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Introduction


On April 6, 2016, the Committee on Governmental Operations, chaired by Council Member Benjamin Kallos, will conduct an oversight hearing regarding the Preliminary Mayor’s Management Report (the “PMMR”). This hearing will provide an opportunity for the Committee to engage in a dialogue with the Mayor’s Office of Operations regarding how to make the PMMR and its companion document, the Mayor’s Management Report (“MMR,” together with the PMMR, the “Reports”), more valuable tools for evaluating the performance of City government.


The Committee has held several hearings analyzing the structure of the MMR, including most recently in December 2015.
 The Council regularly convenes oversight hearings that relate to indicators used in the Reports, including discussion of indicators in the PMMR during each committee’s preliminary budget hearing. Today’s oversight hearing will review the PMMR released in February 2016. Witnesses invited to testify at today’s hearing include the Administration, good-government groups, and other interested members of the public. 
Background

Performance measurement is a critical tool for ensuring accountability of government officials to the public. Generally speaking, performance measurement is used to evaluate an organization’s activities and determine how such activities affect the outcomes sought by the organization. At the most basic level, this is done by: (1) setting standards and outcome objectives; (2) identifying resources and creating a strategic plan to attain those objectives; (3) measuring performance against goals, standards, or benchmarks; and (4) communicating results. Performance measurement provides more complete information about an organization’s performance than do traditional budgets or financial statements, since it focuses on the results of the programs and services administered by an organization – not just the resources used in providing them.

In the context of government, performance measurement serves multiple purposes. According to the Governmental Accounting and Standards Board, municipalities in particular can use performance measures “for setting goals and objectives, planning program activities to accomplish these goals, allocating resources to these programs, monitoring and evaluating the results to determine if they are making progress in achieving the established goals and objectives, and modifying program plans to enhance performance.”
 In short, performance measurement helps policymakers and the public evaluate whether government is delivering the desired results.
The MMR and the City Charter

First published in 1977, the Reports serve as the City’s biennial public report card on City services and operations. Since 1977, the New York City Charter (“Charter”) has required the Mayor to develop program goals and performance measurements for each agency and to report on each agency’s progress towards these goals. Pursuant to section 12 of the Charter, the Mayor must issue two management reports a year: a preliminary report by late January (the PMMR) and a final report – the MMR – by mid-September.
 The PMMR and MMR are available to the public through an interactive website and in PDF form. The basic contents of the Reports are specified in the Charter and summarized below.

 The PMMR, which must be published by January 30th each year, provides information about the performance of City agencies during the first four months of the fiscal year, from July 1st through October 31st. The following information is required to be included in the PMMR, for each agency:

· A statement of actual performance relative to the program performance goals and measures established for the fiscal year;

· Proposed program performance goals and measures for the next fiscal year reflecting budgetary decisions made as of the date of the submission of the preliminary budget;

· An explanation in narrative and/or tabular form of significant changes in the program performance goals and measures from the adopted budget condition to the current budget as modified; and

· An appendix indicating the relationship between the program performance goals and measures and the corresponding appropriations contained in the preliminary budget.


The MMR, which must be published by September 17th each year, covers the entire fiscal year and provides additional information not contained in the PMMR. Specifically, the MMR must include, for each agency: 
· Program performance goals for the current fiscal year and a statement and explanation of performance measures;

· A statement of actual performance for the entire previous fiscal year relative to program performance goals;

·  A statement of the status of the agency’s internal control environment and systems, including a summary of any actions taken during the previous fiscal year, and any actions being taken during the current fiscal year to strengthen the agency’s internal control environment and system;

· A summary of rulemaking actions undertaken by the agency during the past fiscal year;

· A summary of the procurement actions taken during the previous fiscal year; and 

· An appendix indicating the relationship between the program performance goals and the corresponding expenditures made pursuant to the adopted budget for the previous fiscal year.


The Mayor’s Office of Operations (“Operations”) is responsible for managing and producing the PMMR and MMR. To satisfy the requirements of section 12 of the Charter, performance goals must be developed and evaluated for each agency. Operations works with each agency to develop performance goals and to ensure that each agency reports relevant and accurate information. Operations also determines the manner and format in which to present information in the PMMR and MMR. These decisions have important implications regarding the scope of information presented, the level of detail provided, and the types of issues highlighted.
Improvements to the MMR in Recent Years


In recent years, following Council oversight hearings on the MMR, several improvements have been made to the MMR including, for example:

· The addition of a more detailed tiered report on the MMR website, through which the public can access information relating to certain agencies’ performance that is more detailed than could reasonably fit in the published MMR, including searches for indicator trends;

· The addition of numeric goals, or trend-line goals, for many critical indicators throughout the MMR, as well as an arrow indicating whether each indicator has seen a statistically significant rise, fall, or neither, over the past five years;

· The addition of a “traffic light” system of color-coded reporting on the Citywide Performance Reporting page for ease of reference, with green indicating performance improvement, yellow marking no change, and red indicating performance deterioration;

· The addition of explanations regarding multi-agency initiatives;

· The addition of more robust narrative explanations of agency performance for several agencies; and

· The addition of an “equity statement” for each agency, which articulates how each agency is working to deliver services fairly across its service population.
Changes to the PMMR since December 2015

Following the Committee’s December 2015 hearing on the MMR, the 2016 PMMR included changes such as amending the definition of “target” to clarify that targets may be numerical or directional, and that “[n]umeric targets can set an expected level of performance, a maximum level not to be exceeded, or a minimum level to be met.”
 Additionally, certain agencies added targets for indicators that did not have set targets in the 2015 MMR, and updated their indicators by changing the description of the indicators or by changing the name of the indicator to better reflect what the data is measuring.


While recent changes have made the Reports more accessible publications, further improvements could make the PMMR and MMR more effective tools. The Reports are intended to be both an indicator of the city’s past performance as well as a tool for agencies to improve their future performance. The data and information set forth in the Reports must be meaningful in order to guide agencies in their efforts to improve performance. Notwithstanding the most recent changes, for many critical indicators, the Reports still do not have set targets and, in some circumstances, the targets that are set appear inconsistent in light of the agency’s actual performance and the goals set forth by the agency. The lack of targets and instances of inconsistent targets somewhat diminish the usefulness of the Reports as tools for improving performance. Furthermore, the indicators that are chosen to measure performance should be reviewed regularly and updated to ensure that the Reports present an accurate picture of agencies’ current performance. Evaluating these issues is critical to ensuring that the City is effectively assessing its performance. The Committee seeks to continue a productive discourse with Operations and agencies so that the 2016 MMR can be the most accessible, informative, accurate and useful report possible.
CONCLUSION


At today’s hearing, the Committee will hear from Operations about recent efforts to improve the PMMR and plans for future editions of the PMMR and MMR. The Committee seeks to gain clarity on the collaborative process between Operations and the agencies, including how indicators are developed, how targets are set, and how the data set forth in the PMMR and MMR is utilized by agencies. The Committee will offer feedback and recommendations for how the PMMR and MMR can be further improved to be more effective tools for performance measurement. 
� Committees on Oversight and Investigations and Governmental Operations, “Oversight – Evaluating the Structure and Content of the Mayor’s Management Report” (Dec. 10, 2014); Committees on Finance and Governmental Operations, “Oversight – Evaluating the Mayor’s Management Report” (Nov. 14, 2011); Committee on Governmental Operations, “Oversight – Reviewing the Updated Mayor’s Management Report” (Sep. 27, 2012); Committee on Governmental Operations, “Oversight: Evaluating the Structure and Content of the Mayor’s Management Report” (Dec. 14, 2015).


� See Robert D. Behn, “Why Measure Performance? Different Purposes Require Different Measures,” Public Administration Review, Vol. 63, No. 5 (Sept./Oct. 2003).
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