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The Public Sector Accountability Landscape 

“Governments are held to a 
higher standard of 

accountability than a business 
or a not-for-profit 

organization.” – CICA 
Handbook 
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Why Report? 



 

Individuals or 
Organizations 

Accepting 
Accountability 

Authority, Power, 
Resources, Goals 

Accountability for 
Performance, Results 

and Efficiency 

 

Individuals or 
Organizations 

Conferring 
Accountability 

Financial and Performance Reporting 
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Questions from Internal Users of 
Performance Reports 
• Are we on target? 
• Where are our risks? 
• How are we doing relative to last year, to budget? 
• Are we providing the service coverage and quality we 

need? 
• Are key inputs to our productivity (staff, expertise, 

technology, infrastructure) available and what we need? 
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Questions from External Users 
• Are you on budget? 
• Can you meet your commitments? 
• Are you doing what you said you would? 
• Are you efficient? 
• Are you complying with the laws and rules that govern 

funds? 
• Are you sustainable? 
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Analytical Approaches Used in 
Performance Measurement 

Historical 
Trending 

Target 
Setting 

Bench 
marking 

9 



Where Financial Reporting Fits In 
• Public trust issues with public funds 

•  Fiduciary responsibilities 
•  Governing legislation on fund management 
•  Audit and inspection functions 

• Financial information as a surrogate for performance data 
•  Absence of program data 
•  Issue of linking financial and non-financial results reporting 

• Equity: did I get mine 
• To manage the organization 
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Uses of Performance Measures 

• Controlling costs - enabling managers to identify costs 
which are much higher or lower than average and 
determine why these differences exist. 

• Comparing costs of similar services – Ontario 
government’s use of Adequacy Standards and 
introduction of performance standards in municipal 
governments 

• Comparing processes - analyzing performance of a 
services performed with a particular technology, approach 
or procedure. 

• Maintaining standards - monitoring service performance 
against established performance targets or benchmarks. 

•  Fulfilling external accountabilities to legislators, external 
review bodies, stakeholders, the public 
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Some of the risks of poor reporting 
•  Forced to restate financial statements 
•  Loss of trust 
• Compliance failure 
• Misleading public and stakeholder. 
• Erroneous operating or strategic decisions 
• Miss budget shortfalls 
• Allocate funds you do not have 
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Leads to a different set of performance 
questions… 
•  Has the entity provided its services in an efficient and effective 

manner?  
•  How did the entity finance its activities and meet its cash 

requirements?  
•  Were revenues from current-year taxation and the entity’s other 

resources sufficient to cover the cost of current-year services?  
•  Was part of the burden of paying for current services shifted to 

future-year taxpayers? 
•  Did the entity’s ability to provide services improve or deteriorate 

compared with the previous year?  
•  What resources are currently available for future expenditures 

and to what extent are resources reserved or restricted for 
specified uses?  
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Financial reporting has three components… 
•  People responsible for extracting, 

assembling, aggregating and analysing 
data, 

•  Processes and timelines by which 
this data is obtained and reported 

•  Systems that crunch the financial 
information and distil it into 
meaningful form. 

The quality of 
each 

component 
will affect the 
quality of the 

reporting.  
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Measurement & Accountability 

•  “You can not manage what you don’t measure” – 
Drucker 

•  “Measurements are key.  If you cannot measure it, you 
cannot control it. If you cannot control it, you cannot 
manage it.  If you cannot manage it, you cannot 
improve it.” – Harrington 

•  “If you don’t measure it, people will know you are not 
serious about delivering it”  - Duxbury 
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Why Measure Performance? 
• To determine if we are achieving our strategic outcomes 
• To enable better linkages between costs and results 
• To assist in allocating / aligning resources 
• To let people know how they are doing 
• To provide management with information for decision 

making 
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What Should Performance Measures 
Do? 
•  Provide good information: 

•  Are we doing the right thing?  (effectiveness) 

•  Are we doing things right?  (efficiency) 

•  Are our clients satisfied?  (customer satisfaction – internal & external) 

•  Aid in good decision making, to: 

•  Manage programs and services to inform results based planning 

•  Determine whether program, service and strategy objectives are being met 

•  Ensure accountability  

•  Drive continuous improvement 

•  Signal the need for action 
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Reporting 
to 
Account 

Reporting 
to 
Manage 
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Reporting to Account: Users of Financial and 
Performance Information 
• Citizens 
• Media 
•  Interest groups 
•  Legislatures and boards of directors 
• External oversight bodies 
•  Individual donors and funding organizations 
• Creditors and credit-rating organizations 
• Clients of organizations 
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Reporting to Manage: Users of Financial and 
Performance Information 

•  Internal oversight bodies 
• Central agencies of government 
• Senior managers within agencies and 
governments 

• Staff   
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The Nature of 
Performance 

Reporting 
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Adapted from Osborne and Gaebler, 1992, Reinventing 
Government 
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Components 
of 

Performance 
Analysis Using 

Financial 
Information 

Horizontal 
Analysis 

Vertical 
Analysis 

Ratio Analysis 
Comparative 
Analysis 
•  To Plan 
•  To Benchmarks 
•  To Other Entities 

Risk Analysis 

23 



How do we find out what’s going on inside 
our organisations 

• Operational reports 
• Financial reports 
• Client/member 

experience 
• Potential and former 

client/members 
experience 

• Staff experience (paid or 
volunteer)  

• Funders 
• Accreditation/standards 

• Organisational 
newsletters and 
documents 

• Regulators 
• Personal experience and 

informal conversations 
• External networks 
• Risk assessments 
• Media 
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We will never know everything because 
… 
• The sheer quantity of 
potential information 

• The cost of potential 
information  
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You cannot assess 
your activity unless 

you know your 
target. 

You cannot assess 
your activity unless 

you know your 
baseline. 

26 



Creating Good Measures 
• Historical Trending – lining up the measurement results 

from a number of successive time periods and seeing if 
the results are going in the right direction 

• Baselines – the results at a given time that will act as the 
starting point for assessing change and establishing 
targets.  

•  Targets – clearly stated results against which actual 
results can be tracked. 

27 



Creating Good Measures 
• Benchmarking – measuring one’s own organization, 

processes, products or services against a higher 
performing organization or standard and adapting 
business processes to improve.  

• Attribution – the assertion that a reasonable connection 
can be made between a specific outcome and the outputs 
of a program, policy or initiative. 

  

28 



Types of Targets 

Type Example 
Policy-
specific 
targets 

Determined in a political and/or technical process taking past performance and 
desirable outcomes into account.   
 
Example: official development assistance shall be 0.4 percent of national GNP. 

Standards 

 
Nationally and/or internationally accepted properties for procedures or environmental 
qualities.  
 
Example: water quality standards for a variety of uses. 

Thresholds 

 
The value of a key variable that will elicit a fundamental and irreversible change in the 
behaviour of the system.  
 
Example: maximum sustainable yield of a fishery.  

Benchmark Comparison with a documented best-case performance related to the same variable 
within another entity or jurisdiction.  
 
Example: highest percentage of households connected to sewage system in a 
comparable jurisdiction. 

Principle A broadly defined and often formally accepted rule.  
 
Example: the policy should contribute to the increase of environmental literacy. 
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Basic Results Logic  

Inputs 
(resources)

Activities Outputs Outcomes 
(immediate)

Outcomes 
(intermediate)

Strategic 
Outcome 

(Final)

High Degree of Control Low Level of Influence

Efficiency

Effectiveness
* The Results Chain can include multiple inputs, activities, outputs or outcomes
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Use A Logic Model 

Inputs Activities Outputs Outcomes Results 
or 
Impact 

Your planned work Your intended results 

• Funding 

• Staff 

• Equipment 

• Websites 

• Outreach 

• Media placements 

• Exchanges 

• Partnership 
development 

• # of web readers 

• # of articles 

• # of audience 
members 

• # of media 
placements 

• # of exchange 
participants 

• # of institutions 
reached 

• Target audience 
more aware 

• Target audience 
with increased 
knowledge 

• Media runs more 
balanced or positive 
stories about U.S. 

• Local institution 
develops American 
Studies program 

• Better 
relations 

• International 
support 

• Cooperation 
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Good Performance Information Systems Mix 
and Match 
•  Think about how you size up a situation – numbers, 

context, history, goals 
•  Financial reporting is the backbone, but there is always 

more going on 
• A total focus on the outcome side ignores the need for an 

understanding of what in happening on the input side, on 
the output side, on the recipient side 

Leads to a Balanced Approach 
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Some Key Attributes 
•  Having a consistent, comparable, and structured approach 

to underpin the indicators reported.  
•  Having a good performance story to accompany the 

indicators. 
•  Having clearly specified outcome indicators and paying 

attention to detail.  
•  Having information on both targets and baseline data 

combined to guide performance assessment over time.  
•  Ensuring good presentation and effective use of technology.  
•  Providing output and activity indicators as well as outcome 

indicators when discussing agency performance.  

From Performance Reporting: An International 
Perspective, IBM Centre for the Business of Government 
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But numbers are not enough: qualitative characteristics of financial 
information….. 

Useful 
financial 
data has 
to be….. 

Understandable 
by the user, not 

the provider. 

Relevant to 
what you want 

to measure and 
how. 

Reliable over 
time. 

Comparable in 
time and with 

relevant 
benchmarks. 

Timely to permit 
reaction and 
adjustments 
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What does Integrating Financial Data and Non-Financial 
Data Mean? 

• Do governments take the costs (all costs) into 
account when making decisions 

• Goal is not only to put costs information and 
results information into the same overall reporting 
structure 

• Goal is to relate one to the other 
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What does Integrating Financial Data and Non-Financial 
Data Mean? 

• Fully integrated reporting would show or explain:  
•  How management bridges between annual costs and outcomes 

achieved over the longer term 
•  How funding levels were derived from decisions about goals 
•  Alternatively, how resource availability influenced the selection or 

achievement of goals 
•  The return on investment expected and achieved. 
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Building the Bridge to Performance Measurement and 
Reporting 
• Performance measurement has increasingly been seen 

as necessary to complement enhanced accountability for 
agencies, departments and third parties 

• Greater measurement is intended to provide an incentive 
for government service providers to become more 
effective and efficient.  
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Types of Performance Measures 
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Building the Bridge to Performance Measurement and 
Reporting 
• We are in the midst of movement away from 
systems that simply encourage government to 
merely act honestly to ones that display uses of 
resources that are policy-based as well as end-
result based 

• New government accounting systems are 
generally now only one part of the ways that 
government now report 

• New systems are designed to account for results, 
stimulate improved performance  

• Role of big data, analytics etc. 
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Using 
Performance 
Information 
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Understanding the Behavioral Elements of Performance 
Management 
• All data and information occur in a context 
•  Financial data is not hard and fast – always subject to 

interpretation and attribution of meaning 
• Presentation of information, its quality and uses is very 

important elements of performance management 
•  Legislation, regulation or directives prescribe organization 

goals: when these are obscure, measurement is obscure 
•  In today’s public sector, there is seldom one single 

organizational goal 
• Qualitative goals more common to the public sector are 

harder to measure and invite the ‘contribution debate’ – 
to what extent did the organization contribute to what is 
being measured and to what extent did external factors 
influence the outcome 
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Understanding the Behavioral Elements of Performance Management – 
Organizational Assumptions  

•  In public sector, there is an equally powerful 
concern for efficiency and effectiveness as well 
as the program goals – the how of spending 
and control remains highly relevant in the 
public sector 

• There is an implicit assumption that the goals 
of various units within an organization 
contribute to the overall goals – finding that 
linkage is a challenge at times. 
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Qualities of Good Performance Management Information 
Design 
• A clear understanding of the reporting entity: information 

needs vary according to the level of the reporting and 
uses 
•  High-level corporate information for the executive or governing 

body 
•  Operational and specific information for operational management 
•  Program reporting on high profile initiatives that cross 

organizational lines 
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Qualities of Good Performance Management Information 
Design 

• Ownership is in the hands of the user: regardless of level 
on the continuum, the provider of the information 
(generally finance) should mould the report to the user’s 
language and needs 

• When standards or budgets are used, the report 
recipients should take part in their development 
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Qualities of Good Performance Management Information 
Design 
•  Reports should have a section for the comments of operating 

managers to give users more complete information 
•  Performance data should be reported against expectations 

and/or standards 
•  Variance needs to be clearly identified 
•  The language of financial and performance reports should be 

positive but not Pollyannaish – avoid spin 
•  Design should take into account the end user: do numbers 

numb them and they look for narrative? Do they understand the 
logic track? 
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Key Factors in How to Develop Good Measures   

1.  Measure the right stuff: If you want to find out 
how healthy people are, you might measure 
hospital visits. But then, you’d only find out 
how many are sick rather than healthy. To 
measure how healthy people are, it’s best to 
ask them how they feel. 

2.  Find the most accurate measures and use 
them consistently: It is important to maintain 
consistency in what and how you measure.  

3.  Report the results – Good information is of no 
value if no one knows about it. 

Alberta Treasury Website: www.finance.gov.ab.ca/measuring/aboutperfmas.html  
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Limitations of Financial Performance 
Measures 
• Financial measures tend to be lag indicators 

•  “After the fact” 

• Management also needs lead indicators 
•  “Before the fact” 

• Trick is to use one to platform to the other – projections, 
trend analysis, combination with other data 
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Qualitative or Soft Measures 
• Measures perceptions, environment, organizational 

climate, communications 
• Can be useful in assessing managerial effectiveness 
• Can target specific services or issues that management 

wishes to better understand or monitor 
•   Data is obtained through surveys which range from very 

complex to asking only one or two questions 
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Quantitative or Hard Measures 
• Use factual data to assess progress against targets 
• Can measure process efficiency – e.g.. time to complete, 

cost to complete 
• Can measure trends – e.g.. Use of a service  
• Can measure organizational effectiveness – e.g.. 

Retention rate of star employees 
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Getting Measures Right 
• We often need a combination of measures for a particular 

strategic outcome. For example, measuring human 
capacity in an organization might involve : 

•  Staff surveys - Qualitative 
•  Retention rates, sick leave usage, grievance rates – Quantitative 
•  Together the measures provide a better picture than any one 

measure on its own 
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Smart Practices 
•  Focus on a few critical aspects of performance 
•  Learn as you go – measures can be changed as they mature but.. 
• Don’t continually change measures – give them time to mature 
•  Look backwards and forwards 
•  Start with the data you have 
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Smart Practices 
•  Ensure that the management team review the measures in a 

predictable, timely manner 
• Use performance information for decision making 
•  Share results with staff, the public and other stakeholders 
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Balanced 
Scorecard: 
Nirvana or 

Bureaucratic Data 
Swamp? 



Balanced Scorecard History 
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Measurement 
and Reporting 

Alignment 
and Communication 

Enterprise-wide 
Strategic  

Management 

Human and 
Information Capital 

Management 

§ Harvard Business 
Review: 

§  “The Balanced 
Scorecard — 
Measures that Drive 
Performance” 
January - February 
1992 

§ Worldwide Acceptance and Acclaim: 

§ “The Balanced Scorecard” is translated 
into 21 languages 

§ Selected by Harvard Business Review as 
one of the “most important management 
practices of the past 75 years.“ 

1992 2000 1996 2003 

§  “Putting the Balanced Scorecard to 
Work”  September - October 1993 

1993 



The Balanced Scorecard  
What is it?   

The Balanced Scorecard: 
 
•  Balances financial and non-financial measures 

•  Balances short and long-term measures 

•  Balances performance drivers (leading indicators) with outcome 
measures (lagging indicators) 

•  Should contain just enough data to give a complete picture of 
organizational performance… and no more! 

•  Leads to strategic focus and organizational alignment. 
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FINANCIAL/REGULATORY 

To satisfy our constituents,  
what financial & regulatory  

objectives must  
we accomplish? 

 

 
CLIENT 

To achieve our vision,  
what client needs must  

we serve? 
 

 
INTERNAL 

To satisfy our clients  and  
stakeholders, in which business  

processes must we excel? 
 

 
LEARNING & GROWTH 
To achieve our goals, how  

must we learn, communicate  
and grow? 

 

THE BALANCED SCORECARD 
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Client Perspective 
 

o  Client Satisfaction (Average) 
o  Satisfaction Gap Analysis (Satisfaction vs.  

   Level of Importance) 

o  Satisfaction Distribution (% of each area scored) 

Possible Performance Measures 

To achieve our vision, what client needs  
must we serve? 
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Financial / Regulatory Perspective 

o  Cost / Unit 
o  Unfunded Requirements or Projects 

o  Cost of Service 

o  Budget Projections and Targets 

Possible Performance Measures 

To satisfy our constituents, what financial and  
regulatory objectives must we accomplish? 
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Internal Perspective 

o  Cycle Time 
o  Completion Rate 

o  Workload and Employee Utilization 

o  Transactions per employee 

o  Errors or Rework 

Possible Performance Measures 

To satisfy our customers, in which business  
processes must we excel? 
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Learning and Growth 

To achieve our goals and accomplish core activities, how 
must we learn, communicate and work together? 

Possible Performance Measures 

o  Employee Satisfaction 
o  Retention and Turnover 

o  Training Hours and Resources 

o  Technology Investment 
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The Advantages of a Balanced Approach 

•  Forces your organization to state what is important and 
what is not 

• No one set of metrics dominates 
• Some measures are slow in coming, some fast – process 

takes longer and allows longer consideration 
• Combines soft and hard metrics 
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The Disadvantages 
• Balanced Scorecards can be amazingly complicated 
•  Labour intensive 
• Can take on a life of their own 
• Can disengage the field from central office functions 
• Definitely can create gaming 
• Can create phony metrics. 
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750+	  Annual	  Performance	  Plans	  (APP)	  

Direc7on	   Performance	  

Example of a 
ComplexPerformance 
Management Regime 

Strategic	  Priority	  Working	  Groups	  

Business	  	  Lines	  &	  Corporate	  Sectors	  

Divisions	  

Serious	  &	  Organized	  Crime	  Na3onal	  Security	  Economic	  Integrity	  Youth	  Aboriginal	  Communi3es	  

CCAPS FIO NSCI PSS Protective OCCIE HR CM&C CIO 

E M K F D G V O A C HQ B J H L 



Popular Financial Reporting Tools 
• Popular or citizen-centric financial reporting 
• Making numbers more coherent and less complex 
•  Focus on citizen information needs 
•  Increasing around the world in different forms 
•  Link numbers to the story, to actual achievements, 

provide more context 
• Also used to sell the government’s program 
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The rise of 
the Stats… 
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CitiStat Movement 

• System of measuring performance, setting performance 
goals and establishing accountabilities 

• System used to manage the organization (through 
common language) 

• System linked to strategic planning and evaluation 
processes 

•  Internal and external involvement and acceptance of 
system – transparency 

• Heavy application of technology and data analytics with a 
geospatial element 

66 



Mix of culture, data and technology 

• Accurate and timely intelligence 
• Rapid deployment of resources 
• Effective tactics and strategies 
• Relentless follow-up 
• Making it personal 
•  Linking different service sources 
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The Baltimore Citi-Stat Process 

 Participating 
agencies submit 
customized data 
templates on a 
regular basis to 
report on key 
performance 
indicators. 
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Mapping 

Digital maps are 
used to plot 
complaints, 
vacant homes, lead 
paint violations, food 
inspections, 
and potholes, 
allowing managers  
to track employee 
performance and 
public service 
delivery.     
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Other 
Measurement 

Schemes 
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Management Scorecard 



 Program Assessment Rating Tool 
•  Assesses Programs in Four Key Dimensions 

–  Purpose and Design 
–  Planning 
–  Management 
–  Results and Accountability 

•  Generates Objective Program Ratings 
–  Effective 
–  Moderately Effective 
–  Adequate 
–  Ineffective 
–  Results Not Demonstrated 

•  Encourages Continuous Improvement 
•  Applies Consistent Framework to all Programs 



General Format of a Citizen-Centric Report 

Strategic 
Objectives 

How are we 
doing on our 
services and 

goals. 

What are the 
costs and how 
are they paid 

for. 

Challenges 
moving forward 
– what’s next? 
Future Issues. 

•  Simple idea 
•  Heavy focus on local 

governments 
•  Service oriented 
•  Summarizes a lot of 

detail 
•  Tip of the iceberg 

performance 
reporting 
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Types of Popular Financial Reports 
• Popular Annual Financial Report 
• Budget-in-Brief 
• Budget summary 
• Report of Efforts and Accomplishments 
• Annual Report 
• State-of-the-Government Report 
• Summarized Financial Statements – pictures and graphs 
• Citizen-centric Financial Reports 
•  Financial Trends Report 
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The Bigger Measurement Universe 
• Quality of life Index 
• Human Development Index 
• Gross National Happiness Index 
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Cautionary 
Notes 
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Some reasons why performance measures fail or run into 
trouble 

• Performance measures are not reflective of what 
programs are trying to accomplish 

• Performance measures do not carry enough weight in 
management decisions 

•  Lack of adequate technology to support performance 
measurement effort 

•  Lack of cost information about programs  
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Some reasons why performance measures fail or run into 
trouble 

• Lack of adequate technology to support 
performance measurement effort 

• Lack of training of staff responsible for collection 
and maintenance of performance data 

• Effectively reporting performance data to the 
media 

• Effectively reporting performance data to citizens 
• Effectively reporting performance data to the 
legislature 
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Management Tampering: Key Reasons Performance 
Measurement Fails 
•   W. Edwards Deming’s term for when managers react to 

normal variations in performance by initiating some form 
of management action. 

• Some level of variation is normal. 
• Management action will likely not address root causes of 

sub-optimal performance and may even worsen 
performance.  

• Adding an additional process step to account for a rare 
special case that causes variation affects whole system. 

• Using trend data managers should be aware of what 
constitutes acceptable variation within the process. 

• Avoid reacting too strongly to unusual cases, even if they 
are in the headlines. 
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The Soft Underbelly of Hard Data 

• Hard information is often limited in scope, lacking 
richness and often failing to encompass important 
non-economic and qualitative factors 

• Much hard information is too aggregated 
• Much hard information arrives too late 
• A surprising amount of hard information is 
unreliable 

• Hard data becomes statistics which tend to 
develop into Holy Writ (Devons/Mintzberg) 
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The Two Biggest Defects of Performance 
Measurement Systems 

• Just going through the motions to comply with 
requirements 

• Resources necessary to achieve the desired level of 
performance are not available. 
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Do Governments Take Performance 
Reporting Seriously? 
• Yes, no and maybe 
• Studies show a poor link between performance reporting 

and budget decision making at municipal levels of 
government – can easily be extended to other 
governments 

• More a learning tool than a reporting one 
• Degree of punitive uses has adverse effect 
•  Just who out there is reading this stuff anyway? 
• Media and political tendency to focus on available 

heuristic (known as today’s news) over trends and context 
• Challenge of comparability – OMBI experience 
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In Conclusion  
• Good financial management and good program performance 

are linked at beginning, middle and end 
• Performance measurement poses risks as well as 

opportunities that demand focus and attention 
• Comparisons are fraught with dangers and difficulties  - they 

nonetheless offer many potential uses 
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