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The Performance Mantra: 
What gets measured gets done. 

It’s just a bit more complicated than 
that. 



Examples from: 
 
South Australia’s Strategic Plan 
State of Oregon’s Benchmarks 
City of Portland’s Parks Bureau 
Columbia River Gorge Commission 
 
 



What gets measured    gets done. 

How This Measurement Business Really Works 



Many performance measures are like corks floating 
on the ocean with little relationship to performance. 

PM
 

TIME 



 
1. It’s SMAART 

Specific, Measurable, Ambitious, 
Achievable, Reliable  and Time-bound. 

2. It’s measurable over appropriate intervals. 
3. It’s understandable. 
4. It, ideally, allows for comparisons. 
 

What makes a good  
performance measure? 

 
5. It actually measures performance linked to 

goals. 
 

 
AND 

 



What gets measured        gets done. 

How This Measurement Business Really Works 



Good grounding = having a solid  
measurement typology. 

Condition –  
Measures the state of health of an area of strategic focus (e.g. % of children in the 
community, whose first language is not English, reading at grade level). 
 
Intervention –  
Measures the application of, or effectiveness of ,strategies employed to change the condition 
of an area of strategic focus (e.g. % of English as a Second Language (ESL) parents 
participating in their child’s educational program). 
 
Operating –  
Measures the amount, frequency or efficiency of products or services (e.g. # of parent 
contacts per ESL child or cost per parent contact). 
 
Perception –  
Measures views that citizens, customers , stakeholders or authorizers have regarding the 
quality of a condition, strategic intervention or work product (e.g. % of parents of ESL 
students who believe their child is progressing satisfactorily). 
 
Demand –  
Important features of the world around that create the need for public action but NOT 
performance indicators (e.g. percent of parents whose first language is not English). 
 
Performance –  
Condition, intervention, operating or perception measure used to assess plan, organization or 
operational unit’s performance. 



My preferred typology differs  
somewhat from the norm. 

Stakeholder 
 Perception 

Demand 



My preferred typology differs  
somewhat from the norm. 

Stakeholder 
 Perception 

Demand 



Good grounding = engaging in  
rigorous  strategic planning. 

Where are we? 

Demand/Condition 
Measures 

Understand: Trends analyzed 

How did we do? 

Condition/Performance 
Measures  

Assess: Learn from experience 

How do we get there? 

Strategy/ Operating 
Measures  

Analyze: Strategies developed 

Where do we want 
to be? 

Demand/Condition 
Measures 

Aspire: Targets set 



Government dilemma –Meaningful performance 
measures are often outside its control. 

Condition 
measures 

Work Operational 
measures 

What 
matters 

External Influences 



Agencies should strive for PMs they influence 
but probably don’t completely control. 

Is work 
getting done? 

Operational 
measures 

Condition 
measures  

Is the well-being 
improving? 

Strategy  
measures Are strategies being 

implemented? 

Are strategies 
working? 



What gets measured        gets done 



In summary, what gets measured 
gets done if: 
 
 
1. measures are robust; 
 
2. the development process is meaningful; 
 
3. accountability for results is in place; and  
 
4. leaders are committed. 



Examples from: 
 
South Australia’s Strategic Plan 
State of Oregon’s Benchmarks 
City of Portland’s Parks Bureau 
Columbia River Gorge Commission 
 
(& a little about NYC) 



South Australia’s Strategic Plan 



SA is 20 times larger than New Jersey 
in land area with 1/5th the population. 

Australian States 



 
1. Robust measures 

Lead agencies were required to develop “headline” key 
performance measures that embody SMAART 
characteristics.  
 

2. Meaningful development process 
Performance measures are directly linked to community-
supported “Targets” through implementation plans.  
 

3. Accountability in place 
“KPIs” are included in agency director performance 
agreements and an independent audit committee reviews 
Target trends.  
 

4. Leaders committed 
High-level group regularly reviews plan progress.  
 

 

South Australia’s Strategic Plan 



State of Oregon’s Links to Benchmarks 



Oregon 
Benchmarks 

are the 
longest 

standing 
state 

indicators 
project in the 

U.S. & 
probably the 

world. 



Gov. & legislature 
create Progress Bd., 
Oregon Shines & 
benchmarks. 

Legislature requires 
agencies to have 
performance measures. 

Legislature empowers 
Progress Board to forge 
links between PMs and 
benchmarks. 

Linking Performance Measures to Oregon Benchmarks  

03 02 01 00 05 04 07 06 99 98 97 96 95 94 93 92 91 90 89 

With Gov’s support, Progress 
Board launches system to 
incorporate PMs into budget 
development. 

Gov. links 91-93 
budget to 
benchmarks. 

Champions  
Emerge 

Legislative  
Frustration 

High  
Hopes 

PM leadership 
handed over to 
exec. and leg. 
budget shops. 

? 
08-9 

Benchmarks fade from the 
scene. 



 
1. Robust measures 

All PMs were developed with specific criteria encompassing 
SMAART & peer review. Data available at least yearly. 
 

2. Meaningful development process 
Agencies received training in creating logic models and were 
expected to make “real” strategic linkages. Nonetheless, much 
of the linking was of the “shouting down the hall” variety. 
 

3. Accountability in place 
All departments (~80) must make performance reports publicly 
available answering a series of standard questions. Also budget 
review includes PM report. However, no procedures in place to 
deal with under-performance or late reporting. 
 

4. Leaders committed 
As each succeeding governor came on, the process became 
less tied to governor’s vision.  

Oregon Agency Links to Benchmarks 



City of Portland, Oregon - Parks Dept. 













2020 target  
is 100% 



Parks Board Review - Mildly Critical 

Making progress? Yes, but. 
 

“The major unmet challenge the 
Bureau faces in this area is getting 
more basic services to underserved 

areas.” 
 
 



City of Portland, Oregon - Parks Dept. 
 
1. Robust measures 

Rigorous process in place. 
 

2. Meaningful development process 
Rigorous process in place. 
 

3. Accountability in place 
Advisory board in place to oversee implementation of the 20 
year vision. Council committed to evidence based decision-
making. 
 

4. Leaders committed 
2009 assessment by board assessment (which I wrote) was 
praised but little used because……..the generally good, but 
not stellar, ratings were seen as a potential threat to future 
public fundraising in tough economic times.  

 



Columbia River Gorge Commission 



The Columbia River Gorge: 
A Place of Natural Beauty & Cultural Significance 





Scenic 

Natural 

Cultural 

Economic 

Recreation 

Gorge legislation identifies the SNECRs. 



Scenic 
Development Impacts – Scenery 
Development Impacts – Landscape 
Vantage Point Quality 

Natural 
Species Health 
Species Range 
Surface Water Quality 
Fish Habitat 
Air Quality 

Cultural 
Condition of Cultural Resources 
Inventory of Cultural Resources 
Condition of Historic Resources 
Inventory of Historic Resources 

Economic 
Income 
Job Growth 
Construction 
Housing Affordability 
Land Base – Ag. & Forestry 

Recreation 
Capacity 
Environmental Degradation 
ADA Accessibility 
Conflicts 

Staff, commission and citizens first created  
21 sub-topics with condition measures. 



Scenic 
Development Impacts – Scenery 
Development Impacts – Landscape 
Vantage Point Quality 

Visual Subordination 

Natural 
Species Health 
Species Range 
Surface Water Quality 
Fish Habitat 
Air Quality 

Development Mitigation 

Cultural 
Condition of Cultural Resources 
Inventory of Cultural Resources 
Condition of Historic Resources 
Inventory of Historic Resources 

Development Mitigation 

Economic 
Income 
Job Growth 
Construction 
Housing Affordability 
Land Base – Ag. & Forestry 

Job Creation 
Ag & Forestry Use 

Recreation 
Capacity 
Environmental Degradation 
ADA Accessibility 
Conflicts 

None 

Five “agency performance measures”  
(APMs) link to specific SNECRs. 



Natural 

Species Health 
Species Range 
Surface Water Quality 
Fish Habitat 
Air Quality 

Development Mitigation 

Scenic 
Development Impacts – Scenery 
Development Impacts – Landscape 
Vantage Point Quality 

Visual Subordination 

Economic 

Income 
Job Growth 
Construction 
Housing Affordability 
Land Base – Ag. & Forestry 

Job Creation 
Ag & Forestry Use 

Cultural 

Condition of Cultural Resources 
Inventory of Cultural Resources 
Condition of Historic Resources 
Inventory of Historic Resources 

Development Mitigation 

Recreation 

Capacity 
Environmental Degradation 
ADA Accessibility 
Conflicts 

None 

Development Decision Review, Stakeholder Consultation and Investigation of Reported Violations 

Three APMs link to all SNECRs. 



Natural 

Species Health 
Species Range 
Surface Water Quality 
Fish Habitat 
Air Quality 

Development Mitigation 

Scenic 
Development Impacts – Scenery 
Development Impacts – Landscape 
Vantage Point Quality 

Visual Subordination 

Economic 

Income 
Job Growth 
Construction 
Housing Affordability 
Land Base – Ag. & Forestry 

Job Creation -  
Ag & Forestry Use 

Cultural 

Condition of Cultural Resources 
Inventory of Cultural Resources 
Condition of Historic Resources 
Inventory of Historic Resources 

Development Mitigation 

Recreation 

Capacity 
Environmental Degradation 
ADA Accessibility 
Conflicts 

None 

Development Decision Review, Stakeholder Consultation and Investigation of Reported Violations 
Customer Satisfaction, Timeliness of Reviews, Quality of Decisions 

 
 

Three others relate to overall management. 



Gorge Commission 
 
1. Robust measures 

Limited set due to resource constraints but follows SMAART 
principles. 
 

2. Meaningful development process 
Extensive community engagement to create the condition 
measures; strategies developed around goals, prioritised by 
Commission and then measures developed. 
 

3. Accountability in place 
APMs are linked to budgets in both states; Commission 
committed to reviewing regularly; not linked to performance 
agreements. 
 

4. Leaders committed 
Executive director calls this work the Commission’s most 
important but CRGC has been overwhelmed by state budget 
crises.  



Lessons About Leadership 

1. Measures need to reflect current leader’s 
priorities.  

2. Most leaders will not be interested in the details; 
customized performance measure marketing is 
essential. 

3. Transparency and accountability don’t always go 
hand-in-hand.  

4. For performance measurement to work, 
leadership (at some level) must be committed to 
using the information to manage performance.  
 



Some Useful Websites 

City of New York Office of Operations – 
(www.nyc.gov/html/ops/html/data/data.shtml)  
Seven different websites reporting on different aspects of 
NYC performance. 
 
Association of Government Accountants – 
(www.agacgfm.org)  
Provides an extensive list of U.S. websites on performance. 
 
Bob Behn’s Performance Leadership Report – 
(www.hks.harvard.edu/thebehnreport)  
 Free newsletter from a leading public management teacher. 
  
Governing magazine (newsletters@governing.com) 

http://www.agacgfm.org/�


You can reach me at:  
Jeff Tryens 

Jtryens@cityhall.nyc.gov 
212-788-1677 
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