in identifying pitfalls and devising ways to efficient and
overcome them. For example, organizations can use the effective
framework to help answer questions such as: organizations.

e Isthe organization struggling to achieve objectives due to a lack of
adherence to the strategic plan?

e Do flaws exist in the underlying strategies of the plan?
e Where might standards of quality, quantity, or sequence be needed?

e Isthe current strategy for resource allocation the best use of available
resources?

The Management Cycle facilitates a system of inquiry that promotes evidence-
building and decision-making.

The Management Cycle can be applied at both the macro and micro levels. For
example, individual programs should plan, implement, and evaluate to develop
their programs. Similarly, executive management should rely on evidence
documented throughout the organization to develop an agency-wide strategic

Office of the Legislative Auditor General 7



plan that builds on successes and mitigates risks. The following figure illustrates
the Management Cycle.

\§/ The
Management
Cycle

The Management Cycle framework is broad enough to be widely applicable. To
support its successful application, the best practices? offered in this handbook are
positioned within each of the three phases—plan, implement, and evaluate.
Organizations should tailor practices to meet their specific needs and work
environment.

1.3 Pitfalls

The Office of the Legislative Auditor General (OLAG) is positioned within the

state to observe the full breadth of challenges faced by Utah government

organizations. Because the office has constitutional authority to

assess any entity receiving public funds, OLAG has a distinct We commonly find

perspective on common pitfalls and why they occur. To leverage issues related to
this unique perspective, we reviewed the previous five years of the Management
audit recommendations, which revealed a pattern of persistent Cycle when we
challenges among many organizations. The most common pitfalls audit agencies.

inform the 12 best practices described in this handbook. We hope

this information empowers leaders to learn from common mistakes and
proactively strengthen their organization’s vulnerabilities before a watershed
moment. Figure 1.1 summarizes the 12 most common pitfalls we identified from
previous audits.

2 The best practices discussed in this handbook are not comprehensive. Rather, they represent a
foundation for strengthening and enhancing current practices.

8 Best Practice Handbook




Figure 1.1: Common Pitfalls Government Organizations Frequently Encounter.
Organizational leaders should assess their organization for these common pitfalls and proactively
apply the pertinent best practices.

360

Inefficient Use
340 of Resources
320
300
280 Missing or
260 Inadequate
Policies and
240 Procedures .
" Uninformed
E 220 Decisions
a 200
£ 180 icsi
S Missing or
O 160 Ineffective
140 Communication
Toxic Work
120 Environment Weak
100 Oversight or Missing Ke
f i : . Yy
% Missing or Audit Functions Information

Inadequate
60 Standards

o Stifled Employee Development
40 Missing or

20 Inadequate Persistent or Widespread
0 Strategic Plan Noncompliance

Missing or Inadequate
Performance Measures

PLAN IMPLEMENT EVALUATE
Source: OLAG review of audiits (2017-2022).

We have made Figure 1.1 into a dashboard that allows users to apply a variety of
filters to better understand these kinds of deficiencies—by

agency, by audit, and by political subdivision. Organizations

serve many functions that are carried out by a complex set of To view the
activities. This complexity is made more difficult by the dynamic, Common Pitfalls
cross-cutting nature of issues that government organizations :::zboard, click

address. Despite well-intended efforts, these common pitfalls are
a persistent challenge for many organizations. Rather than
addressing all the pitfalls simultaneously, it may be useful for agencies, in
consultation with executive management, to select one to three pitfalls they
would like to address and make a concerted effort over time to strengthen the
organization in that regard. Determining the highest priorities of the organization
depends on what decision-makers deem most critical or the highest-impact
opportunity to advance their missions. Other important considerations may be
the greatest threats or risks to the organization.

Once leadership has selected one to three challenges to prioritize, it can then
review the related best practices described in this handbook. The idea is to
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provide a foundation for strengthening and enhancing current practices, but not

necessarily to prescribe the solution. Each practice should be adapted to fit the

operating environment of the organization, relying on industry knowledge as a
guide. As seen in Figure 1.1, the two most prevalent

Ve E types of recommendations are to modify policies and
The Management strengthen oversight.

Cycle are more

likely to improve Each pitfall has a corresponding best practice. For

outcomes and example, if an organization ex.periences stifled .
perform well employee development, we might recommend that it
during audits. cultivate growth and retention. The goal would be to
move toward a more engaged and developed
workforce. The following infographic shows how each best practice can assist
organizations in avoiding a pitfall and achieving a better outcome.

PITFALL: OUTCOME:

Stifled Employee
Development

Engaged and
Developed
Workforce

BEST PRACTICE:

Cultivate Growth
and Retention

In addition to visualizing the pitfall with “sign-markers”, examples of pitfalls and
best practices are provided throughout the handbook and highlighted with a blue
vertical bar, like the one seen to the left.

Utah’s elected and appointed leaders have a unique perspective on government
pitfalls. Elected leaders are well-informed by a variety of stakeholders and
experts. As representatives of their constituents, they become familiar with the
needs and issues of those they represent. Appointed leaders are directly involved
in advancing their organization’s mission, vision, and values, generating unique
insights into the needs of the people they serve and the organization as a whole.

To tap into this wealth of insight and knowledge, we administered a brief survey
to legislative and executive branch leaders. Our sample for the Utah Legislature
included chairs, co-chairs, and vice chairs for every Appropriations Committee,
Subcommittee, and Interim Committee, as well as majority and minority
leadership. For the executive branch, our sample included the governor, the
governor’s full cabinet, and other key executive leaders. We asked these leaders to
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rank areas according to what type of issues they experience most frequently.
Figure 1.2 shows how legislative and executive leaders ranked issues.

Figure 1.2: Implementation Issues Are the Top Concern of Legislative Leaders. Issues
other than implementation are of greater concern to executive leaders than they are to legislative
leaders. Recognizing differences in perspective and priority across branches may provide
opportunities to enhance collaboration.

21%

Governance
24%

23%

Evaluation
25%

30%

Implementation
25%

25%

Planning
26%

H Legislative Leaders Executive Leaders

Source: OLAG Survey of Legislative and Executive Leaders (2022).

As Figure 1.2 illustrates, the greatest distinction in rankings between the two
branches is implementation, with legislative leaders ranking this type of issue
significantly higher. Executive leaders ranked every other type of issue higher
than legislative leadership did. This suggests there is a high-impact opportunity
for executive leaders to address implementation concerns. By strengthening
implementation practices, the executive and legislative branches can better align
their focus and efforts.

In addition to the survey, we held a focus group with a working group of cabinet
members to solicit their feedback and insights on best practices. They
communicated with us throughout development of this handbook regarding what
would be most relevant and useful to their organizations.

Nearly Half of All Audit Recommendations in the Past Five Years
Address Weaknesses in the Control Environment

Pitfalls loosely fall into one of three areas—informational issues, control
weaknesses, or strategic vulnerabilities. Control weaknesses are addressed in
nearly half of all the recommendations made by OLAG. Control weaknesses
generally deal with issues in implementation, which was the highest-ranked type
of issue in our survey of legislative leaders. Such weaknesses may be common

Office of the Legislative Auditor General 11



because internal controls such as policies, procedures, standards, and oversight
practices are largely individualized to each organization, and must be adjusted
frequently. In other words, these practices should be customized to meet the
needs and goals of the organization, and then shift as the organization’s needs
and goals change. Calibrating the practices to fit this dynamic environment
requires continuous assessment, rework, and collaboration.

Internal controls are tools management uses to carry out an organization’s

strategic plan. Simply put, controls are the policies, procedures, and methods

that are intended to help successfully implement a strategic plan. When controls

break down, the probability of success goes down. Consequently,

it is vital that management evaluate how well the controls are .

working. One function of internal audit is to assess the control Internal controls
environment, highlighting how critical it is for boards and
management to take action on audit findings. When they do not

act swiftly to address compliance concerns, noncompliance may
become more pervasive. Example of Inadequate

Compliance: During a previous audit, A Performance Audit of Public
Education Administrative Costs, 2022, OLAG auditors found that local education
agencies (LEAs) were consistently not complying with rule and statute.
Furthermore, the internal audit function of the Utah State Board of Education
had identified extensive noncompliance prior to the legislative audit, indicating
that management was aware of the issues but failed to take swift action. The
extent of this noncompliance can be seen in the following figure that depicts
noncompliance rates in four programs reviewed by the audit.

are tools
management uses
to carry out the
strategic plan.

Counselor Services School LAND Trust
R277-464

ERROR RATE

I 42%

School Emergency Public Meetings
R277-400 Utah Code 52-4

Source: A Performance Audit of Public Education Administrative Costs, Office of the Legislative Auditor
General (2022); USBE and LEA Internal Control Systems, USBE Internal Audit Report 20-01.

This level of noncompliance makes it difficult for an organization to achieve its
objectives. To effectively guide and direct a system or organization, the governing
body and management needs to exercise their oversight role to assure
compliance.
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Informational Issues Are Increasingly
Emphasized in Our Recommendations

Informational issues arise when data are not collected, used, or presented in ways
that effectively guide decisions. This condition exposes an organization to risks
associated with making decisions based on hunches or tradition rather than on
data and evidence. Figure 1.3 summarizes the kinds of pitfalls OLAG has
observed the past five years and indicates how they have changed over time.

Figure 1.2: Implementation Issues Are the Top Concern of Legislative Leaders.
Issues other than implementation are of greater concern to executive leaders than they are to
legislative leaders. Recognizing differences in perspective and priority across branches may
provide opportunities to enhance collaboration.

100% —eo— Control Weakness
—e— Informational Issues
80% Strategic Vulnerabilities

60%

40%

20%

0%
2017° 2018 2019 2020 2021 2022*

*2017 and 2022 are partial years.
Source: Review of OLAG audiits (2017-2022).

To combat informational issues, OLAG has recommended the development of
several major database projects in recent years. These include the Utah State
Information Management System (public education), the Homeless Management
Information System, and the Information Sharing Environment (criminal
justice).

Strategic Vulnerabilities Are Less
Common but Can Have an Outsized Impact

Strategic vulnerabilities occur when an organization struggles to make and
execute plans effectively to achieve organizational objectives. An objective of the
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public education system is to hire highly qualified teachers and principals, which
has been shown to have a substantial impact on student performance. Example
of Standardzing Principal Preparation: In A Performance Audit of Teacher
and Principal Performance within Utah’s Public Education System, released in
2022, auditors found variation in the preparation of principals. To mitigate this
variance, auditors recommended a tiered licensure program and extended
mentorships to be considered for new principals statewide. By standardizing
principal preparation across the state, high-quality administration could become
more consistent, which would support the primary goal of student growth in the
public education system. More than one-third of school district
recommendations were in the area of strategic vulnerabilities, indicating a high-
impact opportunity for K—12 education.

1.4 Twelve Best Practices

The pitfalls listed in Figure 1.1 are the basis for the 12 best practices discussed in
this handbook. Each best practice is designed to counteract the negative impacts
of one of the common pitfalls. By bolstering practices surrounding common
pitfalls, organizations can increase their effectiveness and efficiency, while also
mitigating risks.The following figure shows the 12 best practices Utah
government organizations can apply to avoid or address common pitfalls.

12 Best Practices of
Government Management

1. Develop and . Assure . Collect and
Refine Strategic Compliance with Protect Data
Plan Policy and

Procedure . Evaluate the
. Establish Condition of the
Standards . Optimize Organization
Resources
. Foster Positive . Communicate
Organizational . Implement and Effectively
Culture Calibrate Policies
and Procedures . Balance and
Evaluate
. Exercise Performance
Oversight Measures

. Cultivatean
Environment of
Growth and
Retention

Plan Implement Evaluate

The handbook follows the Management Cycle, with each phase comprising one
section. The 12 best practices we discuss are contained within one of these three
phases. While the handbook can be read from start to finish, we encourage
leaders to make use of our Best Practices Self-Assessment tool to identify
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the current practices that could most benefit from the information in this
handbook.

1.5 Self-Assessments

We developed a Best Practices Self-Assessment tool to assist
Take the Best

organizations to quickly identify opportunities to improve current

practices. Completion of the assessment generates a custom Practices Self-
report highlighting organizational strengths and weaknesses, with Assessment.
hyperlinks to relevant sections of the handbook. Other agencies

also have developed self-assessment tools, as shown in the following figure.

Organization Description
Office of the State Auditor Fraud Risk Assessment
Utah Division of Finance Internal Control Questionnaires

US Government Accountability Office Federal Financial Reporting
Checklist

Sources: Office of the State Auditor; Utah Division of Finance; US Government Accountability Office.

Our OLAG website offers a suite of online tools and resources to help leaders
and governing bodies increase the reliability of plans, optimize operations and
implementation, and enhance evaluations.

The following three sections of the handbook offer best practices that
organizations can use as a foundation for improvement. Each section of the
handbook aligns with one of the three phases of the Management Cycle—plan,
implement, and evaluate. Each subsection describes a pitfall we identified from
previous audit findings and offers a best practice to guide organizations to
alleviate vulnerabilities and risks.
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Cycle

4

SECTION 2 Summary

Section 2 - Plan

The use of management tools can enhance the
reliability and effectiveness of plans. However, no
plan is perfect, and leaders should build in
feedback loops for their plan so they can quickly
identify what is and is not working and pivot to
increase the likelihood of success.

PITFALL: Missing or Inadequate Strategic Plan

BEST PRACTICE: Develop and Refine a Strategic
Plan. Strategic plans should direct operations and promote
organizational alignment.

PITFALL: Missing or Inadequate Standards

BEST PRACTICE: Establish Standards. The purpose of
standards is to ensure that critical activities occur in a
proper sequence and at sufficient thresholds of quality or
quantity. Standards always should be met.

PITFALL: Toxic Organizational Culture

BEST PRACTICE: Foster Positive Organizational
Culture. At its core, innovation is about gains in efficiency
and effectiveness. Management should encourage
innovation while balancing risk.
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Section 2
PLAN

Introduction

Planning is the first step in the Management
Cycle. Planning provides the structure,
philosophy, long-term vision, strategies and
objectives of an organization. Common
pitfalls in planning include missing or
inadequate strategic plans, missing or
inadequate standards, and toxic
organizational culture. When carefully
crafted plans are implemented, they steer an
o>, organization to achieve its desired results and
"8 g ot function as an essential aid in allocation
Mmpleme decisions. This section outlines how
organizations can avoid common pitfalls by
developing and refining a strategic plan (Subsection 2.1), establishing standards
(Subsection 2.2), and fostering a positive organizational culture (Subsection 2.3).

The
Management
Cycle

W

2.1 Develop and Refine the Strategic Plan

Effective strategic plans

shape the vision of the
organization and direct
actions to provide reasonable
assurance that objectives and
goals are being met.
Developing a strategic plan PITFALL:
can clarify organizational
priorities and define what
the agency seeks to
accomplish. Statewide goals
require inter-organizational
alignment through broad,
cross-cutting plans. Utah’s
Coordinated Action Plan for
Waters3 is a good example of
several departments coming together to undertake an enterprise-scale endeavor.
Though no two plans are alike, each should include a basic set of elements and
should use tools to improve the plan’s reliability. Executive management should

OUTCOME:

Missing or
Inadequate Strategic
Plan

Strategic Plan Directs
the Organization

BEST PRACTICE:

Develop and Refine
Strategic Plan

3 Utah’s Coordinated Action Plan for Water (2022) was developed by the Governor’s
Office of Planning and Budget, the Department of Natural Resources, the Department of
Environmental Quality, and the Department of Agriculture and Food.
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aim to advance efficiency and effectiveness reliably across the organization.
Directors should approach their organizations as complex, dynamic systems, with
interrelated parts. Omission of key elements, use of vague descriptions, and
improper application of tools contribute to ineffective strategic plans.

Ensure Strategic Plans Contain Key Elements That Guide
Operations and Provide Transparency to Stakeholders

This handbook can be used as a resource for organizations to define, develop, and
implement a strategic plan. Effective strategic plans should involve stakeholders,
assess the internal and external environment, and foster
alignment. Stakeholders include customers, employees, external

agencies, local partners, neighboring businesses, government See the GOPB
regulators, and any other parties significantly affected by the gg’gsif’o strategic
strategic plan. The Governor’s Office of Planning and Budget L

(GOPB) issued a Guide to Strategic Planning4 that specifies eight elements that

should be incorporated into strategic plans, as seen in the following figure.

\NNOVATION

Mission Core Values
Statement

8 Elements of a

Vision Statement ST RAT EG I C Goals
PLAN

Annual
Work Plan

Objectives

Performance Strategies
Measures

v
QPPoRTyNITY FOR P

Source: GOPB Guide to Strategic Planning (2022), Governor’s Office of Planning and Budget.

The US Government Accountability Office (GAO) has also developed a resource
to guide agencies in developing essential elements for a strategic plan.s GOPB
states that strategic plans should be significantly refreshed and reviewed at least
every four years.

4 GOPB Guide to Strategic Planning (2022), Governor’s Office of Planning and Budget.
5 Agency Strategic Plan (2020), US Government Accountability Office.
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GAO further recommends,

If there is a significant change in an entity’s process, management
reviews this process in a timely manner after the change to determine
that the control activities are designed and implemented appropriately.

We encourage agencies to revisit their strategic plans often and refer to these
resources when making changes. The following information supplements these
materials and provides a set of tools that can help leaders achieve clarity,
accuracy, and relevance in their strategic plans.

Delivery Models and Performance Metrics Ensure
Strategic Plans Are Clear, Concise, and Measurable

Strategic plans are useful only if they are reviewed often and implemented in
daily activities. Efforts should be made to simplify and visualize strategic plans—
both as a whole and by their individual components. Plans should have sufficient
detail to guide operations, but not so much detail that the plan becomes
unwieldy. Simplification of plans through visualization tools makes review and
refinement easier, and more transparent for stakeholders.

A service delivery model maps out the classic input-process-output-outcome
components of a government program. It supports alignment of priorities and
sets the stage for evaluative activities by giving management greater insight into
operations. It is also used to make management decisions transparent to
stakeholders, such as why resources are allocated a certain way. Service delivery
models also can empower managers and directors to advocate for more resources
or a new allocation strategy. Once the service delivery model is developed,
appropriate standards and controls can be established to ensure the necessary
components are executed at the right time and at the level of excellence needed to
realize goals and objectives. Service delivery models can take many shapes. An
example of a service delivery model that simplifies large or complex functions is
shown in Figure 2.1.
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Figure 2.1: Service Delivery Models Are Used to Visually Depict the Relationships
between Inputs, Outputs, and Outcomes. Once developed, controls can be put in place to
ensure critical steps are taken. These models can be used to add clarity in a concise manner.

i
Control ’IWI

Short-term Intermediate Long-term
Problems Resources o Outputs outcomes outcomes outcomes
e {inputs) —»  Aclyilies — forcustomers | ™| f(customer |—» (through | —» (problems
addressed benefits) customers’ solved)
changes)

b ____J

Related
program logics

| I
Program Structure '\ /" Outcome Structure

[ External Influences (Driving and Restraining Factors) }

Source: Handbook of Practical Program Evaluation (4th Edition).

Creating service delivery models makes assumptions explicit regarding the
relationship between inputs, processes, outputs, and outcomes. This focuses
strategic discussions by allowing managers to pinpoint obstacles in the model.
While organizations can only influence (but not control) outcomes, outcome
metrics should be used to inform refinement of operational activities (see
Subsection 4.4 for more on performance measures). Output metrics are
important for determining whether strategies produce desired outcomes. If
intended outcomes are not being realized despite a well-implemented strategy or
program, it should signal to management that the strategy itself needs to be
adapted. The GOPB Guide to Strategic Planning differentiates between ends and
means. For the purposes of this handbook, ends are synonymous with outcomes,
while means are related to the program structure, or the strategies used to
improve outcomes. GOPB and the Office of the Legislative Fiscal Analyst (LFA)
have provided examples of output and outcome measures that can be used within
a service delivery framework, which we have included in Appendix B of this
handbook. Establishing these measures is further discussed in Subsections 2.2
and 4.1 of this handbook.

Reliable Cost Estimation Enables Effective Cost Allocation

A significant part of planning is for an organization to establish a long-term,
future-oriented vision. When strategic plans lack reliable models of prediction,
they risk not having enough resources to carry out the plan. This can undermine
objectives across the organization as managers make difficult decisions on what
to cut. Because resources will always be scarce to some extent (see Subsection
3.2), the success of planning largely hinges on optimizing strategies for resource
allocation. Having a reliable cost estimation tool or process is essential for
guiding management decisions during the planning phase.
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A reliable cost estimate is the basis for a reasonable budget. Once
developed, the cost estimate can be used to make trade-off ®\ A reliable cost

decisions among cost, schedule, and program requirements. A estimate is the
cost estimate requires well-defined assumptions, sufficient basis for a
comparable data, and well-trained analysts. Example of Need reasonable budget.

for a Reliable Cost Estimate: In our 2021 Performance Audit

of the Division of Services for People with Disabilities (DSPD), we found that the
division had underestimated mandated additional costs of the program. This
resulted in budget shortfalls of over $3 million. To control for this kind of error in
the future, we recommended adjusting ongoing attrition savings or establishing
contingency appropriations internally and with the Legislature. A reliable cost
estimate should account for future estimates of total cost of labor, material, and
other resources needed over the lifespan of the project. Risk analyses also may be
used to anticipate possible contingency funding. The service delivery model
described above can be extended by assigning monetary values to resources
(inputs) and activities. GAO has identified 12 steps® to help organizations develop
a reliable cost estimate.

Development of a Reliable Forecast Is Pivotal for Successful Planning,
Budgeting, and Management. Forecasting extends beyond cost estimates and
can apply to any prediction of future quantity. Forecasting allows decisions to be
based on data, void of personal bias and preference. For example, when
contemplating new policy, forecasts of the consequences or result of the policy
with the current outlook should be considered. Development of a forecasting
model should align with the organization’s risk tolerance. Organizations should
recognize that higher-precision models tend to be less reliable. Choosing smaller
confidence intervals can sometimes lead to optimism that later produces
unexpected results. This can also occur with misspecification, which refers to
omitting a variable that is, in fact, statistically significant. Example of
Monitoring Projections: In the 2020 Performance Audit of the Justice
Reinvestment Initiative (JRI), auditors found that the initial projection of the
future prison population was inaccurate. The original projection used a linear
model that followed population growth. Underlying assumptions that ultimately
proved untrue had led to incorrect estimates. However, as can be seen in Figure
2.2, the Commission on Criminal and Juvenile Justice continued to monitor the
prison population and adapt policy based on the actual population, which was
eventually lower than the projection.

6 Cost Estimating and Assessment Guide: Best Practices for Developing and
Managing Program Costs (2020), US Government Accountability Office.
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Figure 2.2: The Justice Reinvestment Initiative’s Original Projection of the Prison
Population, Compared with the Actual Prison Population, Illustrates How Monitoring
Is Used to Make Adjustments. Forecasts like these are essential for making decisions and
should be adjusted regularly when new data become available.

Pre-JRI Projection Start (2014)
l Baseline = 7,214 9,912

8,208

6,723 I
—

Bl 6,128 - — 7,558

6,912 ———

6,316

5:656 2021 To Date*:
Actual Population (5,656) is 2,552 (-31%) less than
projected without reforms, and 472 (-8%) less than
projected with changes

*2021 is the average through the first 7 months of the year

12 '13 14 '15 16 '17 '18 '19 '20 '21* '22 '23 '24 '25 '26 '27 '28 '29 '30 '31 '3z '33

Projection Without Reforms Projection With Reforms Actual Population

Source: Justice Reinvestment Initiative (JRI) Update Annual Report to the Legislature — November 2021,
Utah Commission on Criminal and Juvenile Justice.

The JRI example highlights how projections need to be monitored and adjusted
using new information as it surfaces. Because reducing the prison population was
a goal of JRI, this information was also used to guide policy decisions intended to
promote the desired outcome. In the JRI example, inaccessibility of treatment
among prisoners, along with lack of treatment oversight, were driving factors for
higher recidivism than had been expected. Though no model is perfectly accurate,
making the assumptions of the forecast model explicit and adjusting the model
with new information enhances its reliability. In addition, it is important to know
the assumptions of the forecast model in the beginning, as this will increase
understanding of what could cause the forecast to change. The Forecast
Conversation Guide is an online tool we developed to help leaders and other
stakeholders better understand assumptions and how to appropriately interpret a
forecast.

Like other parts of a strategic plan, forecasts should be living, and analysts should
revisit their forecasts to check their accuracy. Adjusting models can create
significant impacts on an organization and on the lives of its employees.
Example of the Need to Revisit Prior Forecasts: In 2013, for example,
adjusting a forecast model for the Kennecott copper mine after small earthquakes
may have saved the lives of local miners. Models predicting rock slope failures
typically include the structural geology, groundwater, changing climate, rock
mass, rock strength, maximum stress, and applicable seismic events. Small
earthquakes changed the integrity of the mine, causing a massive rockslide, as
seen in Figure 2.3. Because geotechnical surveyors were aware of the change and
had adjusted their models, mine workers were evacuated before the rockslide,
and no fatalities occurred.
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Figure 2.3: In 2013, Utah Geotechnical Surveyors Were Able to Predict a Rockslide at
the Kennecott Copper Mine. As a result, zero fatalities occurred despite the event.

.

Depositional Area

Source: MDPI Mining.

At a minimum, management should understand the following about forecasting
for strategic planning purposes:

What is being forecast

Cost of forecasting and errors

Forecast time horizon

Process of choosing independent variables
Choosing the model

How to decipher forecast results
Importance of recursion

Likelihood that models may evolve
Existing data limitations

To act appropriately on results of the model, management should avoid two
common biases: anchoring bias and recency bias.

e Anchoring bias relies solely on historical trends, without consideration of
recent or forthcoming changes.

e Recency bias occurs when decision-makers assume that the most recent

trend will continue, ignoring the fact that many economic variables are
cyclical.
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Additionally, planning is not a stagnant process; rather, it evolves as
circumstances evolve. To ensure plans remain relevant, management should
understand core macroeconomic principles and trends, as well as how these
factors may affect the operating environments of their organizations. Things like
unemployment rates, interest rates, labor force participation, gross domestic
product (GDP), and real income

can influence staffing decisions,

payroll rates, supply costs, and '%
other critical areas of operations.

Other organization-specific Labor Force
Participation

metrics, like seasonal workers and
weather trends for the Department
of Agriculture, must be considered. ﬂ

Along with using proper
techniques in modeling, Organization
organizations should budget for

contingencies or unexpected e
shocks that forecasting cannot N\
predict. Forecasting is an evolving Fed Funds

and flexible process that should Fiie
respond to changes in data, society,
and policy. Analysts, when using
scenario-based forecasting techniques, typically present several models. When
budgeting, worst-case scenarios should always be given serious consideration.
When leadership uses, updates, and understands forecasts properly, data-driven
decisions can guide management and promote success in accomplishing
objectives.

Baselines and Benchmarks Help
Organizations Make Consistent Progress

Measures gain greater value when contextualized through comparisons. Baselines
and benchmarks provide valuable context that managers need to set goals and
targets. Without this information, managers must approximate the conditions of
the organization and make guesses about what they will be able to achieve. A
baseline is used to understand the organization’s current status in a particular
function or activity. Before implementing a new program or initiative, it is critical
to establish a baseline using the same measures that will be used to assess the
program’s success. Baselines are typically established after planning, but before
implementation. Data should be collected utilizing the developed measures for
three or more periods prior to implementation. These data are then used to
assess progress, including the rate of change in performance over time. Negative
Example of Not Calculating the Baseline: In the 2013 Performance Audit
of the Department of Workforce Services Work Environment by the Office of the
Legislative Auditor General (OLAG), we described complications in the pay-for-
performance program because the baseline had not been calculated. More
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specifically, a lack of baseline data resulted in budgetary shortfalls, forcing
management to reduce performance incentives. The audit report further noted,

These incentive reductions are detrimental to the morale of high-
performing employees, who receive a reduction in total compensation as
management addresses the budget constraints for the program.

Because a baseline was not properly established, management underestimated
the cost to incentivize workers, and the costs ultimately exceeded the savings.

A benchmark is a point of reference for establishing targets and assessing
performance. Examples include a national average, a standard, or the same
measure from similar organizations or programs. Benchmarks provide important
context and help organizations know what realistically can be achieved.
Benchmarks are sometimes used to plot a course from where the organization is
to where it wants to be. In the 2021 Performance Audit of Social Service
Agencies’ Performance Measures, OLAG discussed the need for “stretch” goals.
These targets should cause the organization to stretch to reach them but not be so
difficult that they are unattainable.

Baselines, benchmarks, and targets should be numeric where possible—for
example a count, a timeframe, a dollar amount, or a percentage. Numeric
measures are useful to assess progress and quickly gauge what is working and
what is not. Example of the Proper Use of Baselines, Benchmarks, and
Targets: For example, Figure 2.4 shows Utah’s smoking rates compared with a
national benchmark. While Utah’s smoking rates are lower than the national
average, trends in the smoking rate over time show a steeper decrease at the
national level than what is seen locally.
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Figure 2.4: Baselines and Benchmarks Are Useful Tools for Gauging Progress toward
Goals. The trend lines below show how Utah’s smoking rates compare against national
benchmarks, as well as Utah'’s target rates over time.
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Source: A Performance Audit of Social Service Agencies’ Performance Measures, Utah Office of the
Legislative Auditor General, 2021.

When paired together, baselines, benchmarks, and targets guide management to
set realistic goals, resulting in meaningful progress. Figure 2.4 indicates that once
Utah’s target was achieved for two consecutive years, it was altered to stretch
toward a new target to lower the smoking rate. As targets are achieved, and new
stretch goals are set, consistent progress can be achieved. Baselines, benchmarks,
and targets are valuable for assessing progress toward long-term goals and
determining why objectives are (or are not) achieved.

Qualitative Information Should Accompany and
Complement Quantitative Data Whenever Possible

A focus on quantity without acknowledging or measuring differences in quality
ultimately undermines measurement systems. Quality refers to the
characteristics or attributes that make a product or service valuable. Without an
intentional consideration of quality, quantitative measures are prone to
distortion and manipulation (see Subsection 4.4). Although quantitative
measures should be used extensively in organizational planning and reporting,
qualitative information should complement and enrich those measures.
Example Illustrating the Importance of Measuring Quality: To highlight
the importance of measuring quality, the following example from our 2016
report, A Performance Audit of the Utah Department of Transportation,
describes what was found in the department’s design, bid, build (DBB) practices.
At the time, the DBB practices at the Utah Department of Transportation (UDOT)
incentivized “budget and speed, but not quality.” Because quality was omitted
from the performance management system, poor-performing contractors
continued to bid on and win contracts. UDOT employees reported added
maintenance and administrative costs due to these poor-quality contractors.
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Reasons for not measuring quality are varied, including:

¢ Difficulty assigning a number to quality

e Burden of collection efforts

e Concern that the measure does not truly capture quality
e Inexperience in creating qualitative measures

Whatever the reason, when quality is disregarded or sidelined, quantity is
disproportionately relied on for making decisions. This can lead to distortions in
workflows and undermine objectives. Example of the Essential Need for
Qualitative Information: For example, in the Performance Audit of the
Workforce Services Work Environment, OLAG auditors found that the
Department of Workforce Services heavily incentivized case determinations (a
quantitative measure) while ignoring important qualitative information. Because
cases were limited, employees ended up competing with one another to “cherry-
pick” others’ cases that were partially finished, while neglecting day-to-day tasks.
This practice allowed employees to take full credit for completing cases while
doing only part of the work. Other examples included employees encouraging
customers to apply for programs for which the employee knew the customers
were not qualified, thereby artificially inflating the employee’s case determination
numbers. Auditors reported that there were no controls in place to prevent
employees adding programs to case files without talking to the customer at all.
These examples indicate that qualitative measures were being omitted from the
performance measurement framework, giving way to distortions and gaming (see
Subsection 4.4). Quality and quantity should go hand in hand to ensure that
objectives are realized.

Proxy Measures Can Be Considered to Make Measurements Simpler
or More Visible. Proxy measures, or measures that are closely related to the
subject of interest, may be useful to roughly capture information in a simpler or
easier way. Proxy measures may also provide a quantitative measure for
something that is difficult to observe. Example of Proper Use of Proxy
Measures: For example, the quality of a product or service can be measured, by
proxy, from the change in the amount of customer complaints. In another
example, UDOT uses “delay time” and “snow removal” measures as proxies for
“mobility.” Because mobility is difficult to measure directly, proxies are used to
gain insight into how well UDOT is improving that outcome. Figure 2.5 shows
these proxy measures.
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Figure 2.5: UDOT's Mobility Performance Measures Are a Good Example of Proxy
Measures. Tracking proxy measures like “delay,” “reliability,” “mode split,” and “snow remova
allows UDOT to gauge progress toward its goal to “optimize mobility.” Proxy measures provide a
quantitative measure of something that is difficult to observe.

III

OPTIMIZE MOBILITY

65%

MOBILITY PERFORMANCE MEASURES

100
80
60
40
20
00— o == 18 —
Deday: Rishabiry Mode Snow
0% = it Romaval:

me 29%

Source: Utah Department of Transportation (2023).

While proxy measures can be a creative way to assess certain important goals,
they should be used with caution, as they can deviate from what is intended to be
measured. Example of Improper Use of a Proxy Measure: For example, as
part of the 2022 Performance Audit of Tax Increment Financing, OLAG auditors
found a mistake in one of the proxy measures. Orem City University Place
Community Development did not require developers to submit an annual jobs
report as a condition of receiving the tax increment financing (TIF) incentive.
Rather, developers only had to meet square footage requirements for office space.
According to the report,

Having the TIF increment tied to square footage rather than to physical
job creation generates a disconnect between project area objectives and
the reason the increment is paid out.

To address this, we recommended that for developers to receive the incentive,
they must tie area plans to the purpose or goal of the city.
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2.2 Establish Standards

A key element in the
planning process is the
establishment of standards.
Standardization is the
process of specifying how to
complete a particular task or

PITFALL: OUTCOME: sequence of tasks. Standards
Missing or Critical Activities ensgre that processes %nd
Inadequate Are Standardized products meet expecte

values of quality or quantity.
With properly established
standards, an organization
can operate smoothly,
establish trust in its field, be
held accountable, and
achieve its objectives.

Standards

BEST PRACTICE:

Establish
Standards

Standards serve as the foundation upon which an organization operates. Whereas
targets are a goal that the organization or program is aiming to achieve,
standards should be the minimum acceptable threshold of quality or quantity.
Thus, management should choose standards that can be consistently achieved.

The purpose of standards is to ensure that critical activities occur according to
the proper sequence and method. The service delivery model described in Figure
2.1 can help identify standards for the processes being mapped. Having
knowledge of what works, and a way to measure or quantify it, is also necessary
to develop effective standards. The Results First Clearinghouse Database” is a
tool developed by Pew Charitable Trusts to guide government entities toward
approaches that have demonstrated success and high impact.

Where research is not reliable and the knowledge base is lacking, design and
testing can be a useful approach to develop a better understanding of what works.
For example, Tennessee’s Office of Evidence and Impact, discussed in Subection
4.2, uses an evidence framework to build its own repository of proven programs
for its state.

Standards need to be rooted in well-known measures of quality or quantity.
Where these exist, organizations should consider building their own knowledge
base through rigorous evaluations similar to what is being done in Tennessee.

Autonomy and Courage to Make Decisions
Are Essential for Successful Operations

Determining when and where to allow for autonomy is one of the most important
policy questions facing directors and managers. Without innovation, the
effectiveness of an organization deteriorates over time. To promote innovation,

7 Results First Clearinghouse Database, updated 2021, Pew Charitable Trusts.
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organizations should push decisions down as low as they can while considering
the risks associated with greater autonomy. The director of UDOT told us that
their management team believes that “The worst decision is the one you do not
make.” Too many layers of approvals can bog down the decision-making process.
It further inhibits innovations as employees’ hands become more tied. For this
reason, the director at the Department of Government Operations (GovOps) told
us they are developing manager training that encourages leaders to empower
their staff with greater decision-making authority. They also plan to provide tools
to assist managers as they exercise that authority. Ultimately, the goal is to make
the approval process less burdensome and to make government more agile and
responsive. The director told us that requiring eight approvals to get something
done is too much. Another department director said they struggle with managers
“punting decisions” to avoid getting blamed for things. This risk-averse approach
can undermine objectives and bog down systems. As discussed in Subsection 2.3,
calculated risks should be taken at every level of the organization. Leaders should
have tolerance of some mistakes when employees are seeking to improve
processes in a measured way within their respective duties.

Example of Professional Discretion as Beneficial: In the 2020
Performance Audit of Information Sharing in the Criminal Justice System,
2020, OLAG described the need for professional discretion:

It is important to note that the concept of professional discretion does
not run counter to the functions of the criminal justice system.

We further recommended that professionals be provided with accurate and
reliable information to guide their judgment and assure accountability for the
choices they make.

Standards should be formed with enough specificity to define roles and
behaviors, measure performance, and assure accountability. Example of
Standards Not Being Rigid Enough: For example, as part of An In-Depth
Follow-Up of 911 Audits and Review of 911 Staffing (2020), auditors found that
“46 percent of Utah’s 911 dispatchers were not in compliance” with medical
dispatcher licensing standards. They further found there was inadequate staffing
for emergency call centers in some locations. Auditors suggested that
management “reconsider and refine minimum standards to ensure the quality of
911 service does not suffer because of inadequate...staffing.”

On the other hand, when standards are too strict, and discretion too limited,
frontline staff may be hindered from doing what is best in a particular situation.
Example of Standards Not Being Adequately Utilized: For example, the
Board of Pardons and Parole uses the Sentencing Guidelines and Structured
Decision-Making (SDM) tools to make release decisions. SDM tools were
implemented to unite the board with a common philosophy, goals, and purposes.
Despite having SDM tools, which were developed to increase fairness and
consistency in release decisions, the board goes with the Sentencing Guidelines
73 percent of the time. By relying heavily on one tool and not the other, the
board’s ability to clarify and advance its paroling philosophy is diminished.
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2.3 Foster Positive Organizational Culture

Each organization has a
unique culture. The culture
of an organization is not only
reflected in the strategic
plan, but is also interwoven
in attitudes, behaviors,
decisions of management, PITFALL:
and thp core values of an et Wisr
organization. As an
organization’s culture is
paramount to its planning
and success, fostering a
positive organizational
culture should be considered
in every decision. Innovation
is the means to keep strategic
plans relevant in a changing world. Without innovation, plans become outdated
and less useful. In our survey of Utah’s top government leaders, the executive
branch ranked lack of innovation as the number one problem related to planning,
and the legislative branch ranked it number two. One reason innovation is so
vital is because it enables organizations to adapt to shifting challenges. For
example, data privacy needs have evolved and become more sophisticated with
the shift to digital records. Failure to innovate in this area exposes organizations
to external threats. When organizations fail to innovate, they assume risk in the
form of declining value, stagnation, and not meeting the needs of the population
they serve.

OUTCOME:

Supportive and

Environment Innovative Culture

BEST PRACTICE:

Foster Positive
Organizational Culture

However, innovation brings change, which also carries risk. GAO advises
agencies to balance risk appetite against risk tolerance. Whenever
possible, it is best to mitigate the risk of change by lowering the . S
stakes. This can be done in several ways. One is small-scale testing Both legislative
of new ideas. Pilot programs, prototypes, and proofs of concept

. . .. branch leaders
are examples of this. Near real-time monitoring enables have indicated
organizations to fail quickly, as timely course correction will avoid that innovation is
sinking resources into unsuccessful ideas. Examples a high priority.
Highlighting the Effects of Innovation: Innovation can also
make processes more efficient and effective. In the 2017 Performance Audit of
Utah’s Monetary Bail System, OLAG auditors observed that forfeitures were
rarely filed, resulting in a low number of recovered funds. The audit suggested
that “the Courts adopt a court date reminder notification system” to address the
issue. Similarly, in 2018, the Utah courts were challenged by an increased
demand to process divorce cases more quickly. To address the backlog, the courts
piloted a triage program to improve processing times. They tested the new
process in two judicial districts. After nearly a year of testing, they found that the
time needed to process divorce cases had decreased by thirty-eight and forty-six

and executive
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days, on average, in those two districts. Based on the success of the pilot
programs, the courts rolled out the practice statewide.

Innovation has been a key focus in Utah policy. To foster more innovation
statewide, recent leadership created the new position of chief innovation officer
(CINO). Since that time, the CINO has developed best practices for innovating in
the public sector and has compiled them into ten guidelines, as seen in Figure

2.6.

Figure 2.6: Utah’s Chief Innovation Officer Developed Ten Guidelines for Innovating
in the Public Sector. These can help government entities innovate while mitigating risks.

Q

Put customers first with a mindset of serving them.

Understand and align efforts with missions, values,
and roles.

permission and a supportive framework to challenge
the status quo, try new ideas and scale successes.

Develop a system of communication to allow the
best innovations to be adopted and employees
recognized.

@Clearly articulate guardrails that give employees

Ensure employees have opportunities and
experiences that help them become agile,
responsive, resourceful, creative, and innovative.

Expect change, and nimbly adapt to it.

Start from a mindset of ‘yes,” and work towards
‘how.”

©
O
10

Expect mistakes. Accept the risk of prudent failure.

Learn and adjust quickly.
Work together as One Utah across agencies and

divisions to create a 'no wrong door’ mindset and
eliminate the ‘it's not my job” mentality.

Use data to identify areas needing improvement.

Adapted from OFFICE OF GOVERNOR SPENCER JCOX CULTURE OF INNOVATION / RECKLESSLY GOOD
DRAFT CHARTER NOVEMBER 2022

Small-scale innovation can also benefit a program or organization. One example
is modernizing the way information gets communicated. When information can
be easily understood, and its value can be leveraged through user interactions, a
small innovation can have an outsized impact. Example of Innovating by
Changing the Way Information Is Communicated: For example, this
graphic illustrates the complexities of the homeless system in Utah. By
interacting with different elements
of the image, the end user can better
understand recidivism, use of
shelters, rehousing efforts, and
other supportive services. Click the
image to view this interactive data
visualization.

By utilizing best practices in
innovation, agencies create a better,
more efficient workspace for
employees and clients. Innovation should be among the first attempts to solve a
challenge faced by any organization. Innovation can often address tight budgets,
strained capacity, a stressed workforce, and other common issues organizations
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face. Only after testing and exhausting other options should organizations
consider increased resources as a solution. Effective planning should consider
how to foster a positive organizational culture, establish appropriate standards,
and develop and refine a strategic plan.
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LEGISLATIVE SECTION 3 Summary

AUDITOR Implement
GENERAL

Section 3 - Implement

Cycle

Once a strategic plan has been developed,
----- management must ensure it is understood and
successfully implemented. Policies and
procedures, oversight, resource decisions, and
training are all important vehicles for
implementing the plan.

PITFALL: Weak Compliance

BEST PRACTICE: Assure Compliance with Policies
and Procedures. Extensive noncompliance undermines
objectives and signals issues with the control environment.

PITFALL: Not Optimizing Resources

BEST PRACTICE: Optimize Resources. Resource
allocation decisions should be grounded in relevant data and
meaningful performance measures.

PITFALL: Inadequate Policies and Procedures

BEST PRACTICE: Implement and Calibrate Policies and
Procedures. Organizations should determine to what extent
policies and procedures had a positive impact on outcomes
and why.

PITFALL: Weak Oversight

BEST PRACTICE: Exercise Oversight. Good oversight
should ensure that objectives are achieved and outcomes
are improved.

PITFALL: Inadequate Training

BEST PRACTICE: Cultivate an Environment of Growth
and Retention. Recruitment and retention are critical
responsibilities of organizational leaders.
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Section 3
IMPLEMENT

Introduction

Implementation occurs by applying and adjusting
ate the steps in the planning stage. Implementation
» goes beyond applying the policies and
procedures outlined in the planning phase
\§/ The ® and includes calibrating and optimizing the
= plan to be efficient and effective. Common
pitfalls identified in various audits include
weak compliance, inefficient use of
resources, missing or inadequate standards,
weak oversight, and inadequate training. To
overcome these pitfalls, organizations should
seek to assure compliance (Subsection 3.1),
optimize resources (Subsection 3.2), implement and
calibrate policy (Subsection 3.3), exercise oversight (Subsection 3.4), and
cultivate an environment of growth and retention (Subsection 3.5).

Management
Cycle

3.1 Assure Compliance with Policy and Procedure

Compliance with policy and
procedure is the most basic
and perhaps most important
element of implementation.
We often find that
organizations have

developed plans but have PITFALL: OUTCOME:
failed to properly implement Persistent or Reasonable Assurance
them. Inadequate policies Widespread Slsierties s

and a lack of oversight are Noncompliance
common issues identified in
our audits. Noncompliance
can result from these
deficiencies. Widespread
noncompliance should signal
to governing boards and
managers that there are issues with either oversight or policies.

Achieved

BEST PRACTICE:

Assure Compliance with
Policy and Procedure

When a plan has not been adequately implemented, it is not possible to properly
evaluate it. In some cases, leaders may conclude the plan did not work, when in
actuality, the plan was never fully implemented. This error can lead management
to discard promising practices, tools, and techniques. It is necessary to fully “test”
the strategic plan before it can be appropriately assessed for strengths and
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weaknesses. Example of Repeated Noncompliance: In the 2019 report, A
Performance Audit of the University of Utah’s Laboratory Safety Practices,
auditors found that the University of Utah’s lab safety system showed repeat
major deficiencies that substantially impacted safety in many of its laboratories
from 2016 to 2017. In fact, 49 percent of research groups reviewed in 2016 still
had an outstanding major deficiency the following year, as seen in the following
figure.

54 Repeat Deficiencies | 56 Deficiencies Corrected

Source: A Performance Audit of the University of Utah’s Laboratory Safety Practices, The Office of the
Legislative Auditor General, 20189.

Some of the same deficiencies found at the University of Utah labs
existed at other universities at the time of serious injury and A university leader
fatality, illustrating the serious nature of the deficiencies. The later stated the

audit explained that poor oversight and coordination were the audit “created real

reasons for these major deficiencies not being resolved. CUETEEDETC
improvements that

It is necessary to track the level of adherence to policies and are making
procedures for key components of the plan. Doing so will enable people’s lives
management to properly assess strategies, which will in turn T
improve operations. In 2014, the Utah Legislature passed a major criminal justice
reform called the Justice Reinvestment Initiative (JRI).8 Example of
Implementation Status Affecting the Evaluation: In the 2020

Performance Audit of the Justice Reinvestiment Initiative, the Office of the
Legislative Auditor General (OLAG) found that one in five major policy
recommendations had been fully implemented, as shown in the following figure.

8 2015, House Bill 348, “Criminal Justice Programs and Amendments.”

40 Best Practice Handbook



https://le.utah.gov/audit/19_06rpt.pdf
https://le.utah.gov/audit/19_06rpt.pdf
https://le.utah.gov/audit/19_06rpt.pdf
https://le.utah.gov/audit/19_06rpt.pdf
https://lag.utleg.gov/olag-doc/2020-08_RPT.pdf

Focus Prison Beds on Serious and Violent Offenders Completed
Ensure Oversight and Accountability Not Implemented
Support Local Corrections Systems Not Implemented
Improve and Expand Reentry/Treatment Services Partly Implemented
Strengthen Probation and Parole Supervision Partly Implemented

Source: A Performance Audit of Information Sharing in the Criminal Justice System, Office of the Legislative
Auditor General, 2020.

New initiatives and strategies, particularly those that span functional and
interagency boundaries, require sustained effort to fully implement. Evaluators
should consider the extent to which any project or initiative can be evaluated
reliably and credibly. Evaluations should be scoped to ensure that the
information obtained, and conclusions drawn, are accurate. Where appropriate,
evaluators should include discussion of implementation status of key
components. In the case of JRI, we recommended that the initiative be fully
implemented by working together at the state and local levels and that
information sharing be improved. In short, before a plan can be evaluated, it
must be fully implemented.

3.2 Optimize Resources

After reasonable assurance
of compliance is achieved,
another function of
implementation is ensuring
that resources are used to
maximize impact.
OUTCOME: Sometimes an organization

Resource Allocation struggles to achieve its

Maximizes Impact objectives because it needs
to reconsider how it is
allocating or leveraging its
resources. In some
situations, additional
resources may be necessary
to achieve the objective.
Resource allocation
decisions should be grounded in relevant data and meaningful performance
measures. Resources are likely to be misallocated when measures misrepresent
the situation.

PITFALL:

Inefficient Use of
Resources

BEST PRACTICE:
Optimize Resources

For example, in the 2018 Performance Audit of the Division of Juvenile Justice
Services, auditors found that Juvenile Justice Services was reporting cost per bed
available, rather than the number of juveniles at the facility. Because facilities are
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rarely at capacity, the true cost of housing and treating one juvenile was
understated. Auditors inferred that this measure was a factor driving increased
operating expenses of nearly $3 million, despite a decreasing juvenile population.
Because total beds did not represent actual needs, some areas received resources
to expand capacity, despite low bed utilization in those same areas. OLAG
recommended changing the measure to reflect utilization when making allocation
decisions. Example of Lack of Oversight: As part of the 2019 Performance
Audit of Tooele County’s Sale of the Utah Motorsports Campus, auditors found
misleading financial reporting, inadequate budgetary oversight, and inadequate
monitoring of capital purchases. One example was utility vehicles that were
purchased for $103,000 but were rarely used and were eventually resold for a
$25,000 loss. We recommended the county adopt adequate internal controls for
budgetary oversight to ensure money is appropriately expended.

A primary responsibility of government leaders is the efficient use of taxpayer
dollars. Optimization is about maximizing the value of resources. This requires
leaders to consider the opportunity costs of their decisions. Optimization is
managing assets in a way that supports the strategic plan. It involves balancing
competing needs to maximize the return on investments.

Organizational budgets may improperly be made by simply adapting the prior
year’s budget and carrying it forward to the current year. While this approach
may approximate the organizational resources needed, it does not emphasize
optimization of funds. It is useful for high-level, what-if analyses, or when a quick
estimate is needed. However, organizations should focus on adding resources
that add value to the customer and subtracting resources that do not add value.
This requires leadership to be forward-thinking and adaptive to change. Resource
allocation decisions should adapt to the changing circumstances of the economy
and focus on the mission and future of the organization rather than being
reactive to short-term shocks. Collaboration between all programs within an
organization is key to optimizing the resources available to the organization.

Choosing how to allocate resources involves a cycle of planning, scheduling,
tracking, and evaluating. Financial indicators provide vital information for
making allocation decisions. The Office of the Legislative Fiscal Analyst (LFA)
has developed the Compendium of Budget Information and Budget
Dashboards to allow administrators to quickly access and drill-down into the
state’s financial data. LFA also maintains a Fiscal Health Dashboard that
includes key financial indicators such as “obligations,” “reserves,” “expenditures,”
and “revenues.” These tools for managing and understanding the state’s

resources are reflected in Figure 3.1.
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Figure 3.1: The Office of the Legislative Fiscal Analyst Uses Budget Dashboards to
Monitor Utah’s Financial Data. Tools such as this one can provide administrators with easily
accessible information to guide decisions.

Budget Area:

. Business, Eco. Dev., Labor
. Executive Appropriations

. Executive Offices & Crim. Just.

. Higher Education

. Infrastructure and Gen. Gov. Children,

Youth, &

. Natural Res., Ag. and Enviroment
. Public Education

Social Services

Housing
and

Integrated Health
$7,148,304,500
22.70%

Health

Operations and

Policy
$828,439,900
2.63%

Long-Term
Services &

Source: State of Utah, 2023 General Session, “Appropriations by Use,” Office of the Legislative Fiscal
Analyst.

Financial indicators are not always useful on their own, but rather are intended
to be compared over time or against alternative options. By positioning financial
information in context, irregularities and opportunities for efficiencies can be
identified. For example, a program expense ratio is determined by dividing
program service expenses by the total expenses. If this ratio is seen increasing
over time, it may alert leadership that a program is becoming less self-sufficient
and may prompt them to investigate why.

For day-to-day operations, utilization of a resource management tool can assist
management with governance and supervision to ensure projects are running
efficiently and within budget. If a tool is utilized properly, management can
understand what resources are available, whether they are operating in budget,
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and whether tasks are being completed by projected deadlines. Common tools
include a weekly spreadsheet updating management on the progress of a program
or assignment. More advanced project management software also exists for
complex projects.

To accurately understand the effectiveness and progress of any program,
standardizing expenses to a uniform chart of accounts is key. Example of the
Need for Uniform Chart of Accounts. As part of the 2022 Performance
Audit of Financial Reporting of Public Education, OLAG found that a
nonuniform chart of accounts made comparison and best practices among local
education agencies (LEAs) difficult due to differences in expense reporting.
Auditors therefore recommended that the Utah State Board of Education provide
more detailed function codes that include specific definitions to reduce differing
LEA interpretation. To guide organizations, accounting codes used for the state’s
Financial Information Network (FINET) system are available on the Utah
Division of Finance website.

Accounting information can increase its value by being comparable. By
formatting expenses uniformly with what is done among other agencies, best
practices in efficiency can be discovered, both internally and externally. The Utah
Division of Finance provides a wealth of information to assist with uniform
accounting and allocation. These tools include a help desk, dashboards,
accounting practices, the FINET data warehouse, an accounting coordinator
team, and an internal control program. Organizations can use these tools for
comparing allocation strategies and costs of similar organizations and programs
throughout the state. Organizations that do these kinds of financial comparisons
are well-positioned to make prudent decisions about resource allocation.

Once financial reporting accounts have been standardized and upheld, leaders
should assess the efficiency and effectiveness of their programs over time (see
Subsection 4.2). A simple way to do this is to compare costs against outputs and
outcomes. For example, the Department of Alcoholic Beverage Services uses an
output measure of bottles sold per hour. Data guides the department’s decision-
making to inform stakeholders and find both external and internal efficiencies in
operation.

3.3 Implement and Calibrate Policies and Procedures

After creating a uniform chart of accounts and comparing financial data with
those of similar organizations and programs, management will need to calibrate
policies and procedures to ensure they are effectively supporting organizational
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objectives. Policies and
procedures are among the
most versatile tools
available to management.
However, they can be a
double-edged sword.

Policies and procedures can AU OUTCOME:
guide, direct, strengthen, Missing or Inadequate B Policies and Procedures
and empower the Policies and Fit Organizational

organization to achieve its Procedures
mission and goals. They
also can stifle, constrain,
obstruct, and harm an
organization in its
accomplishment of
objectives. As discussed in
Subsection 2.1 on developing a strategic plan, service delivery models facilitate
tracking organizational outputs, and then connecting those outputs to the overall
objectives and outcomes. Once management understands what operational
activities are needed to achieve the desired outcomes, the activities should be
crafted into policies and procedures. Sometimes, these are referred to as the
internal controls of the organization.

Objectives

BEST PRACTICE:

Calibrate Policies
and Procedures

Well-defined, clear, and written policies that are regularly reviewed serve as the
backbone of a well-run organization. When policies and procedures are too
vague, or are missing, management and governing bodies cannot effectively
direct the organization. Example of Failed Adherence to Best Practices:
For example, in our 2021 Performance Audit of Healthcare in State Prisons, we
observed that “inappropriate or inadequate medical care was given in 17 percent

of the sampled cases.” Examples included administration of the
wrong medications, unreasonable delays, and failure to follow I .

. oy . « nappropriate or
national guidelines. There were also instances of “dangerously low inadequate
and dangerously high” insulin readings for some diabetic patients. medical care
The reason for these “symptoms” was that the Clinical Services occurred in 17
Bureau (CSB) had not created policies and procedures for percent of sampled
managing inmate health and medical care during disruptions or cases at CSB.

delays to the normal schedule. As a result, we recommended that

CSB create policies and procedures for inmate care. With well-developed and
implemented policies, many of the pitfalls we find in implementation can be
avoided.

In other cases, policies and procedures may be too rigid and restrictive. An
indication of this is when policies and procedures undermine desired outcomes.
In an analysis of “What Works” in government programs, the Pew Charitable
Trusts found eight programs that were shown to negatively impact the intended
outcome.? When adopting outside programs or policies that have proven effective

9 Results First Clearinghouse Database, updated 2021, Pew Charitable Trusts.
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elsewhere, it is necessary to ensure the program or policy is a good fit for the
operating environment it is applied to. One option that organizations may
consider when implementing a policy or program is to have a formal process for
making exceptions, such as a requirement for written justification. However,
situations where exceptions are too common call into question whether the
program has been fully implemented or whether the rule should exist at all.

LFA and the Governor’s Office of Planning and Budget (GOPB) @\
released the Performance and Efficiency Initiatives Report in . Agencies should

December of 2021 as part of House Bill 326 (2021). They describe eliminate outdated
a vision for Utah government that “will streamline outdated bureaucracy to
bureaucracy to focus efforts on...outcomes.” Removing focus efforts on
unnecessary policies and procedures can be as effective as adding outcomes.

new ones. In short, outdated policies and procedures run counter
to efficient and effective operations.

Organizations should regularly review administrative rules of their organizations
to eliminate unnecessary policies and procedures. The Office of Administrative
Rules reported to us that the office is working to simplify the process for
adjusting administrative rules, which we expect will allow organizations to
modify rules more regularly. Because administrative rules have “the effect of law”
and are enforceable, it is important that they are logical, understandable, and
concise.

When reviewing policies, procedures, and standards, management should
determine their continued relevance. They should also be assessed for
effectiveness toward risk and achieving objectives. However, it is necessary to
consider how these will be enforced and how the level of adherence will be
measured. Monitoring systems and practices can enable managers to see what is
occurring inside the organization. For example, in the case of the real-time water
monitoring system used in Emery County, monitoring agricultural water use
reduced the need for salt load to the Colorado River and the need of additional
pesticides and herbicides. Policies and procedures that are costly to enforce and
have little to do with mission-critical activities should be closely examined. If it is
determined that their contribution is minimal, they should be rescinded. Overly
bureaucratic environments bog down systems and tie the hands of employees,
discouraging creative solutions and meaningful impact.

Obsolete or burdensome policies should be considered for removal.
The governor signed an executive order in December 2021 that directed agencies
to continually review existing administrative rules and implement a new process
for careful consideration and assessment of new rules. Specifically, it ordered
agency heads or designees to:

1. Repeal rules that are no longer necessary.

2. Amend rules that create unnecessary burdens or regulations for any
individual or entity.

46 Best Practice Handbook




3. Amend rules that are inconsistent with the current edition of the Office of
Administrative Rules’ Rulewriting Manual for Utah.

Efficiencies are found not only by adapting new innovations and technologies,
but also by removing old policies and requirements that are now obsolete.
Getting rid of policies, however, often can be met with challenges. For example,
legal barriers, individuals averse to change, or benefactors of the status quo may
try to prevent outdated or unused policies from changing. The following
strategies can help combat resistance to removing obsolete policies.

e Sunset requirements — Sunsets require legislators to review newly enacted
policies to measure if they are still needed. If the policy or program is not
reenacted at the time of sunset, it ends.

e Sunset commissions — A working committee of legislators or agency
leadership works to find and decommission obsolete policies.

e Agency review — Many policies were not enacted by a legislative body, but
by former agency leadership. An internal group can determine which
policies and procedures are still helpful to meet desired outcomes.

Capacity constraints are an ongoing concern in government, as organizations are
expected to do more with less. By simplifying rules, organizations can augment
their capacity and prioritize tasks that move objectives forward. Simplifying rules
further makes communication of applicable policy easier.

Many policies and procedures add unnecessary burden and do not serve the
organization in advancing its mission. We encourage organizations to work
internally to identify and eliminate these rules. We also encourage organizations
to work with external stakeholders, including the GOPB, LFA, and OLAG when
necessary, to facilitate changes to Administrative Rule and Utah Code where
warranted.

3.4 Exercise Oversight

A key component to assure proper implementation is oversight. Lack of oversight
is a common failure often identified during our audit process.

Office of the Legislative Auditor General 47



Example of a Lack of
Oversight: In our 2018
Performance Audit of Utah’s
Temporary Assistance for
Needy Families Program, we
cite a lack of essential

oversight for contract PITFALL: OUTCOME:
elements. Contracts totaled Weak Oversight or Robust Audit and
nearly $46 million in 2017, Audit Functions Monitoring

but some contracts were not
assessed using the expected
outcome metrics. As a result,
program effectiveness was
difficult to monitor and
assess. While outputs were
often tracked, the audit
report notes:

Functions

BEST PRACTICE:
Exercise Oversight

Activities do not prove progress toward achieving desired outcomes,
because a program may have a lot of activity without making
substantive progress.

Good oversight should ensure that objectives are achieved and outcomes are
improved. When assessing contracts, outcomes are a critical measure, because
resource allocation and contract award determinations should hinge on
contractors’ ability to fulfill the purposes of the program.

Oversight is a process for ensuring that organizational objectives are met through
the implementation of policies, procedures, and standards. The accountability
framework and reporting lines are central to oversight. Management establishes
these reporting lines and the organizational structure, while governing boards
assess and provide feedback on the design of management.
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When oversight occurs at the governance level of an organization, board
members should review management’s design, implementation, and operation of
the internal control system. Internal controls exist to ensure that operations align
with the strategic plan. When the governing board is doing the oversight, the
process should consist of five elements identified by the US Government
Accountability Office, as outlined in the following figure.

1 Control Environment 2 Risk Assessment

Establish integrity and ethical values, establish Oversee management’s assessment of risks to the
oversight structure, develop expectations of achievement of objectives, including the potential
competence, and maintain accountability to all impact of significant changes, fraud, and
members of the oversight body and key stakeholders. management override of internal control.

3 Control Activities 4 Information & Communication
Provide oversight to management in the Analyze and discuss information relating to the
development and performance of control activities. entity’s achievement of objectives.

5 Monitoring

Scrutinize the nature and scope of management’s
monitoring activities as well as management’s
evaluation and remediation of identified
deficiencies.

Source: The Standards for Internal Control in the Federal Government, US Government Accountability Office
(2014).

Oversight also can be used in a broader sense to refer to any individual inside an
organization tasked with authority and discretion. When those in authority

delegate responsibility to other key roles throughout the organizational structure,
ownership is always retained by the organization’s higher levels.

Improved decision-making in an organization leads to better outcomes. One
standard that is often difficult to understand for new employees—and for those
who are new to leadership positions—is decision rights. Decision rights are the
empowerment to make a decision without authorization from a superior.
Management should determine what decisions need to be made by employees
and what tools or resources are necessary to assist employees in making those
decisions. Ambiguity in decision rights creates an environment where decisions
are delayed, which can cause frustration and failure to perform essential
functions.

To ensure an organization has clear lines of responsibility, decision rights should
be clearly defined in writing and communicated to staff. Written decision rights
should include who is responsible for decisions, expected outcomes, specific
decisions that require consultation or approval, and an indication of who needs to
be informed of outcomes. An organization runs best when strong, transparent
decision lines are drawn and when employees know what they are accountable
for and whom they are accountable to. If any vagueness in decision rights exists,
employees should take the time to understand decision rights and discuss them
with direct management prior to making decisions. Empowering employees to
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know decision rights and holding them accountable can create a workplace of
greater agility and responsiveness, while at the same time lightening the burden
of management.

3.5 Cultivate an Environment of Growth and Retention

Organizational culture
weaves its way through
attitudes, behaviors,
decisions, and core values of
an organization. Because
culture is central to every
OUTCOME: organization, it has a
significant influence on
implementation. It is
therefore critical that
management and staff focus
on creating a culture of
growth and retention.
Government agencies rely
heavily on human capital to
carry out their services. With
rare exception, employee compensation makes up the vast majority of agencies’
operating budgets. Consequently, every director and manager should see effective
human resource management as a crucial factor to the overall success of the
organization. Human resource management primarily consists of employing,
compensating, and training employees.

PITFALL:

Stifled Employee
Development

Engaged and
Developed
Workforce

BEST PRACTICE:

Cultivate Growth
and Retention

Recruitment and Retention Underpin
The Success of Every Organization

Cultivating a positive culture begins with establishing a healthy pipeline through
recruitment efforts. It then continues by establishing the supports necessary to
retain a talented workforce. Example of a Lack of Retention: In OLAG’s
2021 report, A Performance Audit of
Teacher Retention within Utah’s
Public Education System, we
reference a study that estimated the
cost to replace each teacher who
leaves exceeds $20,000. We found
that in the first five years of the 2016
cohort of teachers, 43 percent exited
the field, suggesting a substantial loss
of the state’s investment in its
educators.
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Unsuccessful recruitment and retention amplify the challenges to carrying out
the goals and objectives set in the strategic plan. In some cases, extensive
vacancies have undermined operations. While competitive pay can influence
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recruitment and retention, other factors also play an important role in attracting
and retaining talent. For instance, in the teacher retention example above, we
found that for teachers who remained in the field, workload and stress were more
important than pay.

Turnover rates vary drastically by department. Some departments, such as the
Department of Alcoholic Beverage Services, have high turnover rates, while
others, such as the Department of Insurance, have low turnover rates.
Recruitment and retention plans should be tailored specifically to the
organization and incorporated into the strategic plan during the planning phase.
The following provides guidance on ways to recruit and retain talent aside from
compensation, which is discussed later in the subsection.

Employee Recognition Can Increase Morale, Motivation, and
Performance. Another important factor found in the survey of Utah’s teachers
was recognition for work well done. Symbolic awards—like certificates,
congratulatory cards, notes of appreciation, and public recognition—have been
shown to increase morale, motivation, and performance. This is especially true in
fields of public service, like social and healthcare work, where employees are
motivated by the positive impact they have on others. When recognizing the
contributions of employees, factors like senior management’s presentation of the
recognition, the timing of the award, and making the award public should be
considered.

Successful Recruitment Strategies Vary by Industry and Occupation.
Hiring the right people with the necessary skillsets is important to the success of
any organization. The selection criteria for candidates and resources available
will drive most decisions regarding how to engage potential hires. The following
figure provides guidance on matching recruitment strategy to the needs of the
organization.

Professional

Campus Websites/Social

» Organization and : Referrals
Recruitin . Medi
SERLIENE Associations edia
( TR ()
Advantages: Advantages: Advantages: Advantages:
e Growth  Industry specific ¢ Inexpensive  Higher quality
potential « Networking o Quick candidates
* Lots of talent - / » Can be targeted * Retention may
~— be better
Disadvantages: ~—

(o
Disadvantages:

¢ Time consuming
* Not appropriate
for all positions

~——

¢ May require fee
* May be time-
consuming

~——

TR
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e Possibly too
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e Could be too

broad
—

Source: Human Resource Management, University of Minnesota (2016).
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The Division of Human Resource Management, in Administrative Rule, offers
alternative strategies to filling vacancies. Agencies should utilize as many avenues
as necessary to ensure effective recruitment.

Employee Retention Amplifies Organizational Investment. Generally
speaking, turnover adversely affects an organization. One study found that 43
percent of employees named organizational culture as the main reason for
searching for a new job. While some turnover is normal, high turnover rates can
increase costs, damage morale, and harm productivity. Voluntary turnover can
occur for a variety of reasons, including a poor match between the job and skills
of an employee, lack of growth, internal pay equity, management, and assigned
workload. In some cases, turnover may simply be the result of a strong economy
or competitive labor market. Identifying the causes of high turnover is a
necessary first step to improved retention moving forward. To reduce turnover
issues, organizations should utilize and commit to a retention plan.

Financial Compensation Is One of Several Factors
Impacting Employee Recruitment and Retention

Although pay is not the top reason for employee turnover, 19 percent of
employees leaving their job reported compensation as the top reason. While
funding largely shapes what a government organization can offer its employees,
knowing what employees are able to make elsewhere can inform allocation
decisions with the funds that have been apportioned. State employers may adjust
salary using a market comparability adjustment to a job’s salary range. This is
based on salary data and other relevant information for similar jobs in the market
through an annual compensation benchmark survey or other sources. Although
many compensation policies are outside the direct control of management,
leadership should have a good pulse on market conditions to advocate for fair
employee pay.

To aide in determining compensation, Utah’s Department of Workforce Services
publishes a wealth of economic information including wages by region,
occupation, rankings, and projections of the job market. Wages are shown for
inexperienced workers and median earnings. A sample of “five-star” jobs
statewide, which are projected to be high in demand and wage, is shown in the
following figure.
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Inexperienced Median

Occupation Title Education Wage Wage
Accountants and Auditors Bachelor’s $18.37 $30.82
Computer Network Architects  Bachelor's $34.16 $48.63
Computer Programmers Bachelor’s $26.93 $45.30
Database Administrators Bachelor’s $26.02 $45.66
Financial Analysts Bachelor’s $26.06 $29.28
Human Resources Specialists  Bachelor’s $17.77 $28.05
Lawyers Doctoral $32.83 $50.05
Sales Representative High School $15.67 $27.50
Web Developer Associate’s $14.59 $28.62

Source: Wage and Occupational Openings Data, Department of Workforce Services (2022).

Compensation is sometimes an issue identified in our audits. Examples of the
Need for Competitive Compensation: As part of the 2017 Performance
Audit of the Sex Offender Treatment Program, auditors noted difficulty in both
the hiring and retention of psychologists in the program. We recommended
partnering with the Division of Human Resource Management (DHRM) to
determine competitive pay to retain and hire psychologists. There was a similar
finding related to Adult Probation and Parole agents, resulting in additional
funding allocated for payroll increases in the 2022 General Session. When
considering compensation, among other considerations, thought should be given
to competitors’ wages, internal equity, the level of talent needed for the role, and
room for growth.

General funding for compensation is often restricted by the budget constraints of
available funding. However, in addition to recruitment and retention plans,
DHRM offers guidance for monetary bonuses for both recruitment and retention.
The following are appropriate reasons, according to DHRM, to award bonuses
and monetary incentives:

e Recruitment or Signing Bonus — Management may award a bonus to a qualified
job candidate to incentivize the candidate to work for the state.

e Retention Bonus — Management may award a bonus to an employee who has
unusually high or unique qualifications that are essential for the agency to retain.

These bonuses can help attract and retain talent in some situations. If
management has the funds to provide these, it should do so in a targeted way that
rewards high-performing employees. However, funding must still come from
traditional sources.

Training Should Enhance Employees’ Ability to Increase Efficiency
And Effectiveness in Carrying Out Their Respective Duties

A lack of training and experience can contribute to poor implementation. An
environment of growth cannot be created if employees are not given
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opportunities to obtain the necessary skills. In 2010, OLAG recommended that
all managers participate in training through DHRM. However, in the 2021 In-
Depth Follow-Up of the State’s Career Service System, auditors found that
“Manager training has not substantially increased since 2010.” In fact, the audit
reported that two out of three managers do not receive management training
from DHRM. Management training is a mechanism to improve employee
performance and resolve disciplinary issues. Our survey of executive leaders
identified that training is also a concern for some members of executive senior
management. One leader said their most pressing need was “Opportunities for
leadership training.” Even so, only one in six employees had an active
performance plan in the Utah Performance Management system. In the 2021
audit, we reiterated the 2010 recommendation that all new and current managers
attend management training courses, and we encouraged similar training for
supervisors and above. GOPB and LFA have made increased management
training one of their initiatives.

An organization where employees lack proper training can result in less
productivity, employee dissatisfaction, and poor relationships between
employees and managers. Effective training can improve an individual’s
capability, capacity, productivity, and performance. A study performed by the
American Society for Training and Development found that 41 percent of
employees at companies with poor training planned to leave within the year,
indicating that training also affects retention.

Training opportunities should start with orientation and be complemented by in-
house training, external training, and a mentoring program. A mentor is a “a
trusted, experienced advisor who has direct investment in the development of an
employee.” Mentors do not necessarily need to be part of a management team; in
fact, it is often beneficial for management to choose mentors who are experienced
staff.

Mentorship programs have been utilized as part of the onboarding process for
new teachers in public education. From the recent Utah Educator Engagement
Survey, 80 percent of early career educators in Utah believe that mentoring has a
positive impact on their instructional practice and on their acclimation to the
profession. The program also allows teachers to stay engaged with students while
giving them an opportunity to advance their career.

Training is often recommended as a solution when internal irregularities are
found in audits. Example of Training as a Solution: For example, as part of
the 2020 Performance Audit of the Office of State Debt Collection, auditors
found inequality in settlement practices. As a result, they recommended
additional training to establish more consistent debt settlement practices.
Although selecting the proper candidate begins with the recruitment and hiring
process, management may establish programs for training and staff development
that are agency specific or designed for highly specialized or technical jobs and
tasks. Training can be used to expand the capacity of the organization’s existing
workforce. Training may also ensure uniformity in an organization’s application
of standards and can make an organization more effective in reaching its goals.
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Effective implementation should consider how to assure compliance, optimize
resources, calibrate policies and procedures, exercise oversight, and cultivate an
environment of growth and retention.
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LEGISLATIVE SECTION 4 Summary

AUDITOR Evaluate
GENERAL

Section 4 - Evaluate

Cycle

Organizational leaders should evaluate the extent
---- to which they are effective in reaching goals. It is
important to document successes as well as
failures. Understanding why a strategy is or is not
working can enable organizations to intervene
and resolve the root cause of an issue.

PITFALL: Missing Key Information

BEST PRACTICE: Collect and Protect Data. Balancing
transparency, data sharing, and data protection should be
----- done in a way that allows insight while keeping sensitive
data private.

PITFALL: Uninformed Decisions

BEST PRACTICE: Evaluate the Condition of the
Organization. Managers and staff should study, analyze,
and research topics that advance the objectives of the
organization.

PITFALL: Missing or Ineffective Communication

BEST PRACTICE: Communicate Effectively.
Information shared should be designed for the target
audience. Organizations should create visualizations for their
information and allow user interactions such as dashboards
where appropriate.

PITFALL: Missing or Inadequate Performance Metrics

BEST PRACTICE: Balance and Evaluate Performance
Measures. Performance measures should be assessed
individually and collectively. A balanced set of performance
measures should be used to avoid distortions in perspective.
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Section 4
EVALUATE

Introduction

Evaluation is the final phase of the Management
Cycle, but it is not the final step of the process.
Evaluation should lead an organization to

xe
..}éo’ recalibrate processes, goals, and objectives to

Py better advance its overarching mission,
\§'s/ The ® vision, and values. Evaluations should
Management - inform revisions and rewrites of the

Cycle strategic plan. They can also guide the

mentoring of staff, as evaluations identify
programs and activities in need of

o) improvement. Common pitfalls frequently
ko] Impl ement encountered in the evaluation phase include

missing key information (Subsection 4.1),
uninformed decisions (Subsection 4.2), missing
or ineffective communication (Subsection 4.3), and missing or inadequate
performance measures (Subsection 4.4). Rigorous, ongoing evaluations are
essential for continuous improvement.

4.1 Collect and Protect Data

Evaluation begins with
gaining an understanding of
what the organization is
currently achieving and what
benchmarks it hopes to
achieve. This cannot be done
without first uniformly PITFALL:
collecting and protecting
data.

OUTCOME:

Relevant and
Accurate
Information

Missing Key
Information

BEST PRACTICE:

Collect and
Protect Data
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Example of Inconsistent Data Reporting: During the 2022 Performance
Audit of Financial Reporting in Public Education, auditors found substantial
inconsistent reporting among local education agencies (LEAs). As a result,
efficiencies among LEAs were difficult to determine. The following figure
illustrates how the LEAs’ comparison data were essentially unusable.

Instruction

Instruction
Curriculum
Assessment

Instruction

Teacher Roles

Our audit report recommended that the Utah State Board of Education ensure
that financial data integrity issues be resolved through clarification in its Chart of
Accounts and through better compliance and monitoring.

Reliable and comparable financial data are critical to decision-making.
Processing and using data, despite significant data integrity issues, can aggravate
problems by driving incorrect decisions. This creates a scenario where the burden
of data collection continues, but the organization is better served, in some
circumstances, by not using the data or using it in limited ways. In these
situations, either data integrity issues should be resolved, or data collection
efforts should stop, as the value of the data does not justify the burden of
collection. The following are some approaches organizations can consider for
improving data integrity:

Adopt national data standards.

Establish clear procedures for data collection and entry.
Use validation rules to prevent mis-entry.

Use software applications to minimize formatting errors.
Perform ongoing data audits.

Management should review datasets for unexplained outliers and trends that may
indicate the presence of integrity issues. Entries of expenses and

codes should follow a standard classification guide and checked The collection and
for misclassification. A significant number of blank entries for use of data affect

required fields is another red flag. To aide in identifying integrity every facet of an
organization.
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issues, tests for common issues like spurious correlation or misinterpretation of
variables can be conducted.

Good data collection affects every other facet of an organization by providing a
foundation for data-driven decisions. It allows an organization to understand
why past events occurred and gain insights into the future. Data collection should
support an ongoing system of inquiry that allows managers to get answers to
important organizational questions. As discussed in Subsection 2.1, a service
delivery model can set the stage for this system of inquiry. Management should
determine what data are necessary to answer their questions and then determine
if the data they need is already being collected. Whenever possible, existing data
resources should be utilized to reduce adding additional costs and burdens of
collection. Common state resources can be found in Appendix C of this
handbook.

If the necessary data is not already being collected, management should build in
processes of measurement, collection, and record transfer to ensure the data is
high-quality. Examples of primary data collection include:

e Surveys

Transactional tracking
Observation

Online tracking

Forms

Social medial monitoring

Whether collecting data or using data that have already been collected, data
integrity should be a primary consideration so that error-riddled information is
not used to make decisions. Data integrity issues that should be addressed
include missing data, misconduct, unintended human error, errors when
transferring data, and different interpretations of the same concept when
entering data.

Data Sharing Creates Organizational Efficiency and
Insight, but Data Security Is Also a Top Priority

Evaluation comes at a cost of employee resources and time. Frequently, internal
evaluation follows a formal process (see Subsection 4.2) to yield new insights
and meaningful performance measures. However, this cost is reduced, and in
some cases eliminated, when organizations share their data with one another.
Partnering with other organizations and their staff often can yield new insights
for both the receiving and sharing organization. Making data available to others
creates an additional incentive for research integrity in analysis and collection.
Partnership in research can reduce costs while providing insights that cannot be
obtained with only one agency’s data. Example of Inconsistent Data
Formatting: In 2020, as part of A Performance Audit of the Justice
Reinvestment Initiative, auditors encountered difficulty in obtaining inmate data
due to formatting issues. Such data would help assess the effectiveness of the
Justice Reinvestment Initiative and other treatment programs. Because data
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uniformity was lacking, the state risked allocating funding to treatment programs
that were ineffective.

Sharing data increases its use, which further augments the value of the data.
Because data collection comes with a cost, organizations should seek to maximize
its value. Additional security precautions should be taken when sensitive data,
like health records, are stored or shared. The following figure offers
considerations that can inform the development of appropriate security
measures.

Sensitive data that could subject the entity to
5 significant harm

Regulated data that could damage the subject’s
reputation

e Unpublished non-sensitive data

G Publicly available and unrestricted data

Source: Adapted from Harvard University Information Security.

While the security level assigned to the data will dictate the exact handling
principles and practices necessary, some general best practices for data security
include:

De-identifying sensitive or identifiable information

Establishing guidelines for use

Ensuring that staff members are adequately trained

Separating user accounts

Implementing access controls, which limits data resources to authorized
users

Regularly scanning computers for spyware

Using and maintaining antivirus software and firewalls

Password protecting and encrypting data

Proper disposing of sensitive information

For example, the Utah Data Research Center, a multiagency research institution
housed at the Utah System of Higher Education, shares data with requestors that
may include public education, higher education, and workforce information.
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However, the center uses proxy IDs to replace identifiers like social security
numbers, student IDs, full names, and dates of birth. Additionally, if a group has
fewer than ten individuals (for example, a race group), data for these individuals
are hidden in the data set.

Data Collection Should Adhere to Law and
Exclude Personally Identifiable Information When Possible

A government organization that collects personal information on individuals is
responsible to protect that information in accordance with privacy laws and
regulations. However, fears of misappropriately handling data should not deter
organizations from collecting and sharing needed information. Rather,
management should work with stakeholders and experts to collect and secure the
necessary data. Government is responsible for the safekeeping and protection of
information. Afterward, sharing data with relevant stakeholders can and should
exist in harmony with data privacy laws. Prior to processing, storing, managing,
or analyzing data, it is necessary to ensure the data are ethically and legally
sourced. For example, education data are subject to the Family Educational
Rights and Privacy Act (FERPA), the Student Data Protection Act, and the
Student Privacy Act, which provide guidance for safeguarding sensitive student
information. Health records are subject to rules of the Health Insurance
Portability and Accountability Act (HIPAA), which protect the privacy of health
information of individuals. Personally identifiable information is important to
exclude, especially when studying small samples or vulnerable groups. Some
common data privacy laws that leadership should be aware of include the Fair
Credit Reporting Act, FERPA, Electronic Communication Privacy Act, Children’s
Online Privacy and Protection Rule, HIPAA, the Code of Federal Regulations 42,
and the rules established by the Federal Trade Commission Act.

Unless a grant or program requires the use of personally identifiable information,
data should be de-identified, meaning the information cannot be linked back to
an individual or individual device. This applies to individual data points and
aggregate data. Extra precaution should be taken when multiple databases are
joined, which can add information linking to the same personal record. Data that
are considered to be sensitive include social security numbers, biometric
information, physical health, mental health, genetic information, and
information of minors.

Organizations should strive to understand what information is protected, not
only to restrict what can be shared, but also to encourage data sharing when
appropriate. Example of Siloed Data Storage: For example, as part of the
2020 Performance Audit of Information Sharing in the Criminal Justice System,
auditors found that because of siloed data practices, criminal justice personnel,
policymakers, and administrators were not always getting timely information to
do their work properly. Siloed data limited agencies from getting the information
they needed to make critical decisions. To remediate the issue, auditors
recommended the establishment of an Information Sharing Environment (ISE)
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to ease the access of data when legally appropriate, as seen in the following

infographic.
DATA SILOS AN INFORMATION
interfere with timely, accurate, and SHARING ENVIRONMENT
reliable sharing of information. Would give agencies the timely,
accurate, and reliable information
they need.
i
o0 i
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Disparate, decentralized information systems

make information exchanges complex, limiting

agencies' abilities to get the information they
need when they need it

securely reside with the originating agency.

Source: A Performance Audit of Information Sharing in the Criminal Justice System, Office of the Legislative
Auditor General (2020).

Data Storage Should Be Guided by the Intended Use

When accessing information is too cumbersome or difficult, evaluations may be
stifled. Consequently, management and information professionals should aim to
streamline the process for getting the necessary data to do evaluations. They do
this by removing barriers that stand in the way of evaluators. For example, data
storage should follow the directives of a data use agreement, also known as a
memorandum of understanding (MOU). An MOU is a contract that details the
requirements for confidentiality, nondisclosure, data sharing, data transfer, and
storage. Some MOUs require data to be stored, while others require data to be
disposed. Raw data should be accessible only to parties that will be directly
working with or reviewing the results of data products. When the rules
surrounding access and use of data are unclear, or the process is too slow and
cumbersome, evaluation studies are hindered. By establishing clear rules and
guidance, management encourages the evidence-building process, which in turn
enhances evaluation, decisions, and operations.

Data preservation involves ensuring that data are actively stewarded, managed,
and migrated as formats change over time. This typically involves storing data in
a repository and converting the data into a sustainable format. A top priority for
every organization should be establishing transparent and secure practices for
sharing and storing data. Organizations should strive to balance data privacy with
data sharing to maximize its usefulness, while ensuring that sensitive data are
safeguarded.
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4.2 Evaluate the Condition of the Organization

Sometimes the pitfalls in an
organization are unknown to
management. Evaluations
should be used to inform
management of the condition
of the organization. Not only

OUTCOME: does management need to
Rigorous Evidence know the extent to which

and Analysis they were (or were not)
successful in achieving
objectives, they need to know
why. A mistake managers
may make is to conclude that
their plan was not effective,
when in actuality, the plan
was never fully implemented.

PITFALL:

Uninformed
Decisions

BEST PRACTICE:

Evaluate the Condition
of the Organization

Understanding the causes for success or a lack of success is what enables
organizations to meaningfully and intentionally improve. When organizations do
not understand why they are getting the results that they are, they may still
accurately identify issues but will not be able to effectively address them.
Example of Untracked Data: For example, as part of the 2019 Performance
Audit of the Waste Tire Recycling Fund, auditors found that the Division of
Waste Management and Radiation Control was not aware of the issues with
existing waste tire piles because the data were not being tracked. The lack of
knowledge surrounding the condition of waste tires led to management being
reactive, relying on local entities to request assistance when needed. Tire waste
adversely affects not only the environment but also the health of individuals.
Auditors therefore recommended that “the Division of Waste Management and
Radiation Control maintain an up-to-date list to track the presence of waste tire
piles statewide.” Maintaining a pulse on the condition of an organization can
often be the catalyst for successfully achieving objectives.

The first consideration of an evaluation effort should be the level of compliance
with policies, procedures, and strategic plans. To determine whether efforts were
successful in achieving objectives, management needs to know if noncompliance
was a contributing factor. Noncompliance can lead management to discard
valuable practices, tools, and techniques. To overcome this pitfall, managers
should monitor compliance and request the support of internal audit, where
appropriate. Internal audit offices should be able to provide some, if not all, of
the information related to compliance. This is one reason we recommend that
internal audit directors report directly to executive management.
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Organizations Should Assess the Extent to Which Objectives
Are Achieved, Then Optimize Processes to Minimize Waste

Once the level of compliance has been determined, management should seek to
understand the extent to which the organization was effective and efficient in
achieving objectives. Effectiveness refers to whether objectives were achieved,
while efficiency is measured by getting the most from the available resources. The
goal should be to assure that objectives are accomplished, and then processes
should be optimized to minimize waste. Rigorous analysis and evaluations are an
essential part of knowing what works, what does not work, and what to change.
There is a wealth of information on enhancing evidence-building practices; this
handbook touches on only a few key principles and practices. Organizations may
want to expand on what is presented here to maximize the value of their research.

Organizations Should Use Rigorous Evidence and Evaluations to
Support Strategic and Design Decisions. When designing a program or
strategic plan, managers should look to reports and other similar programs to
uncover research and evidence that already exist and could guide the design.
Stakeholders should also contribute to the design by articulating their needs and
experience. However, rigorous evidence and evaluations to support the design of
programs and strategies of the organization do not always exist. In these cases,
the organization needs to develop a process for building the needed evidence to
inform decisions and increase the likelihood that objectives will be achieved.

When managers and staff take on the role of evaluator, a formal research process
can guide inexperienced personnel in producing evidence that is reliable and
sound. Experienced staff should oversee this process to ensure that the quality of
research is sufficient to be used for making decisions. Not only will this improve
decisions made and actions taken, it also will increase buy-in of stakeholders as
they better understand the rigor that is informing choices.

For evaluations to be reliable, they need to be objective. Adhering to a standard
process prevents evaluations and research from deviating to questionable
practices or untrustworthy sources. Generally, research follows a process of
defining the issue, doing a literature review, collecting and analyzing data,
verifying conclusions, communicating findings, and publishing the results, as
shown in the following figure.
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Source: Adapted from National Academies of Sciences, 2022.

An ethical evaluation environment promotes truth, fosters collaboration, is
accountable to the public, and builds trust with clients and the community.
Creating a culture where integrity is the norm should be reflected in everyday
work and should be formalized through written organizational policy. Methods
should be transparent, rigorously documented, validated, and reviewed. Although
research topics may vary widely, a framework for how research is conducted
should be established, monitored, and followed within an organization.

Research begins by clearly defining and understanding purpose. Common
misunderstandings can be avoided with a clearly specified research objective.
Reviewing prior research is often sufficient to answer research questions without
additional work. This process can be streamlined through collaboration with
subject matter experts, who can quickly point research staff to relevant and
credible bodies of work. When a literature review is complete, staff should
determine whether the research question has been answered. If additional work
is necessary, research staff should take additional steps as needed to properly
design programs and inform strategies.

Changes to Strategic Plans and Programs Should Be
Guided by Evaluations and Impact Assessments

Evaluations come in many forms, as do the data that support evaluations.
Directors and managers should determine which data points are needed to assess
the impact of the initiative or program. They should also determine how the
necessary information will be collected. Administrative data may already contain
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the main data points that are needed. Observations, surveys, or other methods
may also need to be considered.

Not all evaluations are equal in their rigor and reliability. Calibrating evaluations
to the strength of evidence needed can avoid waste during the evaluation process.
Understanding the types of evaluations that exist, and knowing when it is
appropriate to use them, can further guide evaluation choices. The amount of
resources devoted to the evaluation should be weighed against the value and
costs of the program. Other states have strengthened and standardized
evaluations. For example, the state of Tennessee has developed a framework to
determine the effectiveness of its government programs through formal research
practices. Tennessee relies on “evidence-based budgeting,” which is designed to
standardize the process for generating new knowledge. The research and
evidence are then used to inform funding decisions. This model is shown in
Figure 4.1.

Figure 4.1: Rigorous Evaluations Inform Funding Decisions in Tennessee. By gathering
evidence, the state can assess programmatic impact.

Systematic reviews draw on multiple experimental studies to
form conclusions and consider the quality of included studies.

Randomized control trials randomly assign subjects to
treatment and control groups and compare group
outcomes of interest.

The main difference between RCTs and quasi-
experimental studies is that subjects are not
randomly assigned to create the comparison
groups. QE studies utilize statistical controls to
try to create equivalent comparison groups.

Observational studies attempt to

understand the outcomes of a group

without the use of a comparison group.
Anecdotes or expert opinion
are weak forms of evidence
without academic research
studies to validate them.

Source: Evidence-Based Budgeting in Tennessee, 7ennessee Department of Finance and Administration,
2022,

In Figure 4.1, the higher up on the pyramid, the more robust the evaluation is. By
ranking evaluations that have been done, Tennessee decision-makers can weigh
the strength of evidence that supports a particular course of action before making
a decision. The model developed by Tennessee adheres closely to best practices
for research. The Results First Initiative, developed by Pew-MacArthur, also
aligns with this model. Organizations may refer to it and use the model where
appropriate.
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Other states have developed their own evidence-building models, such as
Colorado’s Evaluation and Action Lab and North Carolina’s Project
Portal. In 2018, Congress passed the Evidence-Based Policymaking Act,
directing federal agencies to use formal data collection and analysis for their
programs, policies, and organizations. More can be found on this initiative by
reading the U.S. Office of Management and Budget’s publication, “Managing
Information as a Strategic Resource.”

Communication Should Include Actionable Policy Changes. Even the
most impactful evaluation results will not lead to positive change unless the

results are communicated effectively. As discussed in the next

subsection (4.3), knowing the target audience and visualizing the Data visualizations
message through interactive dashboards can amplify the impact of should be used for
the research. Staff should consider the time the audience has to communicating
consume the information and adjust the message to conclusions where
accommodate. Additionally, expanding reach via social media and appropriate.

newsletters can further increase the use of research findings.

4.3 Communicate Effectively

Effective communication
must occur internally and
externally to positively
impact the accomplishment
of organizational objectives.
Impactful research and PITFALL:

. OUTCOME:
analysis that are —
communicated ineffectively Missing or Communication
can get lost in the vast Ineffective Tailored to Target

amount of information now Communication Audience
easily accessible. By contrast,
effective communication can
advance the objectives,
strategic plan, and goals of
an organization. Effective
communication should begin
by considering the level of knowledge, preferred mediums, and needed frequency
of your target audience. These mediums are not limited to research reports and
include traditional outlets like newspapers and television, as well as newer outlets
like social media. Both the target audience and the research staff benefit when
work is presented to the broader public and policymakers. Because of the vast
amount of easily accessible information, research is most effective when it is
succinct and clear. Data visualizations aid in communicating results effectively
and quickly. Communication should be designed for the target audience, data
visualizations should convey conclusions, and conclusions should be easily
comparable and accessible.

BEST PRACTICE:

Communicate
Effectively
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Communication Should Be Designed for the Target Audience

The Office of the Legislative Auditor General (OLAG) often recommends
reporting new, more relevant metrics so that the Legislature can effectively craft
policy, and so that the public can form accurate opinions. This keeps stakeholders
informed and promotes a culture of transparency. Example of Inaccurate
Data: For example, as part of the 2017 In-Depth Follow-up of the Division of
Drinking Water’s Minimum Source Sizing Requirements, auditors found it
difficult to recommend policy change, because necessary data were not being
reported. Auditors and various water systems expressed concern about the
accuracy of the data that were being collected at the time. As a result, auditors
recommended reporting peak day demand, average daily demand, and
unaccounted water use to the legislature.

Although new reporting is sometimes necessary, the burden of reporting can
stifle employee time that might otherwise be used for other essential activities or
innovation. Current reports should be periodically reviewed to gauge whether
they are being used. Tools like Google Analytics can be employed to understand
trends and how often research is read. To reduce burden, obsolete administrative
rules should be reviewed and eliminated. More information on this process can
be found in Subsection 3.3 of this handbook.

Data Visualization Is Critical to Understanding Conclusions

The background of the target audience is often different from that of an
evaluator. Data visualization is critical to understanding the

trends and patterns of a data set. Effective visualization lends

credibility to conclusions, increases understanding, and drives Click here to see

interest in the research. interactive
dashboards

Good data visualization should be simple to understand and produced by OLAG.

communicate the conclusion succinctly. Best practices of data
visualization include:

e Function should always be considered first prior to the form of a
visualization.

e Visualizations should show an overview of conclusions prior to offering
filter options.

e Use color or callouts to highlight conclusions.

e Color scales should be picked with color-blind individuals in mind (8
percent of men experience color blindness).

e Limit color scale to 12, as it is difficult to distinguish differences with
greater numbers.

In large sets, sorting values sequentially helps with comparison.

Avoid using pie charts, with some exceptions for percentage breakdowns.
Start the y-axis at 0.

Use 3D visualizations only when illustrating spatial data.

Avoid using tilted text, as it is often not legible.

Use animation to show differences in the same data set.
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Conclusions Should Be Clear and Convincing. Results from the evaluation
should be clear and convincing. To reduce skepticism, results should be easy to
understand. Noncomparable data and vague insights should be avoided. For data
used for evaluation to be impactful and meaningful it needs to be uniform and
comparable to other data points. Data should be formatted in a way that makes
access and usability easy for users unfamiliar with statistics. Interactive data
visualizations are especially useful for large or complex data sets. Example of
Interactive Data Visualization: For example, as part of the 2022
Performance Audit of Financial Reporting in Public Education, auditors found
data tools to be inadequate to answer some of the basic questions about efficiency
in public education spending. As part of the audit, auditors showed how tools
could be more useful and intuitive through the creation of two dashboards.
Auditors recommended that “the Utah State Board of Education modernize the
financial data it publishes on its website by providing raw data as well as
dashboards for LEAs and stakeholders to assess their performance relative to
peers.”

Interactive data visualizations should be web-based, as as not to limit users who

do not own a specific software or use a specific operating system. Interactive data
visualizations encourage
end users to explore the ]
data and increase their il
understanding. o
Furthermore, end users - S
can filter and manipulate = [~ e
the visualization to get.the i RN E i | Ilmlill—..._.ﬁlﬁl—-—.m'_'m—-
answers they want. This e T | =iy B H s s i ;2 .
maximizes the value of the _— : ’
data and extends the reach
of the message. Click the image to view this interactive data visualization.

po

Research consumption and understanding increase when research prioritizes the
communication preferences of the target audience, when visualizations are built
for comprehension, and when conclusions are concise and easily comparable.

4.4 Balance and Evaluate Performance Measures

Performance measures drive an organization toward its objectives and goals.
Evaluating these measures occasionally to ensure they meet the intended
objectives is vital to an organization’s success. Any single performance measure
on its own can be misleading. Good performance management demands careful
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selection of a balanced set of
measures to be meaningful
and accurate. Using the
service delivery model
described in Section 2,
: management can establish
AUE L5 measures that are integral to
Aligned Incentives the overall success of the
and Feedback initiative. However, because
Loop industries and tasks vary
widely, no single system of
performance management
can or should be applied to
every environment.
Consequently, it is the
responsibility of
organizational leadership to build a performance management system that makes
sense for their organization. However, there are certain principals and best
practices that should guide leadership in how they structure their performance
management system. Leaders are accountable for how well they develop a
performance management system that advances the mission of the organization
and facilitates the achievement of objectives.

PITFALL:

Missing or
Inadequate
Performance
Measures

BEST PRACTICE:

Balance and Evaluate
Performance Measures

Measures Should Be Organized by Their Intended Purpose

Performance measures influence both organizational activities
and organizational decisions. The purpose of a measure should be See the GOPB

clearly understood, and measures should be organized around GUIDE TO
that purpose. For example, two reports released by the Governor’s STRATEGIC
Office of Planning and Budget—the GOPB Guide to Strategic PLANNING for

detailed guidance
on how to
structure and
develop a strategic
plan.

Planning*° and the Performance Measurement Playbook*—
describe various types of measures according to their function:

e Outcome measures demonstrate how well the agency is
achieving the desired outcomes.

¢ Output (operational) measures demonstrate how well the systems are
working at producing the desired outcomes.

¢ Individual measures show how each individual is contributing to the
systems that produce the outcomes.

We would add “input measures” as a category to understand what resources are
going into the system, as this is a critical component for assessing efficiency and

10 GOPB Guide to Strategic Planning (Governor’s Office of Planning and Budget, 2022).
u State of Utah Performance Measurement Playbook (Governor’s Office of Planning and
Budget and the Office of the Legislative Fiscal Analyst [LFA], 2022).
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effectiveness. To better understand these measures, we will look at each
separately.

Outcome Measures Are an Essential Part of the Performance
Management Framework. This type of measure assesses the effectiveness of
the organization in achieving its goals and advancing its mission.
It should be part of the performance management framework. A

typical outcome measure is cost-effectiveness, which is a way to See the

] . 3 PERFORMANCE
relate benefits to costs. It may be viewed as government’s “bottom MEASUREMENT
line.” Cost-effectiveness is calculated by simply dividing outcome PLAYBOOK for
units by input units. For example, a vocational rehabilitation mdance
program might measure cost per client placed in suitable and examples.

employment, or, perhaps better, cost per client successfully

employed for at least six months. Outcome measures can help in making
resource allocation decisions, as program directors and executive management
learn where they can have the greatest impact.

Output Measures Give Insight into the Operations of the
Organization. Middle managers and program directors tend to focus on
outputs because it is within their control, and outputs are intended to translate
into outcomes. Building on the example of vocational rehabilitation mentioned
above, an output measure for the program might be number of client
appointments in a week. If done correctly, more time with clients should lead to
more job placements, which is the desired outcome. Cost-efficiency is determined
by dividing the output units by the input units. As part of their oversight role,
funding entities are interested in understanding how money was spent; output
and cost-efficiency measures may be helpful to report to these stakeholders.
However, when combined with outcome and cost-effectiveness measures, a more
complete picture is conveyed that can guide decision-makers in the most prudent
use of resources. The following figure provides examples of output and outcome
measures.
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Decrease number Number of customer Percent change in out -
notifications received of-service bathroom
of out-of-service about out-of-service facilities.
bathroom facilities. bathroom facilities.
» Mean and median
Department of response time from

notification to

Natural Resources resolUtion

*  Number of hours to *  Number of fatalities per
Redl’.j(?e road clear designated 100,000 vehicle -miles
fatalities due to commuter corridors. of travel on state
highway «  Number of potholes highways.
infrastructure. reduced

Department of
Transportation

4 4 4

Source: Adapted from the Performance Measurement Playbook (2022), Governor’s Office of Planning and
Budget and the Office of the Legislative Fiscal Analyst.

Individual Measures Ensure That Activities Clearly Link to the
Operational Measures. This type of measure is most likely to influence
employee behavior. Consequently, management should consider whether there
are unintentional incentive structures that do not align with organizational goals
and objectives. Individual measures are similar to output measures, except they
are limited to the output of an individual or team. Examples of individual
performance measures include:

e The number of lawns mowed or areas cleared of snow for a groundskeeper
working for the Division of Facilities Construction and Management.

e The number of claims processed and accuracy of figures for a claims
analyst at the Utah Office for Victims of Crime.

Some metrics can encourage gaming and should be mitigated, as noted in Section
2 of this handbook. To effectively promote enhanced performance, management
should use a balanced set of measures and frequent check-ins to mentor staff.
The final part of this subsection further describes undesirable incentive
structures and how to avoid unintentionally encouraging them.

Input Measures Are Critical for Understanding the Extent to Which
Outputs and Outcomes Are Efficiently Achieved. Resources represent
what was available to the organization for carrying out the activities needed to
produce government services and products. For example, input measures for
building the West Davis Corridor included labor, machinery, contractors, and
administration. In some situations, a prorated cost based on use of facilities and
other assets may be appropriate. Inputs are a critical component of evaluating
both efficiency and effectiveness, as they provide important context for
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understanding the value of products and services. Input measures can also
inform capacity, including capacity constraints that may undermine an
organization’s ability to achieve its objectives. Because evaluation involves
properly identifying the causes of certain desirable or undesirable outcomes,
evaluators should use input measures to understand the trade-offs made by
management in how resources were allocated, and why those decisions were
made. Knowing the purpose of a proposed measure allows evaluators and
managers to intentionally select and balance performance measures to create an
effective performance management system.

Performance Measures Should Be Assessed to
Ensure Accurate and Useful Information Is Captured

To be useful, performance measures must meet certain criteria. These criteria
ensure the information produced is of high quality and is relevant to stakeholder
questions and interests. For example, a program director who is seeking to
influence smoking cessation needs to have reliable information on the
effectiveness of their public health campaign. If the performance measure used
does not relay that type of information, or the information is inaccurate, any
decision based on the information will be misplaced.

There are five criteria directors and managers should assess their performance
measures against, as illustrated in the following figure.

What Makes a Good Measure?

Meaningful

» Does it capture

information about
value from taxpayer
investment?

+ Does it align with

the organization’s
mission and goals?

+ Is the measure

comparable to
baselines or
benchmarks?

+ Can the measure be

used by policy
makers to make
future decisions?

Valid

 Does it accurately

show what it is
intended to show?

« Is it the appropriate

type of measure
(input, output,
outcome, etc.)?

» Isitatthe

appropriate level of
detail (for example,
not reporting results
for a large line item
when measuring a
small sub-program)?

 Can the results be

reported in a timely
manner and at
regular intervals?

Reliable

+ Does it consistently

show what it is
intended to show?

» Is it responsive to
changes in a timely
manner?

+ Is the methodology
well-documented?

Practical

+ Can results be

collected in a way
that is not overly
burdensome from
an administrative or
cost perspective?

« If the ideal data is

not available, what
information can
serve as a proxy?
Does the measure
align with the goals
of other funding
sources (such as the
federal
government)?

Clear

Is it well designed?
Is it written in plain
language?

Can the results be
easily interpreted?

SOURCE: Adapted from Service Efforts and Accomplishments Reporting for Governments (Governmenta/
Accounting Standards Board), Performance Measure Guidelines (New Mexico Legisiative Finance
Committee), and Performance Measurement Playbook (GOPB and LFA).

Office of the Legislative Auditor General 75




By checking measures against these criteria, organizations can improve the
accuracy and relevancy of the information that is collected. They can also be sure
that the costs of collection do not exceed the benefits of the information obtained.

Directors and Managers Should Design a Set
Of Measures to Produce a Balanced Picture

Not all activities or performance should be measured. Instead, directors and
managers should emphasize critical activities, high-risk areas, and information
requested by stakeholders when selecting performance measures. The set of
measures should be designed to reduce redundancy and increase coverage.
Example of Balancing Performance Measures: OLAG’s 2021 report, A
Performance Audit of Social Service Agencies’ Performance Measures, found
that assigning a similar number of measures to all line items underrepresented
the largest budgets. For example, a Medicaid Services line item of
$3.3 billion in fiscal year 2020 had the same number of measures

as the Children’s Health Insurance program, which was See A Performance

appropriated $139 million. The Governmental Accounting %mes’
Standards Board (GASB) recommends that “[performance Performance
information] should be provided at the most appropriate level of e lesTor
aggregation and disaggregation.” As budgets, impacts, complexity, additional

and risks increase, a more balanced approached to measures to guidance.

increase visibility and make systems more agile and responsive
should be applied. The following figure illustrates what makes a good set of
measures.
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What Makes a Good Set of Measures?

Representative

« Is a complete story
being told?

« For line items
measures, are all
budget areas
adequately being
reported?

« For a program, does
it capture the full
breadth of what the
program does?

Results-
Oriented

* Are outcomes

emphasized and
highlighted?

» Do the measures

clearly link inputs,
outputs, and
outcomes together?
Can we identify
what is and is not
working well?

Accessible

* Are measures

available to
stakeholders when
they need them?

+ Isitcostly in

resources, such as
staff time, to gather
and submit
performance
information to
stakeholders?

Useful

+ Isit clear what the

performance
information is
communicating?

+ Is the information

structured to
facilitate evaluations
and knowledge-
building research?
Are measures
revisited to ensure

+ Are the most critical

» Do the benefits of

+ Is this the

Selective

activities and
outcomes being
measured?

the information
collected justify the
costs?

information needed
by stakeholders to

« Are risk areas being « Is the information performance make decisions?
monitored? used in operations information
consistently to guide addresses current
decisions? stakeholder
questions or

concerns?

SOURCE: Adapted from A Performance Audit of Social Service Agencies’ Performance Measures (OLAG),
Performance Measurement Playbook (GOPB and LFA), and Guidance on Performance Measure Management
(GOPB).

According to GASB, a good set of measures should include at least three broad
types: efforts (inputs), accomplishments (outputs and outcomes), and the
relationship between efforts and accomplishments, such as cost-efficiency and
cost-effectiveness measures.2 Directors and managers are responsible for
balancing the set of measures. Knowing who the measures are for and how they
will be used can guide management thinking. For example, managers should
choose measures that enable them to quickly identify progress toward objectives
and targets, and pivot when their efforts are not producing the intended results.

High-Stakes Accountability Can Undermine and
Distort Performance Management Systems

Leaders should recognize that the process of measurement influences behaviors.
Eli Goldratt, an organizational improvement consultant, described this, stating,

Tell me how you measure me, and I will tell you how I will
behave.

Measures and indicators reflect the state of the system and influence it. For the
same reason, it is necessary to ensure that performance measures are not easily
“gamed.” Misaligned incentives should be avoided by making performance
rewards and punitive actions reasonable. While accountability and performance

12 Service Efforts and Accomplishments — Reporting for Governments, Governmental
Accounting Standards Board.
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management are critical components of government, a singular focus on high-
stakes accountability can distort and undermine a performance management
system.

There are several ways to mitigate the risk of inadvertently introducing adverse
incentives, including;:

Choose a variety of well-balanced measures.

Be up-front regarding the intended uses of performance information.
Involve staff in the development process.

Be open to challenges to chosen indicators.

Offer timely and constructive feedback.

Management should take care not to create unintended consequences by
producing misaligned incentives for their employees.

Evaluative Activities Should Inform Revisions to Strategic
Plans, Policies and Procedures, Standards, and Goals

Evaluation is a key component of the Management Cycle, but it is not the final
step of the process. Evaluation should lead an organization to recalibrate
strategic plans, policies and procedures, goals, standards, and objectives to better
advance the overarching mission of the organization. All evaluative activities
should be designed with this end in mind, including data collection and sharing,
the research processes, reporting, and performance management. As rigorous
evaluations are used regularly to inform planning and implementation processes,
organizations will continuously exhibit gains in the efficiency of their operations
and in their effectiveness in advancing their missions.
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A. Glossary
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Assurance Services — Objective examination of evidence for the purpose of
providing independent assessment of governance, risk management, and control
of processes for an organization.

Baseline — The current results of an organization’s operations, processes, or
activities.

Benchmark — A reference point for establishing targets and assessing
performance.

Board — Highest governing body in an organization. Responsible for overseeing
organization and management. The board has the ultimate responsibility for
oversight, identifying stakeholders, and unacceptable outcomes for stakeholders.

Capabilities — Skills needed to carry out an entity’s mission and vision.

Capacity — The amount of products and services that can be produced and
delivered by the organization.

Conflict of Interest — Any relationship that is or appears to be not in the best
interest of an organization.

Core Values — An organization’s essential beliefs on what is acceptable or
unacceptable.

Culture — The attitudes, behaviors, and understanding of risk that influence the
decisions of management and personnel and reflect the mission, vision, and core
values of an organization.

Customer — Can be broken into two groups: the payer of government products
and services, and the beneficiary of government products and services.

Ethical Culture — Codes of conduct and vision statements issued to state the
organization’s values, objectives, expected behavior, and strategies for
maintaining a consistent culture.

Governance — The structure, actions, and processes of the highest leadership level of
the organization.

Governing Body - Highest leadership level of the organization. Typically is the
board or, in the case of an organization without a board, the executive director.

Inherent Risk — Risk in the absence of management actions to alter the severity
of the risk.

Internal Controls — The policies, procedures, and methods that help an
organization successfully follow through on its strategic plan.
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Innovation — Integration of new methods and ideas, or elimination of outdated
policies and procedures, to enhance the efficiency and effectiveness of the
organization.

Internal Auditing — Independent, objective assurance or consulting activity
designed to add value or improve an organization’s operations.

Management — Those responsible for implementation, which generally includes
executive management, management, and, in some cases, program directors or
other supervisors.

Mission — An organization’s core principles.

Model — A depiction of the necessary components of a process, activity, or
function to achieve, or increase the probability of achieving, success.

Objective — A measurable result within a certain goal that covers three to five
years.

Opportunity — Any action that creates or alters goals or approaches for creation,
preservation, or realization of value.

Performance Measure — A program objective, effectiveness measure, program
size indicator, or other related measure.

Practice — A way of doing something.

Principals of Governance —

1. An independent and objective board.

2. Understanding of operational structure.

3. A sound organization strategy.

4. A supporting organizational structure.

5. A governing policy.

6. Lines of responsibility.

7. Effective interaction.

8. Appropriate oversight of management.

9. A well-founded compensation policy.

10. Reinforcement of ethical culture.

11. Effective use of auditors.

12. Risk management.

13. Transparent disclosure.

14. Best practices in line with industry standards.
15. Oversight of transactions and conflicts of interest.

Professional Discretion — The degree of authority or latitude granted for making
decisions using professional judgment.
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Proxy Measure — A measure that captures information closely related to the
subject of interest.

Residual Risk — Risk that remains after management and controls of risks are
carried out.

Risk — Possibility of an event occurring that will have an impact on achievement
of objectives. Risk is measured in terms of impact and likelihood.

Risk Appetite — The amount and type of risk an organization is willing to accept
in pursuit of value.

Risk Assessment — Results from assessing probabilities and the potential effects
of identified risk events. Risks should be prioritized based on probability and
significance to produce information for decision-making.

Risk Capacity — Maximum amount of risk an organization is willing to assume.
Risk Inventory — All identified risks that affect strategy and business objectives.
Risk Management — A process of identifying, assessing, managing, and
controlling events or situations to provide reasonable assurance regarding the

achievement of an organization’s objectives.

Risk Monitoring — Process of identifying risks, evaluating current risk response
plans, monitoring residual risk, and identifying new risks.

Risk Profile — Target of acceptable risk.

Risk Response — Action taken to bring identified risks within an organization’s
risk appetite.

Risk Tolerance — The range of acceptable variation in performance results
relative to the achievement of objectives.

Standard — Basic requirement for practices that should be consistently met.

Strategy — Communication on how an organization will achieve its mission and
vision.

Target — A specific, measurable result the organization is working to achieve.
Sometimes referred to as a “stretch goal.”
Vision — An organization’s aspirations for what it intends to achieve.

*Definitions come from Institute of Internal Auditors, Utah Code, peer reports, and research for this
handbook.
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B. Examples of Output and Outcome Measures
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Project
Permanent Supportive
Housing Public-Private
Partnership

Goal
Provide more units for
people experiencing
homelessness

Output Measures
# of one-bedroom
units produced
# of people housed

Outcome Measures
Organizational outcome:
« % of clients in hous-

ing after six months
(% not homeless)

Family Budgeting
Awareness

Increase personal finan-
cial stability of families

# of financial plan-
ning sessions
# of families served

Organizational out-

comes:

+ # of families living on
a budget (increased
financial stability)

+ § amount families
put into savings

Parent-Child Relation-
ship Course

Improve parent skills,
knowledge, and emo-
tional functioning in
parenting to decrease
child abuse

# of families en-
rolled

# of courses com-
pleted

Organizational out-

comes:

* % change on par-
enting stress index
score after taking
course

« % change on
child-relationship
scale score after
taking course

Reduce the number of
repeat offenders

Have inmates success-
fully complete their case
action plans on time

% of inmates that
complete all of the
milestones in their
case action plans
% of attendance in
post-incarceration
support services

% of inmates with
gainful employment

Population outcome:
« % change in recidi-
vism rate
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Project

E-cigarette education
program

Goal

Reduce e-cigarette us-
age among adolescents

Output Measures
# of adolescents
who attended the
educational cours-
es
% change in ado-
lescent e-cigarette
usage after partici-
pation in program

Outcome Measures

Population outcome:

* % change in adoles-
cent or adults with
medical conditions
stemming from e-cig-
arette usage

State highway infra-
structure

Reduce road fatalities
due to highway infra-
structure

# of hours to clear
designated com-
muter corridors

# of potholes re-
duced

Organization outcome:

« # fatalities per
100,000 vehi-
cle-miles of travel on
state highways

State park facilities
management

Decrease number of
out-of-service bathroom
facilities

# of customer no-
tifications received
about out-of-ser-
vice bathroom
facilities

Mean and medi-
an response time
from notification to
resolution

Organization outcome:
* % change in out-of-
service bathroom

facilities

Rural broadband

Increase access to
broadband in rural areas

# households con-
tacted about broad-
band

Organization backlog:
* % change in rural
broadband enroll-

duct cases

ments
Educator disciplinary | Reduce backlog of al- - # of expedited Organization status
action procedure leged educator miscon- hearings update:

= # of months from
case opening to final
decision

Taylorsville State Of-
fice Building remodel

Provide a better alterna-
tive to the State Office
Building

% of key mile-
stones completed
on time

% of key mile-
stones on budget

Organization Status

Update:

+ Building remodel
completed on time
and on budget

Source: STATE OF UTAH PERFORMANCE MEASUREMENT PLAYBOOK (2022), Governor’s Office of Planning

and Budget and Office of the Legislative Fiscal Analyst.
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C. Common Data Resources
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- Financial Information Network (FINET)

- Compendium of Budget Information (COBI)

- Office of the Legislative Auditor General (OLAG)

- Office of the State Auditor (OSA)

- Utah Data Research Center (UDRC)

- Department of Workforce Services (DWS)

- Public Health Indicator Based Information System (IBIS)
- State of Utah Open Data Catalogue

- State of Utah Dashboards

- Agency Administrative Data

- Utah State University and University of Utah — Offices of Research
- American Community Survey (ACS)

- Census Data
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https://nam12.safelinks.protection.outlook.com/?url=https%3A%2F%2Ffinance.utah.gov%2Fdata-warehouse-2%2F&data=05%7C01%7CBPacker%40le.utah.gov%7Cb5abd44a13a24881b7a508db2ae291f3%7Caa13953832ab4071953f2070ac88bcfe%7C0%7C0%7C638150924839958670%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=sntoq7CWn10s7UWy%2FVkslG39fi%2BY3hJ%2BHDKgWOMUwS0%3D&reserved=0
https://nam12.safelinks.protection.outlook.com/?url=https%3A%2F%2Fcobi.utah.gov%2F2023%2F1%2Foverview&data=05%7C01%7CBPacker%40le.utah.gov%7Cb5abd44a13a24881b7a508db2ae291f3%7Caa13953832ab4071953f2070ac88bcfe%7C0%7C0%7C638150924839958670%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=ap3pYQCuxh9RwJB4s8D5zniU3jAUVN0rfM%2F%2BQNNe390%3D&reserved=0
https://lag.utleg.gov/
https://nam12.safelinks.protection.outlook.com/?url=https%3A%2F%2Fauditor.utah.gov%2F&data=05%7C01%7CBPacker%40le.utah.gov%7Cb5abd44a13a24881b7a508db2ae291f3%7Caa13953832ab4071953f2070ac88bcfe%7C0%7C0%7C638150924839958670%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=UELIUEWwoi%2Fac5gfKzqW6M8iuEKOTW74zLGDDgPibAg%3D&reserved=0
https://nam12.safelinks.protection.outlook.com/?url=https%3A%2F%2Fudrc.io%2F&data=05%7C01%7CBPacker%40le.utah.gov%7Cb5abd44a13a24881b7a508db2ae291f3%7Caa13953832ab4071953f2070ac88bcfe%7C0%7C0%7C638150924839958670%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=rlu5e8G1IiMQez8Nbniv9iuUCq%2BwQNe4%2B60W5LHm4ds%3D&reserved=0
https://jobs.utah.gov/wi/data/library/index.html
https://ibis.health.utah.gov/ibisph-view/
https://opendata.utah.gov/
https://www.utah.gov/about/dashboards.html
https://nam12.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.census.gov%2Fprograms-surveys%2Facs%2Fdata.html&data=05%7C01%7CBPacker%40le.utah.gov%7Cb5abd44a13a24881b7a508db2ae291f3%7Caa13953832ab4071953f2070ac88bcfe%7C0%7C0%7C638150924839958670%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=CC%2FxC4IA9RLziGS77Y0qkxSyD%2BYyVlDeUSI4oVoOuYE%3D&reserved=0
https://nam12.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.census.gov%2F&data=05%7C01%7CBPacker%40le.utah.gov%7Cb5abd44a13a24881b7a508db2ae291f3%7Caa13953832ab4071953f2070ac88bcfe%7C0%7C0%7C638150924839958670%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000%7C%7C%7C&sdata=jGAEAUNIbp%2FdNGrsVtVUF%2FgxV%2F7CvLrjiatQOvaba8U%3D&reserved=0
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D. QR Codes for Referenced Tools and Reports
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Best Practice Toolbox Self-Assessment Checklist
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