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	Tasks
	Components
	Due Date
	Due To

	Develop a 3-5 Year Enterprise Strategic Plan
	· Governor’s Goals 

· Strategies

· Measures


	August 31 
	Department of Management

	Develop a 3-5 Year Agency Strategic Plan
	· Assessment

· Vision

· Mission and Core Functions

· Goals with Measures

· Strategies

· Actions 


	December 31

(3-5 year cycle with annual updates if warranted)


	Department of Management

	Develop an Annual Agency Performance Plan


	· Core Functions

· Outcomes

· Performance Measures (outcome) and Targets

· Services, Products  and/or Activities

· Performance Measures and Targets

· Strategies/Recommended Actions


	July 15  

August - enter performance information into I/3 Budget
	Department of Management

	Develop an Annual Agency

Performance Report


	· Introduction

· Agency Overview

· Strategic Plan Results

· Performance Plan Results
· Resource Reallocation 
	December 15
	Department of Management



What is agency performance planning?

Agency performance planning looks at the agency mission (the purpose or why the agency exists) and defines the operations (core functions and key services, products and/or activities) that are in place to achieve that mission. An effective performance plan identifies measures for each core function and for key services, products and/or activities and monitors how well the agency achieves performance targets. In essence, a performance plan is a snapshot of what the agency does and how well it does it. The plan also helps to pinpoint improvement opportunities and implement strategies to achieve better results.

Why build an agency performance plan?

An agency performance plan is a tool to help state government achieve desired results. A well-built performance plan assists us in at least two key ways: 1) helps us make informed decisions and 2) facilitates our efforts to tell Iowans and other stakeholders what was accomplished.  

1) Make informed decisions – Every day decisions are made that impact results for our customers and stakeholders. Agency performance planning assists us in making better decisions by providing data on which to base decisions. Data may include current performance levels or trends, performance targets based on comparative study or process capability, or the resources being allocated to achieve desired results. Also, by assessing performance relative to specified targets, agency performance planning helps to identify improvement opportunities.

Agency performance planning also helps align agency efforts with customer and stakeholder needs and effectively target scarce resources by clarifying desired results. With shrinking resources and increased customer expectations, we must be organized and confident we are doing the right things – the right way.  A well-developed performance plan helps us make better decisions to provide that assurance.

2) Tell others what we’ve done – An agency performance plan also helps lay the groundwork to tell others what was accomplished. An agency performance plan documents how well agency performance plan strategies and recommended actions worked to achieve desired results. It will also document results in implementing agency core functions, including key services, products, and/or activities (the number of bridges constructed, how many people were placed in jobs at certain wage levels, the number of children immunized, the number of prisoners served etc.) Performance measures and data sources help us do a better job of informing Iowans what they receive for their investment of tax dollars.  

Who builds the agency performance plan?

Responsibility for completion of the performance plan belongs to agency leadership. Each agency will determine who is involved in building the plan. Agency leaders identify which core function(s) the agency works to achieve.  These individuals need to be able to see how the entire agency operates and how each area of the agency fits together to achieve the mission. 

Agencies may also decide to involve stakeholders, partners, unions and others in plan development. Since the agency performance plan addresses operational issues; bureau chiefs, supervisors, and employees who work deeper within the agency should also be involved. These individuals will be key in identifying services, products, activities, measures, performance targets, strategies and/or recommended actions steps.

How to build an agency performance plan 

In general, an agency performance plan is completed at the agency level. In some instances, developing a division plan first and then combining division plans into an overall agency plan may better meet the agency’s need. For instance, the Code of Iowa defines each division in the Department of Commerce as an agency and requires that a performance plan be completed for each division.  
Agency performance planning consists of five steps:

1. Identify agency core functions;

2. Define and document agency performance;

For each core function, you will list the desired outcomes, measures and targets. You will also determine, and assess current performance relative to identified targets.   

3. Determine key services, products and/or activities for each core function;

4. Define and document agency performance;

For each service, product or activity, you will list the measures and targets. You will also determine, and assess current performance relative to identified targets.   

5. Develop agency performance plan strategies and/or recommended actions.  

Reporting

Progress toward achieving agency performance plan targets as well as agency strategic plan goals will be documented in an annual Agency Performance Report submitted to the Department of Management no later than December 15 following the end of the fiscal year for which you are reporting data. 

Link to agency budget 

The lowest level at which agency efforts and their corresponding performance measures tie to the budget is the organizational level. Each organizational level in the state budget system will list specific services, products, and/or activities and measures for which resources are allocated.  For each service, product, and/or activity, you will need to identify the highest-level budget organization number related to the service, product, and/or activity.  You will need to record this on the agency performance plan template, and have this information available, as you enter your agency budget request into the state budget system. 

In addition, since multiple budget organizations can attach to a particular SPA or more than one SPA can attach to a budget organizational level, you will also need to know the exact percentage breakdown, if applicable, as you create the links between performance and budget data in the I/3 budget system.  For more detail information on data entry of your agency performance plan into the I/3 budget system, please refer to the I/3 Performance Budget Manual. 

Link to agency strategic plan and individual performance plan 

Strategic Plan

Strategic planning efforts of state agencies describe the future, support the agency mission, and develop procedures to move toward that future. Based on analysis of where the agency currently is against where it wants or needs to be, leaders identify goals that will move the agency forward.

Where strategic plans involve the identification of strategic goals to help achieve the vision, agency performance plans focus on day-to-day, process-oriented, functions of the agency.  Performance planning focuses on identifying what an agency does, on a daily basis, to accomplish the requirements identified in its mission.  The performance plan lays out, in a systematic manner, what the agency does and what the desired outcomes are.

Agency performance planning is necessary to provide agencies with a common understanding of the entire organization and a direction to accomplish the agency’s mission.  Too often we believe we understand the mission of the agency but, in reality, we only understand our part of it.  

Differences in Planning Focus

Simplistically, agency strategic and performance plans vary in a number of aspects:





Strategic


Performance

Time Frame


Longer (multi-year)

Shorter (annual)
Primary Purpose

Movement toward Vision
Fulfillment of Mission

Implementation

One-time (completion)
On-going

Impact


Cross-functional

Functional

Measurement Focus
Outcome, quality

Input, output, quality,

efficiency, outcome

Areas of Focus

A few strategic goals

All core functions

The agency performance plan generates information that is reviewed as part of the strategic planning process and can lead to implementation of strategic plan strategies.  Conversely, once strategic plan goals and strategies are identified, the implementation of the strategies may eventually become components of the performance plan.

While fundamental differences exist between the two planning processes, strategic and performance planning align together to achieve agency results. Without strategic planning, we would continually improve the things we do today, not addressing any of the issues to make that fundamental leap to the future. Without performance planning, we would not improve the services and products we currently provide to our customers and stakeholders. Agency strategic and performance planning work together to ensure that we both plan for the future and improve what we do today.

Individual Performance Plan & Evaluation

As of July 1, 2003 individual employee performance plans are required to link to the agency’s performance plan. Individual performance plans must demonstrate linkages, such as how an employee’s performance contributes to the agency mission and core functions and how individual performance goals contribute to the achievement of agency desired results.

Additional information on the Individual Performance Plan and Evaluation system can be found at http://das.hre.iowa.gov/ms_manual_chapter_08.html 

Before getting started

Review the agency mission - it is important to review the agency mission statement to ensure a common understanding of the agency’s purpose. This will help to focus efforts during the agency performance planning process. The mission statement, developed during agency strategic planning, was designed to be able to be translated into goals, strategies, and action steps focused on results. 

Review the agency strategic plan - It is important to review strategic plan goals and strategies to ensure a common understanding and to determine linkages with the agency performance plan. 

Review other pertinent information - since agency performance planning addresses the operational issues of the agency, it is important to review information that will impact operational decisions and focus. This may include but is not limited to existing statutes, administrative rules, regulatory requirements, the agency’s Workforce Plan, the agency’s budget, customer input, and the enterprise strategic plan.

Step 1 – Identify agency core functions 

A core function is defined as a group of services, products and/or activities designed to achieve a common result(s) necessary to achieve the mission. Defining core functions helps to answer the question, what does state government provide to Iowans for their investment of tax dollars?  In the private sector a core function might equate to a line of business.  Some of the more visible core functions of state government may include:
· Child and Adult Protection

· Community Development & Coordination

· Economic Growth & Expansion

· Education

· Emergency Management & Domestic Security

· Enforcement & Investigation

· Health & Support Services 

· Offender Supervision, Custody, and Treatment

· Preservation and Stewardship

· Regulation & Compliance

· Transportation

Currently, 31 core functions have been identified. However, core functions will evolve as necessary to meet the ongoing and dynamic needs of our state and the people we serve.

In addition to telling Iowans what state government does, core functions link agency planning and performance efforts with budgeted dollars. Decision makers and stakeholders will be able to view trends in core function budget allocations as well as changes in funding allocations across agencies.  

Core functions also provide valuable information such as comparability between agencies related to services provided and results achieved. By recognizing commonalities in the broad set of services provided by state government core functions will encourage work across agency lines to achieve results for Iowans. Coordination and information sharing will also help identify improvement opportunities and best practices to improve service delivery and reduce costs in state government.  

1a. Identify agency core functions.
Depending on the size and scope of agency operations, the number of core functions will vary. But typically an agency will have between 1-7 core functions. A core function may include several program areas or could encompass the scope of several divisions or the entire agency. The simplest way to identify agency core function(s) is to ask, “What is the agency’s key line(s) of business?”
The standardized list of agency core functions for the State of Iowa is included in Appendix A.  Each agency is asked to review the list and select the core functions that best define its key operations.  It is important that team membership represent the entire scope of agency operations to ensure that all core functions are identified.  

Record agency core functions on the agency performance plan template located in 
Appendix B.
Record core functions (CF) in row one, column one, on the agency performance plan.  

As an example, Iowa Workforce Development (IWD) might identify the following core functions: 

1. Adjudication/Dispute Resolution (Worker’s Compensation, UI Appeals etc.)

2. Economic Supports (Unemployment Insurance)

3. Regulation & Compliance (IOSH)

4. Research, Analysis and Information Management (Workforce Info. & Analysis) 

5. Resource Management    

6. Workforce Development (Workforce Center Services)

Completing a page for each core function, IWD’s performance plan would consist of six pages.  Continuing with our example, one of IWD’s core function, Economic Supports (Unemployment Insurance), is listed on the agency performance plan template on page 7. 
AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function (1a.)
	Performance Measure(s) (Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	

	
	
	
	

	Desired Outcome(s): 
	
	
	

	
	
	
	


Step 2- Define and document agency performance 
2a. Identify the desired outcome(s) for each core function. 

For each core function listed on the agency performance plan identify the desired outcome(s) and record it below the core function on the agency performance plan. Since core functions are very broad in scope, the identified outcome(s) will be as well. The outcome(s) is what the agency wants to achieve or accomplish as a result of implementing the core function. 

One approach to assist you in identifying the core function outcome(s) is to use the template below. 


The purpose of the

_______________________________






(core function)


is to provide/produce

_______________________________






(service or product)


to



_______________________________






(customer/stakeholder)


so they can (in order to)
_______________________________






(planned benefit/outcome)

Continuing with our IWD example, the outcome is listed on the agency performance plan template below.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s) (Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	

	
	
	
	

	Desired Outcome(s): (2a.)
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy.
	
	
	


While other state agencies may have the same core function, Economic Supports, desired outcomes and corresponding measures and targets will likely vary depending upon the agency’s specific mission and key operations.

2b. Identify performance measures.

Outcome performance measures assess how well the agency is achieving desired outcomes (percent self sufficient, crime rate etc.) In general, outcome and quality measures, and even in some instances indicators, can be used to assess performance at the core function level. If a good outcome performance measure is not available for the core function, select the next best measure(s) available to provide you with needed information.  

For more in-depth information on developing performance measures, please refer to the Agency Performance Planning section of the Performance Measures Guidebook. All guidebooks can be found on the Department of Management Web site at http://www.dom.state.ia.us/planning_performance/tools_resources/aga.html 
You will use these measures to document current performance, set performance targets and monitor how well you are achieving the desired outcome(s). It is critical to select measures that provide you relevant information on which to base operational decisions. It is also important not to develop too many measures. Focus on measures that provide information you need for reporting, decision-making, evaluating, identifying improvement opportunities etc. 
When writing outcome measures focus on the essence of the outcome statement.  Remember that every outcome measure will be entered in to the budget system.
Measures that reference a percentage increase or percentage decrease are discouraged. Eventually a percent increase/decrease becomes unattainable and the target must be adjusted.  
For instance, let's say you process 100 claims per day and want to set a target to increase claims processing by 5%. In one week you are able to improve your operations and achieve your target. So now you process 105 claims per day. To achieve the same 5% target increase next month you will need to process 110.25 per day. The following month you will need to process 115.75 claims. Soon the number becomes so large that you will need to adjust the target down to 2 or 3% resulting in a negative trend line. 
An alternative approach would be to set a count output target. Results achieved may go from 100 to 105 to 110.25 etc. resulting in a trend line moving in the desired direction. Another approach would be to write the target as a straight percentage. Let's say that you are processing 100 claims each day out of the 200 claims that arrive daily. You are processing 50% of the claims. Instead of a percent increase or decrease, you might say, we are currently processing 50% of the claims received. We want to set a target to process 60% of the 200 claims received or 120 claims. Once that goal is achieved you can then set a new target of 75% or 150 claims. Eventually you may reach a target of 100%, processing all claims received in a day. Your trend line moves up and the target is attainable.
The percent increase/decrease becomes even more problematic when it involves a percent decrease.  For instance, full employment in the state is considered 2% unemployment. If the State is at 5% unemployment and sets a target to reduce unemployment by 1% per year, eventually it becomes impossible to achieve a 1% decrease. On the other hand if the State is at 5% unemployment and sets a target of 4% for a particular year, then 3% and finally 2%, the goal is achieved and the trend line moves in the desired direction. Using a 1% decrease target, we would have eventually had to lower the target and explain why it was reduced.

See the IWD outcome measures example on the next page.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s)  (Outcome Measures) (2b.)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy.
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	
	

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	
	

	
	Percent of customers satisfied with services received
	
	


2c. Determine targets for each desired outcome. 

Before setting performance targets you will need to determine your agency’s current level of performance in achieving the desired outcome(s). 

Using the outcome performance measure(s) from column two of the agency performance plan, document your agency’s current performance in achieving the desired outcome(s). For many outcomes baseline data will be readily available, for other areas you may need to begin collecting data. 

Since there may be a lack of data available related to outcomes, you might need to establish baseline data. It is difficult to determine targets without existing data on what the agency is currently able to produce. If you do not have enough information available to set valid targets, you may decide that one of your agency performance plan strategies or recommended actions will be to gather baseline data. See “percent customers satisfied with services” outcome measure example on page 11.

If data are available, use it and other factors (customer and stakeholder requirements, regulatory standards, benchmarks, process capability, etc.) to select performance targets for each outcome measure. In some instances the targets may be the same as current performance levels. In other words, you will maintain the current level of performance. In other instances, you may want to increase or possibly even decrease performance relative to the current situation. Targets must be written as numeric values. Record performance targets in row one, column three on the agency performance plan.  Please see the IWD example on page 11.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s) (Outcome Measures)
	Performance Target(s) (2c.)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy.
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	92% 
	

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	94% 
	

	
	Percent of customers satisfied with services received
	Establish baseline in FY14
	


2d. Link to Strategic Plan (Agency or Enterprise) Goals

Alignment of planning efforts is crucial to focus efforts and minimize duplication. Therefore, it may be beneficial to show linkages to agency and/or enterprise strategic planning efforts. Since core functions are broad in scope, one or more agency or enterprise strategic plan goals may link to a particular core function.  Where linkages exist, you can show the relationship by listing the strategic goal in column 4. See IWD example on the next page.

It may also be helpful to list in the same column any linkages that exist with Governor’s goals.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s) (Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s) (2d.)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	Goal 2: Improve products and services based on customer input. 

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	92% 
	

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	94% 
	

	
	Percent of customers satisfied with services received
	Establish baseline in FY14
	


Step 3 – Identify key services, products, and/or activities 

3a. Identify the services, products and/or activities that work to achieve the desired outcome.
Services, products and/or activities are the key things that must be done or produced to achieve the desired outcome. Again, depending on the structure of your agency and how work is organized, this may be a program, a bureau, or a division within your agency. A tool that can assist you in identifying key services, products and/or activities is brainstorming.


Record services, products and/or activities for each core function in row two, column one on the agency performance plan. For each service, product, and/or activity, you will need to identify the highest-level budget organization number related to the service, product, and/or activity.  Record this on the agency performance plan template next to Org#. You will need this information as you enter your agency budget request into the state budget system. Please see IWD example on the next page.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s)  
Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	Goal 2: Improve products and services based on customer input.

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy.
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	92% 
	

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	94% 
	

	
	Percent of customers satisfied with services received
	Establish baseline in FY14
	

	Services, Products, Activities (3a.)
	Performance Measure(s)
	Performance Target(s)
	Strategies/Recommended Actions

	1.  Tax Services

Org # 309OOUC
	
	
	

	
A
	
	
	

	
B
	
	
	

	
C
	
	
	

	2.Benefit Services 

Org # 309OOUC
	
	
	

	
A
	
	
	

	
B
	
	
	

	
C
	
	
	


Services, products and activities (SPAs) typically define the broad levels of agency operations, i.e. work of a division, large program area, or major service(s) provided. In general, most SPAs are comprised of a smaller set of work systems, processes, or activities known, for performance planning purposes, as sub SPAs. Sub SPAs are the things that when implemented, work to achieve results for the broader SPA area.

As an example the Core Function “Resource Management” might include four SPAs, 1) Financial Management, 2) Personnel Services, 3) Information Technology, and 4) Communications. You will note the very broad scope of operations at the SPA level. If the agency wanted to include a more detailed slice of operations to better define what is encompassed within each SPA they might include the following sub-SPAs in their performance plan: 

1) Financial Management (SPA)

Sub SPAs

A. Cash Management

B. Financial Planning

C. Budget Preparation

D. Grant Management

E. Financial Monitoring & Reporting

F. Document Processing & Pre-Audit

G. Expenditure Verification and Correction

H. Inter-agency Financial Coordination

2) Personnel Services (SPA)

Sub SPAs

A. Employee Services

B. Premises Services

C. Office Services

D. Staff and Health Safety Services

E. Customer Service

3) Information Technology (SPA)

Sub SPAs

A. Customer Interface

B. System Support

C. Applications

D. Business Continuity

4) Communications (SPA)

Sub SPAs

A. Web Administration

B. Public Relations

As you can see from the example above sub SPAs provide a more narrow and detailed focus of agency operations. Sub SPAs are the activities at the next lower level within the broader SPA classification.  Another way to talk about it might be to say that a SPA is the 10,000-foot view of agency operations while a sub SPA is the 5000-foot view.

Another example might be the Core Function “Research, Analysis and Information Management”.  An agency could define their operations as follows: 

1) Procurement of Funds to Support Reach and Information Availability (SPA)

2) Data management (SPA)



Sub SPAs

A. Justice Data Warehouse

B. Detention Database

C. Web-based Access

3) Decision support Services (SPA)



Sub SPAs

A. Correctional Impact statements

B. Program evaluations

C. Research Studies

D. Prison Population Forecast

E. Technical Assistance and Collaboration

Depending on the scope of operations, agencies may find it helpful to include sub SPAs in their agency performance plan. Sub SPAs are not a required component of the agency performance plan, nor are they required data elements in the State’s budget system.

While performance measures and targets are required elements at the SPA level, they are not required at the sub SPA level. Measures must be directly linked on the plan and entered into the budget system at the SPA level. As an option, you may also include measures at the sub SPA level for performance management and improvement purposes. 

If it is helpful to include a more detailed slice of agency operations for planning and performance management purposes, please list them under A-B-C… on the plan accordingly.   

Step 4- Define and document agency performance

4a. Develop performance measures for key services, products and/or activities. 

Develop/review performance measures for key services, products and/or activities listed on the agency performance plan. These are the measures you will use to monitor how well agency efforts achieve desired levels of performance i.e. provision of services and products. These measures may assess performance related to processing time, cost, customer satisfaction, accuracy or other criteria used to define successful performance.  As noted above performance measures must be developed for each SPA, but are optional for sub SPAs. 

When writing the measures focus on the essence of each SPA.  Remember that every SPA measure will be entered into the budget system.  Using such statements as completing a plan, implementing a plan, having a backup person are not statements of measure.  They may be appropriate for an action plan but these are not the types of statements that are appropriate for linkage to your agency’s budget. As noted earlier measures that reference a percentage increase or percentage decrease are discouraged. See the IWD outcome measures example on the next page.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s) (Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	Goal 2: Improve products and services based on customer input.

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy.
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	92%
	

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	94% 
	

	
	Percent of customers satisfied with services received
	Establish baseline in FY14
	

	Services, Products, Activities
	Performance Measure(s) (4a.)
	Performance Target(s)
	Strategies/Recommended Actions

	1.  Tax Services

Org # 309OOUC
	Percent new employer determinations made within 90 days of the end of the liable quarter
	
	

	
	Percent separate child support recovery from UI payments when required by DHS
	
	

	2.Benefit Services 

Org # 309OOUC
	Percent timely (within 14 days) non-separation UI decisions
	
	

	
	Percent timely (within 21 days) separation issues
	
	


Remember to select measures that help you in decision-making and performance monitoring as well as those that document results. Performance measures may be input, output, quality, efficiency and/or outcome. Be careful not to develop too many measures or get mired down in a lot of detail. Focus on measures that provide information you need for reporting, decision-making, evaluating, identifying improvement opportunities, etc.
For more in-depth information on developing performance measures, please refer to the Agency Performance Planning section of the Performance Measures Guidebook. All guidebooks can be found on the Department of Management Web site at http://www.dom.state.ia.us/planning_performance/tools_resources/aga.html 
4b. Develop performance targets for key services, products and/or activities.

A performance target is the desired level of performance you expect to achieve and is assessed using the measure(s) already listed on the agency performance plan for a particular service, product and/or activity. Performance targets are not just numbers selected at random but are generally established based on data, e.g. current performance levels, customer and stakeholder input, regulatory standards, statutory requirements, and benchmarks. The amount of time it takes to determine targets will depend on the type and availability of the data needed. Targets must be numeric values in order to be able to be entered into the budget system.
In some instances, the targets may be the same as current performance levels. In other words, you will maintain the current level of performance. In other instances, you may want to increase or possibly even decrease performance relative to the current situation. Record performance targets in row two, column three on the agency performance plan.  See example below.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s) (Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	Goal 2: Improve products and services based on customer input.

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy.
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	92% 
	

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	94% 
	

	
	Percent of customers satisfied with services received
	Establish baseline in FY14
	

	Services, Products, Activities
	Performance Measure(s)
	Performance Target(s) (4b.)
	Strategies/Recommended Actions

	1.  Tax Services

Org # 309OOUC 
	Percent new employer determinations made within 90 days of the end of the liable quarter
	70% 
	

	

	Percent separate child support recovery from UI payments when required by DHS
	100% 
	

	2. Benefit Services

Org # 309OOUC
	Percent timely (within 14 days) non-separation UI decisions
	75% 
	

	
	Percent timely (within 21 days) separation issues
	65% 
	


If you determined there is a lack of baseline data available for specific services, products and/or activities, you may need to establish baseline data. It may be difficult to identify targets without existing data on process capability or in other words, what the process is able to produce. If you do not have enough information available to set valid targets, you may decide that one of your strategies or recommended actions in the next step will be to gather baseline data. 

Step 5- Develop performance plan strategies  
5a. Develop agency performance plan strategies/recommended actions designed to achieve targets.   

What are the agency performance plan strategies that will be implemented over the next year to achieve the targets identified for services, products and or activities as well as the overall outcome(s)? Note: these are the strategies identified to address performance issues and achieve desired outcomes over the next fiscal year. Strategies may or may not change with subsequent agency performance plans.  

An agency performance plan strategy or recommended action is the method or approach used to achieve the performance target.  Where a gap exists between current performance and identified target levels define what, if any, actions need to be taken to address the performance gap? 

The agency performance plan strategy should be written so as to describe how you will achieve the desired state. An agency performance plan strategy should be action oriented and directly relate back to the target you are working to achieve. Record agency performance plan strategies or recommended actions in row two, column four on the agency performance plan. Please refer to the IWD example on the next page.

AGENCY PERFORMANCE PLAN

FY 2014
	Name of Agency:  Iowa Workforce Development

	

	Agency Mission:  Iowa Workforce Development will provide quality, customer driven services that support prosperity, productivity and safety for Iowans.

	

	Core Function
	Performance Measure(s) (Outcome Measures)
	Performance Target(s)
	Link to Strategic Plan Goal(s)

	CF:  Economic Supports (Unemployment Insurance)
	
	
	Goal 2: Improve products and services based on customer input.

	
	
	
	

	Desired Outcome(s): 
	
	
	

	To provide temporary funds for eligible, unemployed workers in order to maintain Iowa’s skilled workforce and stabilize Iowa’s economy
	Percent of accurate UI claims-Benefits Accuracy Measurement (BAM)
	92% 
	 

	
	Percent of acceptance sample cases that pass (Tax Performance System)
	94% 
	

	
	Percent of customers satisfied with services received
	Establish baseline in FY14
	

	Services, Products, Activities
	Performance Measure(s)
	Performance Target(s)
	Strategies/Recommended Actions (5a.)

	1.  Tax Services

Org # 309OOUC
	Percent new employer determinations made within 90 days of the end of the liable quarter
	70% 
	Redesign the unemployment tax system.

	

	Percent separate child support recovery from UI payments when required by DHS
	100% 
	Maintain efforts-currently meeting target

	2. Benefit Services

Org # 309OOUC
	Percent timely (within 14 days) non-separation UI decisions
	75%
	Keep majority of non-separations at Unemployment Insurance Service Center

	
	Percent timely (within 21 days) separation issues
	65%
	Reduce time from receipt date to schedule date


In this example, IWD listed strategies for each service, product, and/or activity. 

Plan Submission

This completes the performance plan development process. Final versions of agency FY12 performance plans are due to the Iowa Department of Management no later than July 15, 2013.

Implementation & Status Monitoring

The specific steps involved in implementation and status monitoring of performance plan strategies and recommended actions are left to the agency to determine. To assist you with this effort, suggested guidelines and templates are included in Appendix C and D. 
Performance Reports are due to the Iowa Department of Management no later than December 15 following the end of the fiscal year for which performance is being reported.  Performance reporting guidelines are available in the Performance Reporting Guidebook. 

 

Your agency performance plan is an important document for your agency because it guides the following:

	· Decisions on resource allocation (your budget!).

	

	· Development and use of performance measures.

	

	· When used in conjunction with performance measures, it gauges progress towards desired results.

	

	· Identifies and monitors alignment with enterprise, strategic, performance, and employee goals (provides the “big picture”).

	

	· Guides human resource decisions, especially recruitment and hiring.

	

	· Provides an excellent vehicle for ongoing employee communications, and to promote and market your products and services to your external customers.

	

	· Can be used at staff meetings as the foundation for reviewing progress and continually soliciting input.

	

	· Can be used for employee orientation.

	

	· Can be used as the cornerstone for ongoing planning changes. 

	

	· Can be used to demonstrate accountability to customers.

	

	· Can be used as a tool for employee performance plans and evaluations.

	

	· Can be used as the foundation for making decisions on proceeding or not proceeding with future opportunities.


Reviewing and revising your agency performance plan annually will help keep it relevant and useful.  You may need to revise it within the current year if circumstances substantially change your targets or operating environment.

Agency Core Functions

Adjudication/Dispute Resolution

Enforce and adjudicate the rights and duties of Iowa citizens and organizations according to Iowa laws. Activities may include mediation, worker’s compensation adjudication, compliance and education services as well as appeals. May also include activities associated with the act of a court issuing an order, judgment or decree or with quasi-judicial case hearings involving Iowans who disagree with a ruling issued by a state government agency.

Advocacy

Advocates for changes in policy, practices and programs that potentially or actually impact specific populations of Iowans. Activities may include public hearings; policy development; conferences; awareness presentations and seminars; research, analysis and information dissemination; outreach and referral; coalition building; and empowerment.
Audits

The examination and verification of accounts and records to ensure compliance with Iowa laws.

Child & Adult Protection

Provides an array of services and supports to strengthen families and communities to increase the likelihood that children and adults are safe in their homes and communities. Activities may include child and dependent adult protective services, community based/prevention and support services, foster care, family centered services, protective childcare assistance, and facility based care for children in need of assistance and delinquent youth.
Community Coordination & Development

Develop the economic security and quality of life of Iowans by working with local governments, community organizations, business and others to build the organizational, cultural, entrepreneurial, economic and physical capacity needed for community improvement. Activities may include tourism; film production; volunteer services; housing; community facilities and services; growth management; and/or downtown development; facilitation & coordination; prevention efforts to enhance community, family and individual well being, administration of grants to enhance services or response at the state and local levels; fiscal and program oversight; and technical assistance and support.

Conservation, Preservation & Stewardship

Protect, manage, and ensure the maintenance and preservation of natural and historical resources through the effective use of policies and procedures.  Activities may include serving as a resource for the management of private-owned, natural and historical resources, supporting conservation, and enhancing resources.

Economic Growth & Expansion

Build and support Iowa’s businesses and economy. Activities may include promoting Iowa goods and services worldwide; attracting/retaining skilled workers; attracting/retaining business location investment; facilitating the growth of Iowa’s entrepreneurial and existing businesses; business expansion; business assistance; international trade and reverse investment; and business finance.
Economic Supports

Provide direct and in-direct economic supports to families in need to assist them in having sufficient resources to meet and provide for basic needs. Activities may include eligibility determination; cash assistance; food stamps; employment and training opportunities; quality child care; child support, unemployment insurance; disability benefits; energy and weatherization assistance grants.

Education

Impart knowledge or develop skills and competencies through formal instruction, financial support or other avenues. Activities may include a formal training academy; planning, research and evaluation; technical assistance; curriculum development; fiscal and/or program oversight; administration of state funded scholarships, grants, and loans and student financial aid information services.
Emergency Management & Domestic Security

Support, coordinate, & maintain state and federal emergency management and domestic security activities for Iowa and its citizens.

Enforcement & Investigation (public safety)

Enhance the safety and well being of the public through the enforcement of state and federal laws and to investigate those incidences where laws have been violated. Activities may include patrolling highways; investigating major crimes, alleged fraud, or other incidents of law violations; enforcement of gaming laws; laws involving wildlife harvest; and motor carrier enforcement.

Health

Provide individual, community based and facility based prevention services, health care, long-term health care, mental health, and substance abuse prevention and treatment. Activities may include funding community based services and prevention, targeted case management, acute psychiatric inpatient care, and outpatient psychiatric, outpatient and in-patient substance abuse and chemical dependency treatment, nursing, food and nutrition, pharmacy, and medical services.  May also include the provision of publicly funded children and adult health insurance coverage and partnering with public and private entities to secure access to services.

Legal Representation

Provision of legal counsel.  Activities may include representation of indigent clients who are accused of committing crimes or involved in juvenile court matters or representing the state in legal affairs.

Library Services
Acquires, manages and circulates information to eligible borrowers. Collections may include books, journals, databases, videos, state and federal documents and access to web sites.
Local Government Assistance

Provide assistance and support to local entities.  This would include certification of budgets, tax   equalization, and other types of technical assistance that support funds’ transfers that are separate from contracted services as well as assistance that is not specifically tied to a requirement for the provision of services.

Military Readiness & Defense

Provide combat ready units in support of the national military strategy.

Offender Release Assessment

Assess and determine eligibility for work release and parole of offenders committed to the custody of the Iowa Department of Corrections. Activities may include risk assessment, eligibility determination, parole (grants and revocations), work release (grants, and revocations), victim notification, program review, and research and analysis of issues related to operations.   

Offender Supervision and Custody & Treatment

Manages offenders in appropriate settings, either institutional or community supervision.  Activities include offender assessment and assignment; accountability and rehabilitation programs (i.e. work, education and treatment); offender monitoring through probation, parole, and community service; and housing and subsistence.

Physical Assets Management

Manages state government assets including but not limited to state government buildings, monuments & vehicles. Activities may include property surplus; parking and grounds maintenance; design, construction and maintenance of facilities; space utilization; and the upkeep of state vehicles.

Public Broadcast & Telecommunication Services

Provides public television and other media services and integrates private and public telecommunications capabilities to produce cost effective finished services to support education, medical, judicial and government and enrich people’s lives.  Activities may include programming; video creation; digital educational opportunities; network management, data management, and asset management.

Recreation

Provide sustainable, responsible recreation opportunities. Recreational activities may include camping, visiting state parks, museums and nature centers, hunting, fishing, boating and other activities related to use of our natural resources.

Regulation & Compliance

Enhance the safety, health and economic well being of the public through consultation and enforcement of state regulations. Activities may include: examining; accreditation; inspections and compliance; and various licensing, permit and registration activities.

Research, Analysis and Information Management

Provides relevant information and technical services in a timely manner to customers, stakeholders and policy makers to help make informed decisions. Activities may include collection, analysis, management, interpretation and dissemination of information.

Resource Management (Enterprise or Agency)

Provides all vital infrastructure needs necessary to administer and support agency operations.  Key activities may include financial and human resources management services such as payroll, accounting and budget; purchasing of goods and services; media management; information technology enhancement, management and support; staff development; leadership; planning; policy development; maintenance of physical infrastructure and governance system development to achieve results for Iowans.

Retirement System Services and Benefits

Administer a responsible retirement system for the exclusive benefit of its public employee members and their beneficiaries.

Revenue Collection & Compliance

Collect revenues in compliance with Iowa's laws, e.g. Iowa tax laws. Key activities may include tax processing, accounting, collections, tax compliance, research and assistance, policy development, examination, audit, and timely resolution of disputed tax issues.

Sales & Distribution

Encompasses the activities involved with the sales and distribution of products such as the wholesaling of liquor to licensed retailers and the sales of lottery tickets.

Transportation Systems

Build and maintain Iowa’s transportation to ensure public safety and meet the various needs of Iowans. Transportation includes the following key activities: highway maintenance, construction, planning, design and research; rail; water; transit; and air transportation systems.
Vocational Rehabilitation & Independent Living Rehabilitation

Provide vocational rehabilitation services to eligible Iowans with a defined disability seeking employment. Activities may include assessment; training; guidance and counseling; referrals; employer assistance; job placement rehabilitative technology services; post-employment follow-up; and coordination of community services.

Workforce Development Services

Provide those services necessary to promote a successful labor exchange system for businesses and job seekers. This may include job matching and placement, skill assessment and enhancement, provision of child labor forms and information, specialized services for various population groups, and other services for employers and job seekers.

Reconciliation Clearing Account*

This Core Function exists to avoid a double counting of resources that are appropriated to or received in one budget org and then transferred to an operating account in another budget org.  Data included in this core function accounts for the pre-transfer dollars. Actual operational expenditures (post-transfer dollars) are accounted for in a separate SPA that lists the actual programs/services that benefit from the resources.
*Created for budgeting purposes only. Not linked to operational performance.
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FY 2014
ACTION PLANNING AND TEMPLATES
Action planning identifies the action steps needed to close performance gaps to achieve agency strategic plan goals and performance plan targets. Action steps are just what the name implies-- the steps that must be taken to implement strategies and accomplish goals or desired outcomes. Action planning will help to ensure accountability within the agency for achievement of the strategy. 

Although action plans need not be submitted to Department of Management as part of the performance plan, agencies should complete an action plan that covers both agency strategic plan and agency performance plan strategies. While examples of action planning templates are made available in Appendix C, the particular action planning format/process used can be determined by the agency. 

Action planning for agency strategic plan strategies

Strategies developed during the strategic planning process are general methods or overall approaches used to achieve strategic goals.  For example, high quality childcare could be a strategy to achieve the goal of all children arriving at kindergarten ready to learn; better preventative health care could be a strategy for achieving the goal of a lower incidence of heart disease or better teachers could be a strategy for the goal of improved student achievement.   

Just beneath the level of strategies, you outline the specific action you will take to achieve the strategy.  Examples of action steps are listed below.  

Strategic Goal: All children arrive at kindergarten ready to learn

Strategy: High quality childcare

Action Step: Develop licensing and education requirements for childcare providers

Strategic Goal: Lower incidence of heart disease

Strategy: Better preventative health care

Action Step: Initiate a public service announcement campaign encouraging people to ask their doctors about leading healthier lifestyles

Strategic Goal: Improving student achievement

Strategy: Better teachers

Action Step: Provide teachers with higher compensation linked to capabilities that have been proven to improve student achievement
As you can see, the strategies developed during strategic planning do not tell you specifically what to do; they provide direction.  In a strategic plan, strategies show generally what kinds of approaches will be pursued to achieve goals.  An action step states specifically what it is you’re going to do to achieve the strategy.

Action planning for agency performance plan strategies

Identify the specific steps needed to implement performance strategies designed to close performance gaps and achieve targets related to outcomes and services, products and/or activities. 

Agency performance plan strategies and actions are very specific. The same scenarios in a performance plan might look like the examples below. 

Strategy: Improve the education component of day care services.
Performance Target: 97% of day care providers meet new requirements.

Action Steps:

Evaluate current licensing requirements

Write new requirements

Develop deployment plan

Develop training etc.

Strategy:  Public awareness campaign to lower the incidence of heart disease.

Performance Target: One hour of air time each month.

Action Steps:

Write public service announcement

Select producer

Contact television stations etc.

Strategy: Implement new compensation plan to attract and retain good teachers.

Performance Target: 90% of teachers compensated under new plan.

Action Steps:  

Develop new compensation plan

Develop deployment plan

Test impact

Provide training

Implement full scale
We have included two examples of action planning templates you may find useful as you implement strategies to achieve agency strategic plan goals and performance plan targets.

These are just two examples of many tools available to help you answer questions like: What has to be done?  Who will do it?  What resources will be needed?  When will each action begin and end?  How do we measure our success or lack of success?

For each strategy, a series of action steps are listed as the means to implement the strategy to achieve the agency strategic plan goal or the performance plan target.   

Action plans may also contain performance measures and criteria so you can tell how well you are progressing, what’s working, and what’s not.  At the action plan level, performance measures and criteria focus on the action steps that lead to results (goal or target level).  So action plan measures and criteria often track intermediate actions rather than the achievement of the goals themselves.  These performance measures show progress in terms of inputs, outputs, and how well we are implementing each step.

Example 1

ACTION PLAN

Strategic Goal or Performance Target: ______________________________________________________________

Performance Measure: __________________________________________________________________________

Strategy/Recommended Action_____________________________________________________________________

Division/Work Unit Responsible: __________________________________
Other Units Involved: ________________________

	Action Steps
	Person/Unit

Responsible
	Timeline
	Resources
	Date

Completed

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Action Steps:  What specific tasks must be completed to implement the strategy?

Responsibility:  What division, work unit and /or person is responsible for completing this action step?

Timeline:  When will the action start and when will it be completed?

Resources:  What resources will be needed to complete the action step?  Will it require a shift in or additional funds, time or staff skills, or the removal of barriers?
Date Completed:  Date sub-action was completed.

Example 2

ACTION PLAN





Updated: _____________









Project: ______________









Manager: _____________
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Notes

	


MONITORING PROGRESS
You are encouraged to monitor progress on a quarterly basis instead of waiting to measure results for your agency’s annual performance report. This approach will provide you ongoing feedback regarding what is working and what‘s not, giving you ample opportunity to make adjustments as needed.

A Performance Plan Progress template is available for you use on the following page.   While not an official part of the performance plan, we include it as a tool you may find useful to monitor progress in achieving strategic plan goals and performance plan targets.

This particular tool provides space to record progress and results on a quarterly basis. It also gives you the opportunity to note comments that you may want to refer back to when writing the annual performance report.   Comments may include reasons for progress/or results (i.e. fewer FTE’s, new funding) or note changes in strategy implementation. Comments should be brief and include information that will be helpful to you when writing the annual performance report.
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CONTACTS AND RESOURCES

For further assistance in your planning efforts, feel free to draw on these resources within Iowa State Government:  


Linda Leto, Department of Management


Phone: (515) 281-3853


FAX:  (515) 242-5897


E-Mail: Linda.Leto@iowa.gov

Steve Maslikowski, Department of Management


Phone# (515) 281-8822


FAX:  (515) 242-5897


E-Mail:  Steve.Maslikowski@iowa.gov

Scott Vander Hart, Department of Management


Phone: (515) 281-6536

FAX:  (515) 242-5897


E-Mail:  Scott.Vanderhart@iowa.gov 
Performance Budgeting 

Mike Hahn, Department of Management (or)
Linda Leto, Department of Management

Phone:  (515) 281-5417

Fax:  (515) 242-5897

E-mail:  Michael.Hahn@iowa.gov 
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BRAINSTORMING: A tool for identifying services, products and/or activities





Brainstorming is one technique you can use to generate a list of agency services, products and/or activities. While some brainstorming methods rely on oral responses, we suggest using post-it notes for this exercise.





First, identify the question(s) that will provide you with the needed information. In this particular case you may want to ask: 





1) What are our agency’s services, products and/or activities (SPAs?)  (or)





2) Based on desired outcomes, what are the services, products and/or activities that contribute to this particular core function? 





Be sure that everyone understands the question and what you are asking him or her to identify. Write the question on a flip chart or white board so that everyone can see it. 





Allow silent time for each person to write down his or her list of responses on the post-it notes (one item per note). Give the group 5-7 minutes to silently record the items. When time has elapsed, ask participants to place their post-its on a table or wall where everyone can view them.





Ask the group to review the list of items for clarity and discard any duplicates.


If you have used the first approach, your next step will be to place the items recorded on post-its under the core functions they work to achieve. 
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