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LEGISLATING FOR RESULTS:
Introduction and Definitions
A Municipal Action Guide

What are these Action Guides and
How Will they Help?
Local elected officials are charged with the responsibility
for making policy decisions and providing oversight on the
actions their of government. They are concerned about the
welfare of their community and residents and know they
have the responsibility for helping maintain and improve
that welfare.
But frequently they are not provided the information they
need to fulfill their role in improving the results and service
delivery of local governments. Even when that information
is available, elected officials often do not have the time or
do not always know how to make effective use of it.
These Action Guides were developed, in consultation with
local elected officials, to assist elected officials – members of
local legislative bodies, such as city, county and town
councils, boards, commissioners or supervisors – in getting
and using the information they need to best tackle this
major responsibility
The overall purpose of these Action Guides is to provide
elected officials with suggestions as to specific actions they
might take to obtain and then use, information on what
residents are getting for their money. Information on
results achieved can be used to help:
• Track progress in achieving program and policy
results;
• Identify questions that need to be addressed about past
and proposed results;
• Improve budgeting decisions and the allocation of
scarce public resources;
• Make better policy decisions;
• Encourage the staff to make service improvements;
• Provide incentives to contractors and grantees to
improve service results;

Introduction
Most actions apply both to those local governments that
already have an on-going performance measurement
process and those that do not. Most apply whether the
government has a line item, object class, or program
budget. However, having a program budget that allocates
costs to programs will better enable elected officials to link
costs to results.

What will you Find in these Action
Guides?
The primary theme of Action Guides is to better enable
local elected officials to base program and policy decisions
on the costs and results of government services on
residents and the community. Action Guides do not focus
on elected official’s role in examining the costs of
government services, nor on the physical outputs
produced by departments. The focus of Action Guides is
primarily on the outcomes and results achieved. This will
permit linking those results to expenditures and outputs.
Local governments already commonly track expenditures
and outputs. Tracking results is a relatively new activity,
except for a few exceptions, such as numbers of crimes
reported and traffic fatalities. Even when tracking is done,
most local elected officials have limited experience and
training in analyzing and using outcome information.
Action Guides focus on suggesting specific actions that
local elected officials can take to improve the quantity and
quality of results information they receive and then use
that information to help produce better outcomes for their
residents.
Elected officials should not forget that obtaining useful
information and making proper use of it requires a
partnership with the staff as they provide most of the
information. Staff also implement the decisions of elected
officials in order to achieve desired results.

• Provide better two-way communications with
residents and the media; and
• In strategic planing.

This guide is part of a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at the Center for Policy and Research at hoene@nlc.org or (202) 626-3172.
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GLOSSARY – Definitions for Key Words Used
in Action Guides
• “City” Refers to a city, town, municipal or village
• “Council” The organizing body of a city, town,
municipal or village
• “Departments” and “Agencies” These words are used
interchangeably.
• “Results” and “Outcomes.” These words are used
interchangeably. Both words refer to the effects of
particular government services or programs, on
residents and the community. These words do not
cover other performance information, such as: (a)
amount of funds spent; (b) amount of the physical
output produced by government departments, such as
the number of miles of road repaired or the number of
clients served; or (c) the efficiency of service delivery,
usually expressed as the cost per unit of output, e.g.,
“cost per mile of road repaired” or “cost per client
served.”
• “Outcomes” and “Outputs.” Distinguishing between
outcomes and outputs is one of the major challenges in
performance measurement. Outputs are the products
or services directly produced by an organization, such
as number of lane-miles of roads rehabilitated.
Outcomes are the consequences of the government’s
actions, such as the resulting ride-ability or safety of
the roads.
• “Residents,” “Customers,” and “Clients.” These
words all refer to persons that are affected, either
directly or indirectly, by one or more local government
services or programs.
• “Service” and “Program.” These words are used
interchangeably. Both refer to particular activities, or
groups of activities, undertaken by a local government.
• “Goals,” “Objectives,” and “Mission.” These all refer
to brief statements about the overall purpose(s), the
desired results, of an organization or program. The
specific outcomes to which a service or program
contributes should flow from the mission or objective
or goal statements. Note: Sometimes the word “goal”
is used instead of the word “target,” as noted below.

local government. Some local governments use
“indicator;” others “measures.” We have generally
used the word “indicator” in these Briefs.
• “Targets” and “Goals.” The future numerical values of
individual outcome indicators sought by the agency or
program. These values should indicate what results
the funds budgeted are expected to produce.
• “Outcomes” versus “Outcome Indicators.” Outcomes
are the results that a service hopes will result from that
service. Outcome indicators are the specific
measurements used to measure progress in achieving
the outcome. For example, “reducing crime” is an
outcome sought by police departments. The outcome
indicator usually used to track progress towards this
outcome is to track the outcome indicator “crime rates
for particular categories of crime.”
• “Performance Measurement” and “Performance
Management.” Performance measurement refers to a
variety of procedures used by governments to track
the performance of individual government services
and programs. The term encompasses the
measurement of outputs, efficiency, and outcomes.
These Action Guide focus on the measurement of
outcomes, the category of indicators that have in the
past been given the least attention by local elected
officials. Performance management means the use of
performance measurement information in managing
the government’s programs.

Sources
The actions included in these guides have been developed
with the help of the NLC’s Legislating-For-Results Project
Advisory Committee. This Committee provided oversight
and review of the documents as well as participated in
training events held throughout the country.
The examples of actions taken by local elected officials
used in the Action Guides have been obtained from over 25
local governments that have had some history in tracking
results information. Local government staff assisted in
identifying the examples and a number of elected officials
were interviewed to obtain examples.

• “Indicator” and “Measure.” These words are
equivalent. They refer to specific measurements that
are made to track particular outcomes undertaken by a
2
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Legislating for Results
Advisory Committee
Co-Chair:
Jackie Nytes, Councilmember, Indianapolis, IN
Co-Chair:
Brian Murphy, Councilmember, Cambridge, MA
Ron Aycock, Executive Director (retired), North Carolina
Association of County Commissioners,
Raleigh, NC
Aaron Azari, Councilmember, Arvada, CO
Del D. Borgsdorf, City Manager, San Jose, CA
Robert Broom, Councilmember, Aurora, CO
Diana Cordray, City Clerk and Treasurer, Carmel, IN
Lee Feldman, City Manager, Palm Bay, FL
Stan Finkelstein, Executive Director, Association of
Washington Cities, Olympia, WA
Myron Frazier, Council President, Southfield, MI
Ron Gonzales, Mayor, San Jose, CA
Jim Haggerton, Councilmember, Tukwila, WA
Martin Jones, Councilmember, Conyers, GA
Michael Lawson, International City-County Management
Association, Washington, DC
Jim Leidgen, Clerk-Treasurer, Jeffersontown, KY
Craig Maher, Councilmember, Wauwatosa, WI
Cynthia Mangini, Councilmember, Enfield, CT
Felicia Moore, Councilmember, Atlanta, GA
Patrick O’Reilly, Councilmember, Scarborough, ME

About Legislating for the Results
The National League of Cities and the Urban Institute, with
support from the Alfred P. Sloan Foundation, underook a
two-year effort (November 2005-October 2007) to develop
and disseminate educational materials and tools to help
local elected officials obtain and use information about the
results of government services in helping their citizens.
Most of the attention of good governance has in the past
been placed on the executive/administrative part of
government. The vital importance of legislative bodies in
governing has often been neglected. This is true at the
local, as well as state and federal level of government.
Under the guidance of a national local advisory committee,
the Urban Institute-NLC team identified and used
examples of existing practices of local legislatures around
the country to develop a series of Municipal Action Guides
and other materials on ways to:
• Obtain more informative, useful, and user-friendly
performance information from their government’s
service agencies;
• Use the performance information to help the local
legislatures make resource allocation (including
budget) and policy choice decisions; and
• Assist in communicating with their citizens – both in
providing more relevant information to citizens and in
obtaining helpful information from them.
Building on this work, the National League of Cities will
continue to disseminate materials and conduct training
and other education seminars on Legislating for Results in
future years.

Ellen Posivach, City Manager, Tarpon Springs, FL

Project Team

Marilyn Praisner, Commissioner, Montgomery County,
MD

Harry Hatry, The Urban Institute, Washington, DC

Jean Quan, Councilmember, Oakland, CA
Harry Smith, Mayor, Greenwood, MS
Pamela Syfert, City Manager, Charlotte, NC
Dee Vanderhoef, Councilmember, Iowa City, IA

Katharine Mark, The Urban Institute, Washington, DC
James “Jay” Fountain, Consultant to the Urban Institute,
Washington, DC
Chris Hoene, National League of Cities, Washington, D.C.
Katherine Bates, Consultant to National League of Cities,
Washington, D.C.
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LEGISLATING FOR RESULTS:
Getting Information on
the Right Things
A Municipal Action Guide

I

nformation is the backbone and foundation for most
decisions that local elected officials make. That
information should be as valid and clear as possible.
Also, outcome data should be readily available to elected

Number 1 of 10
officials when it is needed. Because local elected officials
are often flooded with information, this Brief focuses on
getting useful and understandable information on the
results of local government services.

Summary of Actions
■ Prepare

an outcome-focused council mission statement and ask each department to do the same. Use these as a
starting point for a results-oriented city.

■ Take

an active part in choosing the outcomes to be reported to the council but ask the administration to select the
specific outcome indicators needed to track those outcomes.

■ Request

regular reports on key outcome indicators for each major service/program. Make sure you are satisfied with
their coverage and understandability.

■

Review the outcome indicators periodically for adequate coverage and understandability.

■ Periodically

obtain input from citizens and businesses through surveys, community forums, and citizen advisory
committees to help with the selection of service outcomes to be tracked.

■ Seek

feedback from citizens and business in regularly assessing outcomes – through such means as surveys and
tabulation of complaint data.

■ Obtain

outcome information on sub-groups of your citizens such as by breaking out the outcome data by
neighborhood, age group, gender, etc.

■

Obtain comparison data for each key indicator to help you assess whether the results are good or bad.

■ Require

formal explanation from the departments when outcomes are substantially different from those expected to
help identify whether action by the council is needed.

■

Request information both on the outcomes of individual services and on relevant community-wide indicators

ACTIONS
The information needed to make resultsbased decisions. Elected officials need a variety of
information. They can take a number of actions to help
them obtain that information.
ACTION: Prepare a mission statement for the council.
Make sure it is outcome-focused. Ask each department to
do the same. Mission statements are an important starting
point for a results-focused city. Attachment 1-1 provides
some examples of mission statements.
ACTION: Call for regular outcome information relating to
the mission. Mission statements are helpful but it is the

outcome information that makes the statements come
alive. Seek the support of the city manager/administrator
for the outcome measurement effort. Encourage them to
seek the support of the department heads who will be
responsible for providing the needed outcome information
and will likely be the primary users of the information.
Seek the following information:
1.

The most current data on key outcome indicators for
each government service. To identify these key
outcome indicators, ask the departments to identify
what citizen quality-of-life elements the department

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at hoene@nlc.org or (202) 626-3172.
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expects to affect. Some outcome information you
would like may not be readily available but can be
obtained by revising data collection procedures.
Attachment 1-2 shows a rating scale used in Austin TX
to provide data to the city council on the quality of
park maintenance. City personnel periodically rate
each of these conditions in each park using the rating
scale shown. In other cities, volunteers, have been used
to make these ratings.)
2.

Data on each of these indicators for one or more
previous years to allow comparisons.

3.

Target values for each outcome indicator for the
budget year — based on the resources included in the
budget for the year.

4.

Breakouts of the data for relevant citizen groups.
Gather outcome data for separate geographic areas in
your community and by demographic groups within
the jurisdiction, such as by neighborhood, age,
race/ethnicity, gender, or income group. Such
breakout information can be of considerable
importance in identifying areas needing attention and
equity concerns in service delivery. Another useful
breakout is the counts of the number of problem
incidents by reason for the problem, such as by
categories of the causes of traffic accidents or reasons
for not using the city’s recreational facilities or
libraries. (See Examples: Coral Springs, FL; Charlotte,
NC; and Prince William County, VA)

5.

6.

Require a statement about the accuracy of those
outcome indicators for which uncertainty exists can so
you can consider this in your decisions.
Require an explanation as to why unexpected
outcomes occurred, whether they were considerably
worse or better, than expected.

ACTION: Limit the number of outcome indicators you
request on a regular basis. As to the number of indicators,
there is no right answer. The ability of elected officials to
handle the indicators depends to a considerable extent on
how it is presented to you. This is discussed further in
Municipal Action Guide 2 of the series.
A good way to reduce the number of indicators is to
include few, if any, output indicators and focus primarily on
outcome indicators. Elected officials may feel that only one
or two are needed to obtain a good perspective on
performance. Or they may feel they need a number of them

to provide a comprehensive perspective on what is
happening. As special issues or problems arise, you may
need other indicators to obtain a comprehensive
perspective on the particular issue. (See Examples: San
Jose, CA)
ACTION: As specific issues arise throughout the year, ask
the responsible service agency to provide data on any
additional outcomes, or specific outcome indicators,
needed for your review of that issue. If special data
collection would be required, consider the estimate of
added data collection cost against the information’s
potential value.
ACTION: Request special studies or program evaluations
when an important issue is expected to require significant
outcome information in future months. (See Examples:
Montgomery County, MD)

A start-up stategy.

The following basic actions are
ones that you can use to begin obtaining outcome
information.

ACTION: Ask for regular tabulations of complaints
received by each department, categorized by the subject of
the complaint.
ACTION: Ask for information on outcomes already likely
to be being regularly collected by departments. This might
include such information as: reported numbers of crimes
and crime clearance data; counts of reported fire incidents;
traffic accident, injury, and fatality counts; usage or
circulation counts from the library system.
ACTION: Request information on response times, such as
the percentage of requests for services and complaints
responded to within target times. Such information is
probably already being collected by police and fire
departments since response times are probably the most
frequent service quality characteristic reported by local
governments when beginning the performance
measurement process.
ACTION: Call for an annual survey of a representative
sample of citizens covering key service characteristics of
each major service. This step does not require special effort
by departments, since the survey administration does not
need to require staff or funds from individual departments.

Formal requirements for getting outcome
information may be desirable. Such
requirements have seldom been written into local

2
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government charters or other local legislation. The
performance tracking process usually develops through
evolving practices. However, you might want to make this
requirement for outcome information more formal.
ACTION: Pass “legislation” that sets forth the expectation
that the key outcome information is to be provided on a
regular basis. (See Examples: Montgomery County, MD (2)
ACTION: Consider including requirements to provide
regular information into the job description of the City
Administrator/Manager. Include interview questions
about familiarity with outcome information and use it with
prospective candidates.

Role of elected officials in selecting outcome indicators. Should council members identify
specific indicators for which they want data reported to
them on a regular basis, or should they merely specify the
results/outcomes, they expect to be tracked by the
government? Each individual council should decide this.
ACTION: Take an active part in choosing the outcomes to
be reported to the council. Ask the administration to select
the specific outcome indicators for tracking those
outcomes. Review the selections to determine that they are
understandable and comprehensive. A discussion between
the council and administration/departments about the
outcome information being received and the specific
indicators provides a means of reaching common ground
on what indicators are provided. (See Examples: Riverside,
CA; King County, WA; and San Jose, CA (2))
ACTION: Periodically review the outcome information for
their coverage and understandability.

Role of citizens and the business community in selecting outcome indicators.
Other potential important users of outcome indicators
include citizens and the business community. Elected
officials need to determine how to seek input from them in
helping select what outcome indicators to measure and
report.
ACTION: Call for departments to hold focus groups of
citizens, businesses, and customers of individual services
to identify outcomes of importance to them and identify
their needs. (See Examples: Coral Springs, FL (2), and
Bellevue, WA)
ACTION: Request that questions on needs/unmet needs
in citizen/household evaluation surveys be included.

ACTION: Hold periodic community forums to obtain this
input.
ACTION: Use citizen advisory committees and
community advisory groups to provide guidance to the
council. Periodically ask them to review the latest set of
outcome indicators to determine their coverage and
adequacy.

Role of citizens and the business
community in assessing results. Local
Governments have been finding it important and useful to
obtain feedback from their residents on the quality of the
government’s services.
ACTION: Request tallies of complaints for each key
service, such as garbage collection. Many local
governments already make such tabulations, but they may
not be regularly reported to the council. However, while
this information is useful, it provides highly limited
information on citizen experiences with the government’s
services.
ACTION: Sponsor regular surveys of your citizens to
obtain considerably more accurate feedback on citizen
experiences with individual city services. Surveys of
citizens can be used to obtain direct citizen input for
outcome indicators, such as for estimating the percent of
households that report missed garbage collections.
Similarly, you can also use surveys to obtain accurate
feedback from your business community. (See Example:
Irving, TX)
ACTION: Undertake periodic surveys of businesses to
obtain feedback on the outcomes of businesses’
experiences with individual city’s services and their
satisfaction with those and report the findings to the
council.

Outcome information will be considerably
more usefully if it is also broken out by
population. Council members are likely to find highly
useful outcome data that are disaggregated (broken out) by
demographic or service characteristics. Decisions based on
aggregate figures can miss the fact that important issues
and problems exist in significant portions of the
population.

3
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ACTION: Ask staff to examine each outcome indicator for
which the council gets data and suggest breakouts that
would be useful to elected officials. Consider such
breakouts as:
(a) residence location, such as by district or
neighborhood;
(b) age group;
(c) gender;
(d) race/ethnic group;
(e) income group;
(f) disability group; and/or
(g) individual government facilities, such as
individual parks, libraries, precincts, fire stations,
city offices, etc. (e.g., how is each park, each
library; each precinct, etc., doing?)
(See Example: Portland, OR)

Some additional information is needed to
make judgments about results. The data on

explanations of why the outcome is X percent different than
other jurisdictions providing similar service. (See Examples:
International City/County Management Association)

Obtaining information on community-wide
indicators, not only individual services.
Important omissions in outcome information available to
elected officials is lack of information on the number in the
community who need a service and have not received help
(particularly relevant for human services) and information
on needs not currently covered by any current local
government service.
ACTION: Sponsor periodic community-wide “needs
assessment” surveys. Consider doing this jointly with a
community foundation.
ACTION: Obtain information about indicators of quality
of life that are being developed and reported by the
government or other organizations in the community.

outcomes for a given reporting period is seldom sufficient
for making policy and program decisions. Additional
information should be sought by elected officials in order
to make the best informed decisions possible.

ACTION: Request examples of community indicators
being used by other similar communities. For more
information you can go to the Community Indicators
Consortium at www.communityindicators.net.

ACTION: Ask for comparative data to help you assess
whether the outcome values are good or bad. Useful
comparisons include:

ACTION: Obtain input from citizens as to what they value
in the community.

(a) Values for previous reporting periods;
(b) Values to targets set by the administration for the
outcome indicator; and
(c) Values achieved by similar
providing similar services.

communities

(See Example: Phoenix, AZ)
ACTION: Seek formal explanations for unexpectedly high
or low outcome levels. Ask for written explanations for any
outcome indicator for which the value of the indicator
varies by more than X percent (such as 10%) from the target
the agency had set for the performance period.
Explanations of unusual outcome levels can provide
valuable information for interpreting results and for
deciding if action is needed. (See Example, and San Jose,
CA (4)
ACTION: Ask for explanations of changes of more than X
percent from outcome levels in previous years.

ACTION: Ask for explanations of how current services are
addressing the needs identified and what citizens say they
value.
ROLE OF ANECDOTAL INFORMATON ABOUT
RESULTS. Elected officials continually get complaints and
expressions of concerns from their constituents. While
officials must be responsive to their residents, be cautious
in interpreting these as knowing the pulse of the
community and conditions within the community. The
views of these constituents and the incidents causing the
concern may not be representative of actual conditions.
ACTION: Seek outcome information from the relevant
departments that can provide a more representative
picture. Anecdotal information is important to elected
officials. However, information coming from only one or a
few individuals may not be representative of conditions in
your community.
ACTION: Use the anecdotal information to complement
and enhance the more comprehensive and more
representative data.

Action: When comparative data is available, ask for

4
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AVOIDING INFORMATION OVERLOAD. Many of the
actions described in this Action Guide depend on assistance
provided to elected officials by staff.
ACTION: Work with staff to determine the ability to
provide the desired information. Initially, elected officials
may need to be highly selective as to the information and
coverage among departments.

ACTION: Be selective and focus on the services/issues of
most importance. Some of the outcome information needed
by elected officials is basic information for which a resultsfocused administration is likely to already have.
ACTION: Provide sufficient advance notice that particular
information will be needed. This should alleviate some of
the problems staff may have in responding to information
requests from elected officials.

EXAMPLES
Coral Springs, Florida

Prince William County, Virginia

Some data such as data on citizen satisfaction, feelings of
safety, and use of parks provided to City of Coral Springs,
FL Commissioners are broken out by geographic area or
demographics.1

Prince William County, VA Board members have been
using a variety of outcome indicators such as property
code violations, crime, traffic accidents, etc., broken out by
neighborhood to help them select which neighborhoods
most need resource assistance. This example is further
discussed in Action Brief 6.

Coral Springs, Florida (2)
Coral Springs, FL has for several years been conducting
annual neighborhood “Slice of the Springs” meetings to
obtain citizen input on their needs and concerns.
Information from these meetings and other sources, such
as annual Citizen and Business surveys, is analyzed and
provided to the Commission as information for identifying
neighborhood needs. That information is used in
developing the city’s strategic plan and annual budgets.2

Charlotte, North Carolina
City of Charlotte, NC contracts with UNC-Charlotte to
conduct a Quality of Life Study of community conditions
in all Charlotte neighborhoods every two years. The study
categorizes each neighborhood as stable, transitioning, or
challenged, based on overall quality-of-life measures
which include physical, social, economic and crime
dimensions. Those categories are used to allocate resources
in both the capital and operating budgets and to spark
improvements in those neighborhoods. City Council
reviews the findings and directs staff on priorities for
investment as a result of the findings.3

San Jose, California
During a San Jose, CA review session on the Operating
Budget, a council member did not find data on traffic
deaths in the transportation department’s budget
submission. He had heard during his work on the traffic
taskforce that traffic deaths had gone down substantially.
He requested that the transportation department include
the data so that the city’s success in decreasing traffic
deaths over the years be included in the proposed
transportation budget. He felt this was an important
achievement that should be reported in the budget request,
in part so the public might become aware of this success. 4

San Jose, California (2)
The San Jose, CA City Council members for several years
have requested added performance indicators and/or
target values for performance indicators. In reviewing the
performance data material provided as part of the city
managers 2002-2003 budget submission, one or more
members: 5

1 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
2 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
3 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006) and Metropolitan Studies Group, University of North
Carolina at Charlotte, Charlotte Neighborhood Quality of Life Study 2006 (September 1, 2006).
4 Video Recording, 23 May 2002. City of San Jose Council Meeting/Study Session. Part 1 of 2. City of San Jose, CA.
5 City of San Jose 2002 City Council Meeting Minutes. Online, http://www.sanjoseca.gov/clerk/2002_CnclMins/05-23-02%20SS%20BdgtRpt.htm
(Accessed 19 September 2006).

5
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• Asked for a target as to the number of people the
city would like to have library cards.
• Asked that the information on traffic crashes and
pedestrian injuries include where the highest
number occurred and what was being done to
address these problems.
• Recommended a survey be conducted to
determine how residents feel about safety.
• Suggested that the target for fire prevention be
raised above the current level of 75%.
• Asked that more departments include a
performance indicator on the extent to which
“green building” was present in the city.
• Asked for a performance indicator for the city’s
emergency services.

Montgomery County, Maryland
The Montgomery County Council, MD annually adopts a
resolution requesting a number of special studies from its
Office of Legislative Oversight (OLO), many of which call
for performance information. For example, in its 2005
report to the council, “Victim Assistance and Sexual
Assault Services,” OLO reported on the following outcome
indicators:
• Percentage of child crime victims counseled that
showed a decrease in symptoms.
• Percentage of victims of crime receiving victim
assistance services that report that received
effective/valuable services
• Percentage of crime victim losses mitigated by
the County’s Compensation Fund.

• Asked for an explanation of “cycle time targets”
under the performance indicators section for the
Transportation Services proposed budget. (Video
Recording, San Jose, May 23, 2002)

San Jose, California (3)
City of San Jose, CA Citizen Rating of Traffic Flow with Explanation of Change

Key Message Citizens are experiencing reduced traffic on City street and freeways as evidenced by the dramatic increase in
satisfaction over traffic flow. However, this improvement is temporary, due mostly to the higher current unemployment rate and
resulting reduction in the number of drivers on the road, particularly during commute times.

6
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Montgomery County, Maryland (2)

King County, Washington

The following is an excerpt from the 2005 Montgomery
County Council (MD) Resolution. The full Resolution is
provided in Attachment 1-3.

In 2003, the King County, WA Council established an
“advisory performance measurement work group” to
“review and critique” the performance indicators of county
departments. Council staff, as well as the County Auditor’s
Office and staff from the executive branch, comprised the
work group.7 In 2005, the Council conducted an assessment
of agency strategic business plans including the plans’
goals, objectives, and performance indicators.8 The
assessment found that very few business plans had useful
performance indicators. As a result, the Council decided to
continue the performance measurement advisory group
process and review selected business plans to provide
feedback to departments on the appropriateness of their
goals, objectives, and performance indicators.

“The Council requests County agencies, as they develop
their recommended budgets each year, to:
• identify their own budget priorities;
• provide clear information on the cost-effectiveness
of their programs;
• provide performance measures on individual
programs that enable the Council and the
community to assess the results achieved with past
funding;
• identify the methodology and information used to
review program effectiveness;
• link decisions on future resource requests and
allocations to these performance measures.

Riverside, California
The Riverside, CA City Council took an active part in
reviewing the outcome indicators recommended by the
administration to make sure that the set of indicators for
each service included those that council members wanted
to have tracked. This included reviewing the annual citizen
survey and its wording.6

Bellevue, Washington
The Bellevue, WA city government selected 16 “Vital Sign”
indicators from a much larger number of administration
indicators to be reported annually to elected officials and
citizens. The city used focus groups and an “electronic town
hall meeting” to obtain citizen input into selection of those
Vital Signs. In its annual reports, the city reported data on
the Vital Signs and “scorecards” from each city agency that
contain up to 19 indicators, including outcome, efficiency,
and workload/output indicators.

City of Irving, TX survey of citizens

6 Interview with a former member of the Office of the City Manager, Sharon Cooley, August 21, 2006.
7 Motions 11739 dated 6/30/03 and 12161 dated 7/18/05, of the Metropolitan King County Council.

7

8 King County Metropolitan Council Ordinance 15333, 11/12/05.
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Portland, Oregon
Disaggregated Data on Citizen Perception of Street Congestion in Portland, OR

Ozone Levels decreased by more than 20% percent since 1996 and are the same level they erre in 2001.
Note: Measure was also disaggregated by peak and off-peak periods to provide a more complete picture

Phoenix, Arizona
Public Safety Comparisons—City of Phoenix, AZ

8
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San Jose, CA (4)

International City/County Management Association

A monthly performance report provided to council by
contained the following explanatory comment regarding
Police Department response time to Priority 1 calls. “The
average priority response time of 7.6 minutes is higher than
last month’s average of 5.5 due to an increase in average
dispatch time. Average travel time remained constant.”
While this explanation helps identify the stage of service
delivery in which the problem occurred, council members
would also want to know why average dispatch time had
increased so much.

Local councils whose governments are participating in the
International City/County Management Association
(ICMA) Comparative Performance Measurement program
can ask the administration to identify any performance
indicators for which the jurisdiction is below the average of
other jurisdictions in its size category and ask the
administration for explanation as to why.

Attachment 1-1
Examples of Mission Statements
Department Name: MAYOR
MISSION: The Mayor presides at all the meetings of the Common Council, although the position does not vote
except to break a tie.
This is not a good example of a mission statement. It only identifies the activities of the Mayor and does not do
justice to the important community outcomes to which the Mayor contributes.
Department Name: COMMON COUNCIL
MISSION: The Common Council shall have power to act for the government for the city’s commercial benefit and
for the health, safety, and welfare of the public.
This mission statement is a better because it focuses on the results sought by the body.
Department Name: POLICE DEPARTMENT
MISSION: The Police Department exists to detect criminal acts, apprehend offenders and to preserve the peace and
safety of all citizens.
This is also a good statement focusing on the results sought by the department. It also identifies explicitly the citizen
groups it serves, “all citizens,” a good inclusion especially for city programs that are more focused on particular
segments of the community.

9
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Attachment 1-2
City of Austin, TX: Office of the City Auditor
Example of Trained Observer Rating Categories: Park Maintenance

Category

General Maintenance

Restrooms

Courts

Athletic Fields

Playgrounds

Trails

Trees
Pools

#

Measures

1
2
3
4
5
6
7
8
9
10
11
1
2
3
4
5
6
1
2
3
1
2
3
4
5
1
2
3
4
1
2
3
1
2
3
1
2

No visible litter on park property.
Paved surfaces (walks, pads, & lots) free of weeds, broken glass, and dirt.
Trash receptacles less than 1/2 full; clean and neat.
Structures/furniture painted and clean; free of chipped and faded paint.
Grills clean & free of ashes.
No broken edges, cracks, or trip hazards on picnic table pads, sidewalks, and trails.
Hazards/work areas clean & marked for safety.
Signage: proper placement & maintained.
Drinking fountains: operational, draining properly, and free of visible damage.
Parking lots and driveways free of potholes, striping and fire lanes easily seen.
Surfaces at the park are free of graffiti.
Exterior/Interior free of chipped or faded paint.
Walls void of vandalism/graffiti.
Sufficient toilet paper in dispensers.
No visible trash, cobwebs, water, or dirt on floor.
Structure free of foul odors.
Sinks, hand dryers, and toilets are clean and operational.
Basketball court in good condition.
Tennis court in good condition.
Volleyball court in good condition.
Backstop/fence in good condition. Any damaged/worn fence part targeted for repair.
Appropriate play lines visible and fields properly marked.
Bleachers seats clean & free of hazards.
Trash receptacles at all spectator areas, clean and less than 1/2 full.
Condition of field is flat, plates & mounds are level/flat, and free of weeds.
Play equipment safe and functioning to specifications.
All sand/gravel free of weeds, glass, and litter.
Equipment clean and neatly painted.
Sand/gravel level, loose and not compacted (depth of gravel measured).
All trail pathways have smooth level surfaces (no erosion/washed out areas).
All trails are free of debris/unsafe materials.
Trail pathways are free of low limbs/hazardous trees close to the trail.
Park area is free of tree/bushes debris.
Trees are free of low dangerous limbs.
Trees are free from dead wood.
Exterior around the pool well maintained.
Equipment clean and neatly painted.

Source: Office of the City Auditor, Austin TX, “Audit Report: Park Maintenance,” February 2002.

10
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Attachment 1-3
Example of Legislation for Obtaining Results Information
Montgomery County, Maryland
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LEGISLATING FOR RESULTS:
Getting Good Quality Information
A Municipal Action Guide

P

resentation is a key part of making performance
information useful. Too often performance information provided by departments is unclear, and difficult to comprehend, especially for elected officials who
have little time to pore over tons of data. This guide suggests actions to help assure that information you receive is
presented in an understandable and useful manner.

Number 2 of 10
Also of great importance is the quality of the data provided to you. “Garbage in; garbage out.” This old adage is
equally applicable to the performance information council
members receive. Being able to trust the data is very important to local elected officials.

Summary of Actions
■

Ask questions about the reliability and timeliness of the outcome information provided.

■

Establish a data quality control process that includes both internal and external “audit” procedures — if not already
in place.

■

Request that data be checked when it is particularly important or when something “just doesn’t seem right.”

■

Seek information from citizen surveys, informal citizen feedback, agency complaint tallies, citizen advisory boards,
and other organizations to supplement other sources.

■

Require that outcome information be provided well in advance of budget hearings to give time for adequate review of
the information.

■

Request information that will help determine whether the current level of service is good or bad.

■

Ensure that the performance reports are easy to read and understandable.

■

Seek regular reports on key outcome indicators.

■

Request that staff summarize the findings of their performance reports and highlight material likely to be of special
interest to elected officials.

ACTIONS
Obtaining reliable outcome data. Elected officials want to make sound decisions on services being provided they need relevant measures of results that contain
reliable information.
ACTION: Ask questions that indicate an interest in the
accuracy and timeliness of the outcome information. For
example, ask whether the accuracy of the data has been
checked and how current are the data provided.
ACTION: Make it clear to the administration that it has the
primary responsibility for data quality control and is
accountable for data quality.

ACTION: Discuss the validity of data with appropriate
departments.
ACTION: Ask each department to provide a summarized
description of its efforts to check the accuracy of the outcome data.
ACTION: For data that are particularly important, or
when something “just doesn’t seem right,” ask for a review
of the data. Ask the department to discuss the validity of
the data being reported and why it believes the data are
reliable. (See Examples: San Jose, CA)

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene at
hoene@nlc.org or (202) 626-3172.
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ACTION: Ask departments to identify the sources of data
they are providing.
ACTION: Provide for some form of periodic independent
review or audit, such as periodic reviews of samples of the
outcome information, especially for key indicators. If the
auditor can do performance auditing, ask the auditor to
periodically test samples of the data and the systems used
to gather the data. (See Examples: Austin, TX)
ACTION: Avoid an “I gotcha” approach in reviewing
results data. This type of attitude can encourage the
departments to tweak the indicators or be less responsive
to future request.

Getting timely outcome information. Because
elected officials are busy during the year, especially during the budget season and can have little time to review
and react to the data provided to them it is important that
they receive relevant outcome information in a timely
manner throughout the year.
ACTION: Require departments to provide outcome information well in advance of budget hearings or program
reviews so that outcome information is not seen for the first
time at the time of the hearing.
ACTION: Schedule key program and issue reviews during
the year between annual budget sessions. Include in these
reviews a focus on results and establish a schedule for
council reviews of programs and issues expected to be of
particular interest. If a special issue arises during the year,
hold special reviews to address it.

Obtaining information from multiple sources.
Information from sources outside the government can
sometimes provide valuable checks on government data
and can provide information on outcomes not covered by
internal data collection.
ACTION: Seek outcome information from such other
sources as:
(a) Feedback from citizens. Day-to-day interactions
with citizens can provide confirmatory information, but the representativeness of that information
may be limited;
(b) Information collected by organizations outside the
government, such as nonprofit organizations and
businesses; and

(c) Comparison data from other similar governments.
ACTION: Compare findings from citizen and business
surveys to other information provided to the council and
assess the extent to which the information is consistent.
(See Examples: Coral Springs, FL)
ACTION: Ask departments for summaries of department
complaint tallies. Hold special hearings on the quality of
those services for which council members have received
many complaints or otherwise have concerns.
ACTION: Use advisory boards and commissions to gather
and review outcome information.
ACTION: Review relevant reports from private nonprofit
organizations likely to have such information. (See
Examples: Washington, D.C.)

Determining if reported results are good
or bad. Key to elected officials understanding reported
results is for them to be able to compare their community’s results to benchmarks.
ACTION: Request that the outcome reports include comparisons to various benchmarks. Benchmarks likely to be
relevant include:
(a) Prior year levels;
(b) Targets set by the administration for the reporting period;
(c) Outcome levels by district or neighborhoods
and/or by other demographic breakouts; and
(d) Data from other comparable local governments
for similar services.

Asssuring results information is provided
to them in a useful and clear format.
Performance reports can be difficult to read or may not
provide the information in such a way as to meet the
decision needs of council members. Performance reports
can sometimes provide loads of data, often mixing together outputs and outcomes, but do not discuss the implications of the data.
ACTION: Identify readability problems in performance
reports provided to the council and its committees. Ask
staff to improve formats to be more useful to council members. Attachment 2-1 is an example of increasingly easy to

2
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produce maps. The map shows the results for an important
outcome indicator broken out by geographical segments.
Such a presentation is likely to be of considerable interest
to elected officials.

Handling large amounts of data. Council
members are often faced with an overload of information
and are busy people. They often do not have time to
review the information provided in a timely manner.

ACTION: Ask staff to identify and analyze the material likely to be of most interest and importance to council members
and to highlight unexpectedly poor and good performance
and make recommendations based on their analysis.
ACTION: Ensure that the council is provided with easy to
read and understandable performance reports. The bar chart
and two graphs in Attachment 2-2 are examples of useful
visual presentations that help readers see the main points.

ACTION: Ask staff to prepare a summary of each performance report and highlight the information/data they
believe is likely to be of importance and interest to council
members. This summary might be in the form of a “dashboard” or “score card” that focuses on “key” indicators
that are reported regularly but are limited in number.
Attachment 2-3 is an example from Mecklenburg County,
North Carolina of one form of a scorecard.

ACTION: Provide guidance about the level of detail that
will normally be appropriate for the council and its committees. The level of detail needed will likely vary depending on the particular circumstances.

ACTION: Ask departments to present what they believe to
be the highlights of the information in clear and understandable formats, such as using bar charts and other more
visual formats.

ACTION: Ask departments to list separately outputs and
outcomes, labeling and grouping them for ease of use.

ACTION: Retain the ability to look at more detailed performance information when council members need to
examine specific programs or policies in more depth.

ACTION: Encourage departments to collect as much performance information as they believe they need to manage
their services, but to consult with council as to what performance information needs to be presented routinely to
the council.
ACTION: Ask citizen’s advisory committees to review
performance information reports for usefulness and clarity.

Frequency with which performance information should be provided to elected officials.
Based on how it is to be used elected officials need performance information at various times during the year.
Yet it is important to not overload management with
requirements to report information to frequently.
ACTION: Consider requesting quarterly or mid-year
reports on key outcome indicators if the council deems
them necessary. For special circumstances, the council
might want performance information even more frequently. (See Examples: Carlsbad, CA and Coral Springs, FL)
ACTION: Require that relevant performance information
be provided well before budget hearings to allow adequate
time for council member review.
ACTION: Be aware of the load being placed on staff to
gather and report performance information.

3
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EXAMPLES
San Jose, California
In a San Jose City Council study session on the proposed
2002-2003 Operating Budget, a council member noticed
that two performance indicators for Traffic Safety Services,
“Number of traffic accidents” and “Number of crashes at
10 highest crash locations” did not seem right. He suggested that the indicators be reported on per-capita or permiles-traveled basis to reflect more accurately whether traffic accidents were increasing because of lack of agency
action or because of increase in the population or number
of cars used. He also noticed an error in the reporting of
data on “Number of miles traveled (in billions)” because
the number shown in the budget seemed too low. The
Chief of the Police Department acknowledged that an error
had occurred in reporting billions of miles traveled.1

Austin, Texas
When several members of the Austi City Council expressed
concern about whether park maintenance dollars were
employed efficiently and effectively, the independent city
auditor conducted an audit. Members were concerned
about complaints, safety issues, and obvious maintenance
backlogs at most parks. The audit found that citizen satisfaction with park maintenance had decreased from 82% to
75% in the past five years based on citizen survey conducted for the city and that the parks and recreation department did not routinely assess the condition of parks facilities. The audit findings were discussed at a meeting with
the responsible council committee. The committee requested that parks management provide data that could be used
to determine maintenance needs as well as ways to pay for
those needs.2

Citizen Survey. Based on information from this survey,
combined with information from other sources, such as
focus groups, the Commission modified the city’s signage
ordinance.3
Commission members of Coral Springs, FL also receive
quarterly performance reports that include data on “Key
Intended Outcomes” and core service measures.4

Washington, D.C.
The private nonprofit Washington, D.C. Kids Count
Collaborative report “Every Kid Counts in the District of
Columbia,” provides data on 40 outcome indicators for the
District including data on the conditions of children for
each of the city’s eight wards and each of 39 neighborhood
areas.5

Carlsbad, California
Carlsbad Council Members receive monthly performance
reports and query staff about the data.6 The monthly report
is in addition to an annual city “State of Effectiveness”
report and the city’s budget, both of which include performance information.

Coral Springs, Florida
The City Commission of Coral Springs, FL felt it needed
data on what businesses wanted and needed. City staff initiated an annual Business Survey in addition to its annual

1 Video Recording, 23 May 2002. City of San Jose Council Meeting/Study Session. Part 1 of 2. City of San Jose, CA.
2 August 25, 2006 memo to us from the Office of the City Auditor on the park maintenance audit, and the audit itself, “Audit Report: Park Maintenance,” Report AU01306, Office of
the City Auditor, Austin, TX, February 2002.
3 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs, FL (June 2, 2006) and telephone interview
with Rhon Ernest-Jones, former Mayor, City of Coral Springs, FL (July 7, 2006).
4 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
5 D.C. Kids Count Collaborative for Children and Families, “Every Kid Counts in the District of Columbia,” 2005.
6 E-mail communication from Joseph Garuba, Assistant to the City Manager, Carlsbad, CA (June 2, 2006).
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Attachment 2-1

Source: “Every Kid Counts in the District of Columbia: 2006,” page 58, D.C. Kids Count Collaborative for Children and
Families, 2006.
5
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Attachment 2-2
Examples of Code Enforcement Performance from Prince William County, VA
Percentage Change in Property Code Enforcement Key Outputs and Spending
Fiscal Year 2001 through Fiscal Year 2005
150%
118.5 %

122.3 %

Number of
cases closed

Property Code
Enforcement
spending, adjusted
for inflation

97.6 %

100%

66.6 %
50%

0%
Number of initial
inspection resulting
from complaints
(new complaints opened)

Number of
reinspections to
resolve cases

Percentage of Property Code Enforcement Cases
Resolved Within 60 Days and Within 30 Days of Intial Complaint
Fiscal Year 2001 through Fiscal Year 2005
100%

80%
68.0%
60%

49.6%

67.3%
51.3%

62.4%
47.7%

59.7%

57.3%
44.0%

40.5%

40%

20%

0%
FY 2001

FY 2002

FY 2003

FY 2004

FY 2005

Cases resolved within 60 days
Cases reolved within 30 days

Citizen Satisfaction with Appearance of the County
2001 though 2005
100%
80%

82.5%

78.8%
77.1%

75.7%

60%
54.1%

81.7%
77.7%
62.9%

55.2%

40%
Appearence of trash/dedris/litter along roadways and neighborhoods
Apprarance of junk cars along raodways and in neaghborhoods
Appearance of illegal signs along major roads

20%
0%
2001

2003

2005

These survey questions are only asked every other year and were not asked in 2002 or 2004.
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Attachment 2-3
Example from Mecklenburg County, NC of Scorecard on Efficiency and Effectiveness of Government
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LEGISLATING FOR RESULTS:
Using Outcome Information in
Strategic and Program Planning
A Municipal Action Guide

G

ood long-range planning is important to successful
government. Planning needs relevant and detailed
information. This Guide provides suggestions for
strengthening long range planning by assuring that the
plans focus on the results your community needs.
Strategic planning is an important activity for elected
officials to consider for the future development of the

Number 3 of 10
community. Elected officials should periodically consider
where the community wants to be over the next several
years and develop a multi-year plan for achieving it. This
type of planning can be considerably more valid and useful
if it starts with baseline data for the outcomes being sought,
provides the target values for the outcomes sought over the
planning period, and provides annual outcome targets to
track progress towards the plan.

Summary of Actions
■ Prepare

a multi-year plan for the community periodically. Identify a set of key outcome-focused objectives for the
community recognizing the major issues of importance to citizens and business.

■ Identify

key outcome indicators that can be used to track progress towards strategic objectives.

■ Obtain

the current values for each of the outcome indicators that will form the baseline from which you can later
assess progress towards the objectives.

■ Select

realistic target values for each key outcome indicator and for each year of the plan.

■ Examine

the progress being made towards the long-term objectives annually. Ask agencies to discuss in their budget
requests how the objectives identified in the requests relate to the goals.

■ Use the information on agency program objectives and outcomes to regularly identify cross-cutting services/programs

and consider the need for coordination and consolidation.
■ Report

on this progress in annual reports to citizens.

ACTIONS
Need for results information for long-run
strategic planning.. Basic components of any

ACTION: Identify key outcome indicators that can track
progress towards your strategic objectives.

strategic plan include baseline information on key
community conditions and estimates of the outcomes
sought from the long-term strategy.

ACTION: Request staff to provide the current values for
each of the outcome indicators. These values form the
baseline that you can later use to measure progress
towards the objectives.

ACTION: Sponsor preparation of a multi-year plan for
the community. Typically, such plans cover four or five
years into the future. The council should take the lead
role and include citizens and businesses in the process.
The plan should be adopted as a council resolution.
ACTION: Identify specific strategic community
objectives for the community that recognize the major
issues of importance to citizens and business. The key
objectives should be based in part on a needs assessment
of the community.

ACTION: Select target values for each year of the plan
for each key outcome indicator, including the final year.
The annual targets should lead to the outcomes the
council is seeking for the plan. (See Examples from Prince
William, VA and Coral Springs, FL under “Strategic
Plans with Targets” below)
ACTION: Work with senior staff to develop strategies
for addressing your priorities and to estimate the future
need in the community.

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at hoene@nlc.org or (202) 626-3172.
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ACTION: Ask staff to estimate for each strategy option the
outcomes, cost, and feasibility to assist in selecting the most
desirable alternative. (See Examples from Prince William
County under “Comparison of Alternatives” below)
ACTION: Use the information on agency program
objectives and outcome indicators to annually identify
cross-cutting services/programs and consider the need for
coordination and consolidation.
ACTION: Ask when major overruns are not expected until
after the budget year, request that department to provide
future-year estimates for each outcome indicator in their
budget request. This information is especially likely to be
useful in helping the council assess proposed investment
projects.
ACTION: Ask for annual reports to elected officials and
citizens on the progress towards the community’s
objectives. (See Examples from Coral Springs, FL under
“State of the City Reports” below)

accomplishments. Governments that have a long-range
strategic plan need to track progress towards the targets
specified in the plan.
ACTION: Request that departments describe in their
budget requests how the activities and outcome targets
identified in their requests relate to the targets in the
strategic plan.
ACTION: Ask staff to identify where gaps are occurring in
meeting the targets in the strategic plan and the reasons for
these gaps.
ACTION: Ask staff, as part of the budget review process,
to report on the extent to which the funding requested will
be sufficient to provide the services necessary to meet the
targets in your strategic plan.
ACTION: When major outcomes are not expected until
after the budget year, request that departments provide
future-year estimates for each outcome indicator in their
budget requests.

Need to link strategic plan objectives to
those in annual budgets and department
plans. Multi-year plans have little use unless they are
linked

to

annual

actions

towards

the

planned

EXAMPLES

Strategic Plans with Targets

in high, medium, or low density areas) – a “public
safety” goal. 1

Prince William County, Virginia

Coral Springs, Florida

The Prince William, VA County Code calls for a strategic
plan to be adopted by the Board during the board’s term. It
also calls for annual updating of the plan. For each major
service area, the plan includes specific outcome indicators
with target values. Examples include:

The City of Coral Springs, FL develops a strategic plan
every two years. Commissioners work collaboratively with
city staff to affirm or revise the mission statement, identify
strategic priorities, and select Key Intended Outcomes for
each priority area. The Strategic Plan that is adopted by the
Commission includes specific two-year target values for
the Key Intended Outcomes. Examples include:

• An average litter rating for roads of 1.5 on a scale of 05, with “0” meaning no visible trash) a “community
development” goal
• Adding 4,440 new jobs – an “economic development”
goal

• 65% of code cases brought into voluntary compliance
prior to administrative/judicial process (in the
neighborhood and environmental vitality priority
area);

• Improvement of the percent of fire and emergency
rescue responses within specified numbers of minutes
by four percentage points (with the specific targeted
response time depending on whether the location was

• No more than 155 accidents per year at 16 major
intersections (in the neighborhood and environmental
vitality priority area);

1 Prince William County, Virginia, “2004-2008 Strategic Plan Update,” available on the county’s web site.
2 Prince William County, Virginia, power point, “Fire Protection Fees,” Fire Marshall Kevin McGee, April 18, 2006 presentation to Board of Supervisors.
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• 80% of minority residents in City survey feel that the
City is a great place to live (unity in the community
priority area); and

• 92% overall quality rating for City services and
programs from City survey (customer-involved
government priority area). 3

Comparison of Alternatives
Prince William County, Virginia (2)

compares information on a number of outcome indicators,
including: inspection delay times (of considerable concern
to building contractors); customer satisfaction; code
compliance (a proxy for occupant safety); and cost
recovery.2

The Prince William County VA Board of Supervisors used
the table shown in Attachment 3-1 (from the County Fire
Marshall’s Office), to make its budget decisions about the
added fire code inspectors and contractor fees. The table

Table 1: Example of Systematic Comparison of Alternatives
A

B

C

D

Yes

Yes

No

No

Yes

Partially, but more than C

Partially

No

4/5/4 Total: 13 by FY 08

3/3/3 Total: 9 by FY 08

0/1.5/0 Total: 1.5 by FY 08

0/0/0

Revenue Projection

$2,252,500

$2,002,500

$2,500,000

$0

Requires BOCS Action

Yes

Yes

Yes

N/A

Allowed by Fire Code

Yes

Yes

Yes

N/A

Cost Recovery

Full

Development - Full
Permits - No

Development No Permits - Full

No

Supports Economic
Development
Supports Public
Safety Goal
FTEs Supported
Existing/FY07/0

State of City Reports
Coral Springs Florida (2)

key intended outcome are provided, along with the twoyear target for the indicator. The report is posted on the
city’s website and mailed to all residential and commercial
addresses in the City.4

The Coral Springs, FL annual “State of the City” report from
the council and city manager includes a “Performance
Measures” section for each strategic priority area identified
in the Strategic Plan. Data on the most recent values for each
Table 2: Systematic Comparison of Alternatives
A

B

C

D

Increases

Increases, then declines

Declines

Declines

Customer Satisfaction

High

Development: High
Permits: Poor

Poor, and will declines

Poor

Customer Acceptance of Fees

Development: High
Permits: Variable

High

Variable

N/A

Scalable

Yes, indefinitely

Yes, in short run

No

No

Next Day inspections

96%

~89%

~70% w/ decline

~65% w/ rapid decline

FY 07 Inspections

Development: 10,000
Permits: 1.000

Development: 10,000
Permits: 400

Development: 6,500
Permits: 1.000

Development: 6,500
Permits: 400

Life Safety Code

3 City of Coral Springs, Florida, “Strategic Plan: Fiscal Years 2005 and 2006,” available on the city’s web site.
4 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
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LEGISLATING FOR RESULTS:
The Operating Budget
A Municipal Action Guide

A

key element in an elected official’s job is effective
budgeting. This requires asking the right questions
and getting the right information so that you buy
the right things.
Developing a municipalities’ budget is a major task for
elected officials. Budgeting traditionally has focused
almost exclusively on costs. The final test of a good budget

Number 4 of 10
is whether it provides services needed to achieve good
results and good outcomes for the community and its
citizens. Budgeting decisions should explicitly consider
the results expected, as well as the costs. What can council
members do to make sure the budget will provide the best
results for their citizens for the funds spent? That is the
focus of this Brief.

Summary of Actions
■

Consider the mission statements developed for each department and for the council itself.

■ Require

each department to include in its budget request: key outcome indicators; recent past- year results;
and targets for each indicator, compatible with the budget amount.

■ Focus

less on budget line items and more on past and future results expected from the proposed
expenditures.

■ Request

that budget requests indicate the extent of progress to the targets in the community’s strategic plan.

■ Require

outcome information to be submitted at least a few days before the relevant budget hearing.

■

Provide staff with the council priorities at the beginning of the budget process.

■ Obtain

help with budget reviews from staff, advisory committees, or local colleges and universities to help
with identifying and interpreting what is important from the submitted data.

■

Establish a schedule of program reviews between budget seasons to avoid the budget season rush.

■ Utilize

a set of basic questions during budget hearings (such as those in Attachment 4-1) to help obtain key
information as to what effects budget proposals would have on your citizens and the community.

ACTIONS
Good information is needed to make
operating budget decisions. In order to make
good budgeting decisions, elected officials need good
information about the benefits and the results of the
dollars and outputs being proposed in department
budget requests.
ACTION: Ask departments to include in their budget
submissions:
(a) a brief mission statement focused on the
community outcomes (See Attachment 1-1 in Action
Guide 1);

(b) key outcome indicators;
(c) targets/projections for each indicator;
(d) the most recent previous years’ values for each
outcome indicator; and
(e) the extent of progress the proposed budget makes
to the targets in your strategic plan.
This information will enable the council to much better
consider what results the agency expects to get for the
funds they are requesting. (See Examples: Iowa City, IA;
Charlotte, NC; Coral Springs, FL; and Carlsbad, CA)
ACTION: Provide advance warning of the outcome
information the council expects to request. This will help

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
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assure that the information on past and expected future
results will be available when needed.
ACTION: Provide staff with the council priorities at the
beginning of the budget process.
ACTION: Utilize a set of basic questions for elected
officials to use during the budget season. A list of such
questions in presented in Attachment 4-1 and in the
“Bookmark” that accompanies these Action Briefs.
Another version is contained in the example for New York
City.: (See Examples: New York, NY)
ACTION: Ask staff to summarize the relevant available
agency outcome data and identify key issues raised by the
data.
ACTION: During budget hearings, request that the
department provide information that was missing or
unsatisfactory information. If data is important to a final
decision, delay the decision until the data is provided
when possible. Set up a process for tracking and following
up your requests. If the outcome information cannot be
provided until after the budget has been finalized, include
in the budget resolution the agency’s obligation to provide
the information for use during the next budget-review
period.
ACTION: Ask departments that are requesting additional
funds “What do you propose cutting to free up these
funds?” “How will these funds improve services and what
improved results will occur?”
ACTION: When considering substantially different
budget levels for a program, ask for an estimation of the
expected changes in level of services and expected
outcomes.

ACTION: Reduce time spent on reviewing budget line
items. Question and explore the overall proposed costs and
results of the service, especially in relation to its past costs
and results.
ACTION: Address some key issues between annual
budget reviews, especially those believed likely to become
important budget issues. See Action Brief 6 for further
discussion of these between-budget program reviews.
ACTION: Establish an annual schedule for council
reviews of programs expected to be of special interest in
the forthcoming budget hearings.

Get assistance in identifying and interpreting key information. A major problem for
most local government officials is the lack of resources to
sort through the large quantity of information they receive
and help them identify the key information, including
what information is missing that they should request.
ACTION: Seek help from citizen advisory councils. Ask
them to review outcome materials and provide elected
officials with summaries, highlights, and needed
information.
ACTION: For elected officials that have their own staffs,
ask these staff to undertake these reviews. For elected
officials without such staff, ask departmental staff to
undertake these reviews.
ACTION: For help in examining specific issues seek
inexpensive, if not free, help from local colleges or
universities.

Department prioritization of resource
requests. Prioritization of service request by staff can be

ACTION: When major outcomes are not expected until
after the budget year, request that departments provide
future-year estimates for each outcome indicator in their
budget requests.

very helpful to elected officials, especially when a
department is requesting substantial increases or when
funding shortages require budget cuts.

Finding time to consider and use outcome
information. Elected officials often have little time

ACTION: When substantial increases or cuts are on the
table, request that departments identify their suggested
priorities among the relevant set of their service activities.

during the budget season to react to the budget
information provided them, much less the additional
information provided to them on outcome indicators.

ACTION: Request that departments explain their
priorities and identify the expected effects on customers,
citizens, and the community of added or reduced funding.

ACTION: Require departments to provide outcome
information a few days before the budget hearing.
Outcome information should not be seen for the first time
at the time of the hearing.

ACTION: Provide the basic priorities of the elected
officials to departments ahead of time so they can fit their
priorities into those of the elected officials.

2
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Link budget priorities to the stategic plan.
The budget should advance the aims of the community’s
strategic plan and reflect the goals and objectives set forth in
that plan. See Action Brief 3 for actions relating to strategic
planning.
ACTION: Ask departments in their budget submissions
to discuss how their programs and services advance the

aims of the strategic plan and meet the targets established
in the plan.
ACTION: For services not linked to targets in the strategic
plan, review the underlying reasons for those services and
how they contribute to the well being of the citizens of the
community.

EXAMPLES
Iowa City, Iowa

Carlsbad, California

The Iowa City, IA Council was recently asked for funds for
expanding the hours of operation of its Senior Center. The
Council deferred the request because the Center had not
presented information on the increased usage that would
result or even if the seniors wanted the extended hours.
One of the council members suggested that the Senior
Center conduct a test with its available resources to see
what usage would result from the expanded hours. At the
same time, the Council agreed to a request for more
funding for extending the hours at the Library in part
because the Library had conducted a survey that indicated
that many citizens wanted and would use the extended
hours.1

Carlsbad, CA learned from surveys and focus groups that
nature trails were highly valued. Armed with that
information, Council substantially increased their attention
to trails and have provided more funding to build trails
and for staff positions. Consequently, the City has built 24
miles of public trails in four years.4

Charlotte, North Carolina
The Charlotte, NC City Council uses information from the
city’s biennial evaluations of street conditions to help
determine the appropriation for street resurfacing.2

Coral Springs, Florida
The Coral Springs, FL Commission uses analyses to help it
determine public safety staffing levels that include results
data as well as industry standards and benchmarks. The
Commission used data on Fire/EMS response times and
coverage to help it establish an appropriate staffing level
for the department. The information was used to transition
from a volunteer department to a “career” department
over a three-year period.3

New York, New York
In April 2006 the Speaker of the New York City Council
stated she was concerned over the form and content of the
budget material the council received. She stated: “We’re
going to reform the process… so that we can start
evaluating every program and base funding decisions on
these criteria:
• Does the program fill a real need?
• Is it serving people effectively?
• Is there a better way to help New Yorkers?
• Has the program already served its purpose
• Given the City’s fiscal situation and the array of
competing priorities, can we still afford the
program? And at what level?
We’re going to make spending decisions not based on who
has the most connected lobbyist … but based on whether
the program truly works.”5

1 Iowa City Transcription of meeting of February 2, 2006 from web site www.icgov.org.
2 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006).
3 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
4 E-mail communication from Joseph Garuba, Assistant to the City Manager, Carlsbad, CA (June 2, 2006).
5 New York City Council Speaker Christine C. Quinn, “Budget Response,” remarks as delivered, April 6, 2006.

3
Page 32 of 67

A Municipal Action Guide

Attachment 4-1
Basic Questions To Ask During The Budget Process
1. Who is your program intended to serve? Who else is affected by your program?
2. What are the key results that should be expected from your department/program?
3. What key outcome indicators do you use to track progress in attaining these results?
4. What results do these outcome indicators show for the past several years? For the most
recent year?
5. How do the results you are experiencing compare to those for other comparable local
governments?
6. What are the targets you expect to accomplish for these outcome indicators with the budget
you propose?
7. To what extent have you met your most recent targets? For targets that were not achieved,
why were those targets missed? What does this latest budget do to correct the problems?
8. What actions does your proposed budget include that will maintain or improve the quality
and effectiveness of your services for our citizens?
9. If your department has made any proposed efficiency (cost-saving) improvements, what
effects will they have on the quality and effectiveness of your services?
10. What major factors influence the results you are trying to achieve? What are you doing to
try to address those factors?
11. What are the major challenges facing your program/service?
12. How would you expect results to change if funding is increased by 10 percent? Decreased
by 10 percent?
13. What other programs, departments, or organizations provide services that contribute to
(influence) the results you are trying to achieve? What is being done to coordinate with
these services and avoid duplication?
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LEGISLATING FOR RESULTS:
The Capital Budget
A Municipal Action Guide

T

he future is difficult to predict. Decisions require
both hard facts about the past and dependable
projections as to the likely consequences – and not
just consideration of immediate problems. Getting and
using such information for capital budgeting is the subject
of this Brief.
Decisions on capital projects such as new fire stations, local
road construction, major water and sewer projects, new

Number 5 of 10
libraries, or a new convention center can encumber the
community’s funding for many years into the future.
Elected officials have the responsibility to make sure that
these choices benefit citizens enough to warrant the capital
costs and any added annual operations and maintenance
costs. Unfortunately, few capital budgets or capital
improvement plans currently include information on the
specific benefits and who will affected.

Summary of Actions
■ Require

capital budget proposals to include expected values for each key outcome indicator. Review the results
expected as well as the costs when deciding on funding capital projects.

■ Obtain

assistance in identifying what is important from the information data provided.

■ Establish

a schedule of capital project reviews between budget seasons and require relevant outcome information to
be submitted before the relevant capital budget hearing.

■ Use

a set of questions (such as those in Attachment 5-1) to assist in obtaining information to help assess the value of
individual proposed capital projects.

■ Use the outcome information to assess whether the benefits to your citizens and community are worth the capital cost

and possible annual additional O&M funding.
■ Use

the outcome information to communicate with the public about the proposed capital investments.

■ Hold departments accountable for the results achieved with capital projects; assess the outcomes after projects have

been completed..

ACTIONS
Good information is needed about the
benefits of capital projects. Capital expenditures
are generally large and require ongoing operating and
maintenance resources to support the added
infrastructure.. Capital expenditures generally provide
improved public services and project justifications should
detail the expected resulting outcomes.
ACTION: Require that departments, as part of capital
investment proposals, provide estimates of the change in
value for each relevant outcome indicator. Review these
expected values as well as costs when deciding on which
capital projects to fund.

ACTION: Ask departments to include in their proposals
information as to: (a) how the capital project relates to the
government’s overall strategic plan; (b) what are the
specific intended benefits/result expected for the capital
project, expressed as individual outcome indicators; and (c)
what groups are expected to benefit. (See Examples: Prince
William County, VA)
ACTION: Ask the departments to prioritize their
proposed capital projects. Where choices are not clear, hold
discussions focusing on the relative benefits of each project.
ACTION: Hold public discussion sessions with citizens to
obtain their opinions on major projects being proposed

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
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including the results they would expect from those
projects.
ACTION: During capital budget hearings, press
departments for any missing or unsatisfactory information.
Follow up these requests to ensure that adequate responses
are received.

ACTION: Consider the capital budget prior to consideration of the operating budget so there will be time to
focus on capital budget projects.
ACTION: Establish a schedule of capital project reviews
between budget seasons.

ACTION: Request outcome information about previous
capital projects that have been completed to determine if
goals are being met.

ACTION: Require departments to provide outcome
information before the capital budget deliberations.
Council members should not see outcome information for
the first time at the time of the hearing.

ACTION: Establish an annual schedule for council
reviews of capital projects expected to be of special interest
in the forthcoming budget hearings.

Get assistance for reviewing capital project
outcome information. A major problem for most

ACTION: Develop a set of basic questions for council
member use in reviewing capital projects. A list of such
questions can be found in Attachment 5-1.

Using out come information in capital
budgeting. Once outcome information has been
obtained elected officials will need to use it in making
decisions about proposed capital projects.
ACTION: Examine the estimates to determine whether the
added benefits are worth the money. Attachment 5-2
provides a simplified example of the outcome information
that might be provided to elected officials and the public.
(See Examples: Charlotte, NC)
ACTION: Include information on expected outcomes to
better enable citizens to assess the capital expenditure
requests.
ACTION: Use the information obtained from asking such
questions as those in Attachment 5-1 to help assess the
value of individual purposed capital projects.
ACTION: Hold departments accountable by comparing
the results achieved after the project is completed to the
results the departments had expected.

Finding time to consider and use capital
budget outcome information. An important
aspect of capital budgeting is finding time to do an
adequate review of the project proposals.

local government officials is the lack of resources to help
them interpret relevant information about the capital
project and recognize what key information is missing
and what additional information they should request.
ACTION: Seek help from citizen advisory councils. Ask
them to review outcome materials and provide elected
officials with summaries, highlights, and needed
background information.
ACTION: For elected officials that have their own staffs,
ask these staff to undertake these reviews. For elected
officials without such staff, ask departmental staff to
undertake these reviews.
ACTION: For help in examining specific issues, seek
inexpensive, if not free, help from local colleges or
universities.
ACTION: Ask for outcome information about previous
capital projects that have been completed to determine if
goals are met.

Department prioritization of capital
projects request. Identifying the suggested priorities
by staff is helpful to council members when an agency
requests increases to its funding level or when funding
shortages require tightened budgets.
ACTION:
When
departments
request
capital
improvement projects, request that they prioritize among
the proposed projects, including identifying those projects
they believe are essential to providing a minimum level of
service.
ACTION: Ask the departments to provide estimates of the
extent to which not funding the project would affect key
outcome indicators and to explain estimates that appear
critical to your choices.
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EXAMPLES
Prince William County, Virginia
The Prince William County, VA Board requires that each
proposed capital improvement project in its annual Capital
Improvement Program include a “Service Impact” section.
The Proposed FY 2007-2012 CIP included in the section for
a new library facility, information on the following
indicators: Projected numbers of monthly visits, checkouts,
and information requests. The section also identified the
number of residents in the area expected to be served –
those residents within about a 15-minute drive time. 1

Charlotte, North Carolina
City Council members in Charlotte, NC used response data
on fire and first responder incidents to deliberate the need
for an additional fire station and the location for the fire
station. This became a very controversial issue, with the
neighborhood and council divided on the need to put the
fire station at the recommended location. The response
data also helped determine the location.2

3

1 ”Prince William County Proposed FY 2007-2012 Capital Improvement Program,” Montclair Area Library project, page 134.
2 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006).
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Attachment 5-1
Basic Questions To Ask About Proposed Capital Projects
During The Capital Budget (CIP) Review Process
1.

What are the key results expected from the capital project? What specific needs are addressed by the capital
project?

2.

Who, what groups of citizens, will benefit from the project? Who else is affected by the project and how?

3.

What key outcome indicators will be used to track progress in attaining these results?

4.

What do these outcome indicators show for the past several years? For the most recent year? Do they indicate
the deficiency that the proposed capital project is intended to alleviate?

5.

To what extent have you met your past capital budget targets? For targets that were not achieved, why were
those targets missed? What does this latest capital budget do to correct the problems?

6.

How will the proposed capital project improve the quality or quantity of services provided to our citizens.

7.

Where you have proposed efficiency (cost-saving improvements), what effects will they have on the quality
and effectiveness of the service?

8.

What effect on the operating budget will the proposed capital project have? Is it likely to reduce other services?

9.

Have you considered contracting out or leasing space as an alternative to the proposed project? How would
the cost and quality and quantity of service compare?

Attachment 5-2
Example of Outcome Information for Capital Investment Requests
Below is the material provided by an agency about a capital project in a recent year. It has been somewhat modified,
but retains the essence of the material. Added in bold is how the statement might be enhanced by including resultsfocused language to justify the capital investment to elected officials and the public.

The proposed project will provide much needed reconstruction and signalization of
North Broadway from first street to 20th street. This work will speed up traffic and
reduce congestion in this area.
We expect that peak hour driving time from one end of the work to the other will
improve from its current average of 12 minutes to approximately five minutes. In
addition, it is expected to reduce traffic accidents by about one-half, from the 36
accidents over the past 12 months.

4
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LEGISLATING FOR RESULTS:
Reviewing Results and Costs of Services
and Policies Throughout the Year
A Municipal Action Guide

E

lected officials regularly need to encourage actions
by their departmental agencies to improve their
services to the public. Actions that elected officials
can take to help press for such improvements are the
subject of this Brief.
Elected officials make many decisions throughout the
year. The time between budget seasons provides

Number 6 of 10
opportunity for elected officials to examine programs
and policies more in-depth and in a less hectic
atmosphere than during budget season. Performance
reviews provide the city leaders with the opportunity to
obtain a better understanding of programs and issues
and to identify the need for corrective actions.

Summary of Actions
■ Don’t

wait until budget time to review key programs. Schedule annual program performance reviews between budget
sessions for programs/issues expected to be of special interest.

■ Check

progress on key outcome indicators periodically against the targets included in budget submissions. Use this
information to identify programs for which additional program reviews are appropriate.

■ Determine

if any city action is needed based on information received from the reviews and encourage departments to
identify program improvements.

■ Identify

programs whose outcomes are affected by other programs or other departments and review these programs
together where feasible.

■ Ask

for the out-year outcome and cost implications of programs for which the major results are expected to occur in
the future.

■ Use

a set of key questions (such as those in Attachment 6-1) to help assess how well programs are doing in achieving
their goals and objectives.

ACTIONS
Selecting programs or issues to review
during the year. If targets established during the

explanations of any significant differences as part of their
reports. Use that information to help you decide which
government programs services need reviews.

budget process are to be taken seriously, it is important that
they be reviewed during the operating year. Elected
officials will not only obtain information about which
strategies are showing results but will also send the
message to program staff that they are serious about the
achievement of program objectives.

ACTION: Examine important outcome data breakouts,
such as the outcomes achieved for various citizen
demographic groups or for particular service facilities. Use
this information to help identify important issues and
problems for your review. (See Examples Charlotte, NC)

ACTION: Ask departments to provide regular reports on
key outcome indicators. The reports should compare the
latest results against the targets the departments included
in their budget submissions. Ask departments to provide

ACTION: Schedule annual reviews for those services or
policies expected to be of special concern. Elected officials
sould establish its own schedule of such reviews. (See
Examples: Montgomery County, MD)

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
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ACTION: Hold program review sessions with
departments when important program or policy issues
arise between budget preparation periods. Focus on the
relevant outcome data as well as program costs.
ACTION: Ask staff to review the relevant department
outcome data and costs of the program area being
reviewed and highlight findings for elected officials. This
could include questions and recommendations for the
program review session.
To a considerable extent, the ability of local officials to
undertake these reviews depends on the availability of
staff support to assist in these reviews. Jurisdictions that
have their own “technical” staff can use them in assisting
with these reviews. Other jurisdictions will need to rely on
departmental staff but also can consider using citizen
advisory committees for this help.
ACTION: For the program review, ask program staff to
identify the major factors that affect the results the program
is trying to achieve, how they believe those factors affect
desired results, and what is being done to address those
factors.
ACTION: Ask citizen advisory committees to conduct
some of these reviews and report their findings back to the
council.
ACTION: Consider holding program reviews as public or
neighborhood meetings, especially those programs of
particular interest to citizens.
ACTION: Ask program staff to address any questions or
issues that are raised at the review and provide responses
to the council within a specified time period.
ACTION: Encourage innovation. Ask if alternative ways
to provide the service have been considered.
ACTION: At the program review sessions, ask questions
such as those included in Attachment 6-1.
ACTION: Use the information from these reviews to
encourage departments to design improved programs
and policies. (See Examples: Kirkland, WA and
Charlotte, NC (2))
ACTION: Throughout the year, important incidents may
arise that require quick attention. Assess whether the
incident is an isolated occurrence or whether it represents
an underlying problem that needs to be addressed? This is
where the information from the performance measurement

process can provide important assistance. (See Examples;
Boston, MA)

Reviewing results by multiple agency or
governments. In many cases results will be affected by
services provided by more than one agency and even by
other governments. Elected officials need to become aware
of the different agencies or governments that provide
services effecting the results being assessed.
ACTION: As part of program reviews, identify which
departments are involved with the issue. (See Examples:
Prince William County, VA)
ACTION: Ask staff to provide a matrix identifying each
major government objective and each department that has
a significant role in meeting the objective. This list could
also include outside organizations that also have a major
role in reaching the objective.
ACTION: If elected officials finds that more than one
department or outside organization makes important
contribution to the same outcomes, establish joint review
sessions and a working group that includes representatives
from each concerned agency/organization. Ask the
working group to: (a) select key outcome indicators; (b)
select targets for each indicator; and (c) identify the roles of
and time schedule for service delivery and data collection
and reporting.

Using reported results to consider futureyear implications. The temptation is to focus solely
on getting through the current year, but this can encourage
poor planning and budget choices. Elected officials need to
learn what consequences current decisions will have on
results in future years.
ACTION: For issues involving substantial investments,
ask the staff to provide out-year estimates of future
outcomes and costs.
ACTION: Every few years undertake strategic planning
for your jurisdiction, for more details, see the discussion of
strategic planning Action Brief 3. Work with staff
throughout the strategic planning effort and involve
citizens in the effort. As part of the strategic planning,
require that key outcome indicators be identified and
working with staff, develop estimates and targets for each
outcome indicator. In subsequent years, use annual
performance reports to check progress towards achieving
the objectives in the strategic plan.
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ACTION: For outcomes that require multiple years before
significant results are expected, ask for indicators that
provide early evidence of progress towards the long-term

desired results. Discuss these indicators with program staff
and understand how they show progress toward the
desired objective.

EXAMPLES
Charlotte, North Carolina (10)
Crime Offenses are reported monthly to the Charlotte, NC
City Council and the community. Crime counts in targeted
geographic areas are used by the council to question
allocation of officers to police districts and the effectiveness
of special task forces such as street crimes units.1
The Charlotte, NC City Council also asks for information
on housing conditions, code violations, and houses
brought up to code to help it assess staffing levels for
housing/nuisance/code enforcement programs. 2

Charlotte, North Carolina (2)
The Charlotte, NC City Council became concerned that the
euthanasia rate at the animal shelter was too high. Staff
provided euthanasia data broken out by reason. This
showed most euthanasias were due to shelter space
limitations or the length of time animals remained
unadopted because so many animals were brought to the
shelter. The council approved a number of steps to reduce
euthanasia and after implementing these steps, the number
of animals euthanized for time or space reasons decreased
from 5,833 in Fiscal Year 2003 to 3,487 in FY 2004 and 1,039
in FY 2006.3

Montgomery County, Maryland
Montgomery County Council, MD annually approves a
resolution that specifies the annual work program for the
County’s Office of Legislative Oversight. The Council
includes in the resolution a brief description of each
project’s intended purpose and scope.

Kirkland, Washington
When the Kirkland, WA City Council examined data on
its recycling program, it found a substantial decline in
the single-family recycling rate (the amount of

recyclables collected divided by the total amount of
waste), down to 47%. It also found an increase in the
average pounds of solid waste generated per household
per week (up to 35 pounds). The council set targets for
these at 52% and 33 pounds, respectively. It then
approved an experimental charge rate for collections: the
smaller the can the lower the charge (“pay-per-can”). The
council also eliminated the need to sort primary
recyclables and asked the administration to report
changes to both indicators. Subsequently, the Public
Works Department reported substantial improvements
in both outcome indicators – reaching 62% in the
recycling rate and down to 26 pounds per household per
week of waste.4

Boston, Massachusetts
In July 2006, a Boston, MA City Council member in July
2006 raised concerns over the death of a citizen who fell off
the citizen’s fire escape near the top of his building. The
council member also noted that a similar death had
occurred the previous year. He raised questions as to
whether these were isolated incidents or whether an
important underlying problem existed such as infrequent
building inspections, code problems, or something else. He
requested an expedited hearing be scheduled to address
the issue. At that later time, additional information was
requested as to the numbers of accidents, injuries, and
fatalities, and the percent of inspections completed within
appropriate time standards.

Prince William County, Virginia
Prince William County, VA Board members began
receiving an increasing number of informal complaints
from citizens about the physical conditions in their
neighborhoods. The Board found that the indicator
“number of official complaints” had indeed increased

1 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006).
2 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006).
3 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006) and telephone interview with Kim Eagle, Evaluation
Manager, City of Charlotte (September 21, 2006).
4 Phone interview with David Ramsay, City Manager, August 3, 2006 and memo from the Public Works Director to the City Manager, July 24, 2006.
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considerably. The Board increased the number of property
code inspectors in response to those complaints. The Board
also began reviewing tabulations by neighborhood and by
type of complaint.
The Board also sponsored a series of neighborhood
assessments. These included reviews of property code
violations, registered complaints, and reviews of indicators
of other neighborhood concerns, such as crime counts,
traffic accidents, parking violations, fire and EMS calls –
involving multiple county departments. In addition,
households in the neighborhood were surveyed to obtain
citizen ratings of a variety of neighborhood characteristics.
The purpose was to identify which neighborhoods most
needed resource assistance and what kind. The data also
helped the Board convince the state legislature to change
the state code to allow inspectors to write violation tickets
on the spot, rather than having to go through a
considerably more lengthy formal legal process.5

5 Telephone interview with the Chairman of the Prince William County Board of Supervisors, June 12, 2006 and review of three “Community Assessment”
reports, one from 2005 and two from 2006.
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Attachment 6-1
Basic Questions To Ask During Program Reviews
(See also “Bookmark”)

1. Who is your program intended to serve? Who else is affected by your program?
2. What are the key results that should be expected from your agency/program?

3. What key outcome indicators do you use to track progress in attaining these results?

4. What results do these outcome indicators show for the past several years? For the most recent year,
including this one?
5. How do your key results compare to those for other comparable local governments?
6. To what extent have you met previous years’ targets? If not, why not?

7. Do you expect to reach your targeted values for the indicators for this year? If not, why not?

8. What major factors influence the results you are trying to achieve? What are you doing to try to
address those factors?
9. What actions are you taking that will improve the quality of your services for our citizens?

10. What efficiency (cost-saving) improvements have you implemented and what effects will they

have on the quality and effectiveness of your services?

11. What other programs, departments, or organizations provide services that contribute to

(influence) the results you are trying to achieve? What is being done to coordinate with these
services and avoid duplication?

12. What are the major challenges facing your program/service?

13. What actions do you recommend that the council take to help improve the service for citizens?
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LEGISLATING FOR RESULTS:
Motivating Personnel to Continually
Improve Service Outcomes
A Municipal Action Guide

C

onvincing public employees to strive for continuous
improvements in the services they provide to the
public is not only the role of the chief administrative
officer and department heads. Elected officials have a key
part in motivating city employees and can play a very
helpful, positive, role in motivating employees.

Number 7 of 10
Elected officials interest in, and use of, outcome
information can play a major role in determining where
local government employees focus their efforts. The more
employees are motivated to produce good outcomes for
your citizens, the better the outcomes are likely to be. What
council members might do to motivate employees is the
subject of this Guide.

Summary of Actions
■ Focus

on outcomes in agency hearings and meetings.

■ Celebrate

outcome achievements. Encourage or sponsor recognition awards to departments, programs, or teams of
employees whose programs have high outcome levels or substantially improved outcomes.

■ Consider

giving more latitude to departments whose results meet or exceed expectations for sustained periods of

time.
■ Encourage

the administration to identify benchmarks/comparisons against which individual government units can
compare themselves on results.

■ Encourage

“How Are We Doing?” sessions in which high level officials go over outcome indicators with their staffs to
identify ways to improve services.

■ Be

constructive and focus on improving services rather than on criticism, assessing blame, or threatening punitive
actions.

ACTIONS
Use results information to help motivate
employees. A major purpose of using outcome
information is to help improve the results of services. This
can be furthered by encouraging employees to focus on
continuous improvement of services so as to provide the
highest quality, most effective and efficient services to
citizens.
ACTION: Focus on outcomes, not only costs and process
issues, in departmental hearings and meetings. This will
help to get everyone to focus on results. Indicate the
importance of outcome information in budget, program
review, and other meetings with department personnel.
Ask direct questions about the level of outcomes the

department has achieved. Use the information to help
make budget and program decisions and make this use
known to employees. Nothing can influence department
personnel more than a clear demonstration of elected
official interest in and use of the information on the results
of departments’ programs.
ACTION: Celebrate outcome achievements! Encourage or
sponsor recognition awards to departments, programs,
and teams of employees whose programs have high
outcome levels or substantially improved outcomes. The
cost of recognition awards is very small. (Monetary
rewards are much more difficult and expensive to use.)

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at hoene@nlc.org or (202) 626-3172.
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ACTION: Include outcome data as a major part of the
selection criteria in any department awards program.
ACTION: Include employees in selecting the outcomes to
be tracked and in establishing annual targets for each
outcome indicator. Such participation is likely to generate
employee interest in these outcomes and in meeting
targets.
ACTION: Consider giving more latitude to departments
whose results meet or exceed expectations for sustained
periods of time.
ACTION: Be active at performance review meetings and
show that you are using the outcome information provided
you.
ACTION: Encourage departments to provide and report
to their employees the benchmarks and comparison data
against which individual service units can compare their
own results. For example, posting monthly values for key
outcome indicators in offices is also likely to increase the
interest of employees in achieving outcomes.
Comparisons can also be used to identify “best/successful
practices,” as has been done by the International
City/County Management Association (ICMA) as part of
its performance measurement comparison work. A word
of caution, competition can be constructive or destructive
depending on how elected officials and administration
handle the competitive aspects.
ACTION: Encourage regular “How Are We Doing?”
meetings with program personnel using the latest
information on program results to help them all assess
progress. At these meetings, upper-level management
reviews the latest performance reports with the staff to
identify how well they are doing, identify where problems
exist, and consider ways to improve performance. This
process appears to be becoming increasingly popular.

These programs are primarily administered by the
executive branch. (See Examples: Baltimore, MD and
Somerville, MA)

Overcome staff suspicion and unease.

How
can elected officials request outcome information in a way
that minimizes worries over providing information on the
outcomes of their programs?

ACTION: Be constructive, focus on improving outcomes,
rather than on criticism, assessing blame, or threats of
punitive actions. Concerns that elected officials and the
media will focus on the poorer outcomes and misinterpret
the information are real. Efforts should first be made to
understand why results were poor and to make changes in
program strategies before considering cutting funds or
personnel.
ACTION: Avoid the appearance of “micro-managing”
although requesting information on the outcomes of
department services is not micro-managing. Proper
explanation of why this information is needed will help to
alleviate this concern since this type of information is more
effective to hold managers accountable for results and let
them determine the details of how to attain those results.
ACTION: Emphasize the rewarding of good outcomes to
ease the suspicions of employees.
ACTION: Encourage the submission of programs that
have achieved strong outcomes to state and national
organizations such as the state municipal league, NLC,
ICMA, NACO, GFOA, and AGA as candidates for these
organizations’ recognition awards and then showcase
these awards in your city.
ACTION: Help employees feel that everyone is working to
achieve the goals of the program or services.

EXAMPLES
Baltimore, Maryland
Baltimore, MD’s Mayor has been a leader in implementing
such a regular process, in Baltimore called “CitiStat.” Each
department is reviewed biweekly as to a range of data,
including outputs and outcomes. New York City’s Police
Department began this trend with its widely publicized
“CompStat” program. Other New York City departments
have also since introduced related efforts (such as in its

Department of Parks and Recreation (“ParkStat”). Both
cities have reported making considerable improvements
through these programs.

Somerville, Massachusetts
The Mayor of Somerville, MA, introduced “SomerStat” in
2004, based on the Baltimore model.

2
Page 49 of 67

Motivating Personnel to Continually Improve Service Outcomes

NOTES

3
Page 50 of 67

National League of Cities • 1301 Pennsylvania Avenue, NW • Washington, DC 20004 • www.nlc.org
Page 51 of 67

LEGISLATING FOR RESULTS:
Motivating Contractors and Grantees
to High Levels of Performance
A Municipal Action Guide

C

ontractors and grantees also have major roles in
producing results. Financial arrangements can have
considerable effects on behavior. Many local
governments contract for garbage collection, waste
disposal, public transit, and a variety of human services.
The inclusion in agreements of goals relating to results can
have considerable motivating power. Incentives need to be
linked to good results and not encourage make-work.

Number 8 of 10
Traditionally, agreements between the local government
and contractors or grantees specify how the service will
be provided – but without any specification of the quality
and results of that service. The role of elected officials
and the actions they can take to ensure this is the subject
of this Action Guide.

Summary of Actions
■ When

considering a change from in-house to contractor service delivery, consider the likely service outcomes and
not only the costs.

■ Tie

ongoing and future contracts and grants to outcomes. Include outcome targets in contracts, grants, and other
agreements. Where feasible, link payments to target achievement.

■ Before

switching to performance contracting in a service, obtain the contractors/grantees input into the process.

■ Give

the contractors/grantees more leeway in how they provide the service in exchange for greater accountability for
service outcomes.

■ Assure

that there are sufficient resources to monitor the contractors/r grantees outcomes.

■ For

key contracts, grants, and agreements, require periodic progress reports on the results and costs being achieved
as compared to the contracted performance.

■ Ask

questions about outcomes when major contracts come before the council.

ACTIONS
Deciding whether to provide a service inhouse or contract it. Results information can be of
considerable value to elected officials in deciding whether
it is most cost-effective to provide a service in-house or
contract for it with private parties or other governments.
ACTION: Consider not only the relative cost of contracts
versus in-house delivery of the service, but also the
outcomes (service quality) that would result. Ask questions
about the ability of potential contractors to produce
satisfactory outcomes and results when major contracts
come before the council for approval. (See Examples: Coral
Springs, FL)

ACTION: Tie ongoing and future contracts and grants to
outcomes. Include outcome targets in contracts, grants,
and other agreements. Where feasible, link payments to
target achievement.

Motivating contractors and grantees to
achieve desired results. If a decision is made to
contract for a service or provide funds to a grantee, the
inclusion of outcome targets can be a strong motivator in
ensuring that desired results are achieved.
ACTION: Include outcome targets and a clear statement of
the consequences for not meeting contract outcome targets
in the agreement.

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at hoene@nlc.org or (202) 626-3172.
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ACTION: Provide an opportunity for the private sector to
review the outcome indicators and targets in order to gain
their support for performance contracting.

rewards, or penalties, will occur for good, or poor,
outcomes when major contracts for services are presented
for approval.

ACTION: Give contractors and grantees more leeway as to
how the work should be done in exchange for their
increased accountability for results.

ACTION: Ensure that there are sufficient resources to
monitor the contractor or grantee performance.

ACTION: Encourage the inclusion of outcome targets into
“private-public” agreements, such as tax exemptions for
economic development. (See Examples: Iowa City, IA)
ACTION: Make sure when using performance contracts
that departments have sufficient capability to obtain the
needed outcome information on the contract’s results.
ACTION: Ask for information about how the quality and
results of those services will be monitored and what

ACTION: Receive periodic reports on progress towards
meeting the agreement’s quality and results targets.
ACTION: Take appropriate action when contractors or
grantees fail to meet the results targeted in the agreements,
after considering possible extenuating circumstances. (See
Examples: Washington, DC)
ACTION: Use the information on contractor and grantee
past outcomes to help make future contract and grant
decisions.

EXAMPLES
Coral Springs, FL

Washington, DC

The Coral Springs, FL City Commission used response
time data to determine that having its own EMS service
was preferable to its contract for the service. 1

A Washington DC council member in 2006 found that a
nonprofit agency had enrolled only 123 persons, rather
than the 300 people called for by its contract. The council
member’s pressure led to the health officials terminating
the contract. The council member also held hearings in
which the contractor was asked to explain its poor results.3

Iowa City, Iowa
The Iowa City, IA City Council has linked multi-year
property tax rebates to increases in the number of full-time
employees in redevelopment agreements with the private
sector. Recently, a private firm missed the number specified
in the agreement. The city prorated the rebate based on the
ratio of the employment increase the city planning
department certified actually occurred to the original size
of the increase projected by the private firm.2 Indianapolis,
IN has used a similar procedure.

1 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
2 Transcription of the City Council Work Session of April 4, 2006, p. 12.
3 Washington Post, “City Cuts Ties to Nonprofit Agency,” page B4, May 31, 2006.
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LEGISLATING FOR RESULTS:
Communicating With
Citizens and Media
A Municipal Action Guide

C

itizens and their community groups are a major
audience and customers for council members.
Citizens are likely to have considerable interest in
the results of government services as well as tax levels,
particularly if that information relates to their
neighborhood and special interests. In addition, citizens
can be a major source of information to local officials in
setting priorities and their other deliberations.

Number 9 of 10
considerable influence. The media are likely to be
interested in outcome information, particularly if it shows
bad news.
This Action Guide suggests ways to develop a two-way
dialogue whereby the public assists in setting priorities and
outcomes indicators, helps evaluate services, understands
whether results are being achieved, and can understand
and use the resulting information when needed.

The media is also of major interest to local officials because
of their lines of communication to citizens and their often

Summary of Actions
■ Seek

input from your citizens on (a) their needs/wants; (b) their evaluation of services; (c) their views on how services
can be improved; and (d) priorities for goals and objectives.

■ Use

focus groups to obtain input from citizens on what results should be tracked by the government.

■ Provide

outcome information to citizens in forums, meetings, newsletters, media interviews, and web-sites. Offer
periodic briefings on local government accomplishments to neighborhood and other citizen groups.

■ Provide

to citizens outcome information likely to be of greatest interest to them, such as breakouts of outcomes by
neighborhoods.

■ Provide

annual reports to citizens, neighborhood associations, and other community groups that highlight the results
achieved.

■ When

the government reports to its citizens or media, require that the information provided includes the bad with the
good – but also includes explanations and plans to correct the problems.

■ Work

with the media to encourage their use and proper understanding of results-based information.

ACTIONS
The kinds of information to seek from
citizens. The primary group affected by services are the

(c) Their evaluation of services; and
(d) Their views on how services can be improved.

citizens of the community. Obtaining information about
their needs and feelings about services is an important
element of legislating for results.

Use this information to help establish priorities and make
budget, program, and policy decisions.

ACTION: Seek input from citizens on:
(a) Their needs/wants/priorities;
(b) What results should be tracked and reported;

How to obtain information. There are numerous
ways that information can be obtained from citizens.
Elected officials should be aware of the various methods
that can be used and chose those appropriate for their
community.

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at hoene@nlc.org or (202) 626-3172.
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ACTION: Sponsor focus groups with citizens, or similar
type of meetings, to obtain input on what results should be
tracked by the government. These sessions should be
facilitated by a professional outside the government. (See
Examples: King County, WA and Bellevue, WA)
ACTION: Provide funding, for regular, representative,
citizen and business surveys. Have these findings
summarized, including the highlights of the findings, for
local officials’ review. Properly done surveys, even ones
that include only a small sample of citizens, are the major
way to obtain representative, reliable, data on the views
and experiences of citizens. Surveys are being increasingly
used by local governments to obtain citizen input.
Periodic surveys of citizens and businesses in your
community are a major way to help you identify citizen
needs. These surveys also can provide citizens’ evaluations
of services and their suggestions for improvements on any
of the services they have used or to what they have been
been exposed.

outcome before meeting with the council.
ACTION: Use citizen committees to monitor the outcome
data and have them provide recommendations on issues
and problems raised by the information they gather. Ask
the committees to provide periodic progress reports for the
community. (See Examples: Albuquerque, NM)

Communicating with citizens on outcomes.
The primary group affected by services are the citizens of
the community. They will be interested in what results are
being achieved with the resources provided. Effectively
communicating results information to citizens is one of the
most important products of legislating for results.
ACTION: Include information on outcomes in forums,
meetings with individuals, civic groups, special interest
groups, interviews with the media, web-site materials, and
in newsletters. Ask for opinions on the results and how
these results might be improved. Offer to meet with
neighborhood and other community groups to provide
them the latest information on the outcomes the local
government has achieved. (See Examples: Charlotte, NC)

In addition, obtain systematic feedback from the “users” of
individual department services with major findings
reported to the city. Such surveys can be a very useful tool
to help in identifying problem areas and subsequent
resource allocation. (See Examples: Prince William County,
VA and International City/County Management
Association)

ACTION: Provide to citizens jurisdiction-wide and/or
agency annual “state-of-the-community” reports that
highlight results information, including both strong and
weak outcomes. (See Examples: Cambridge, MA; Carlsbad,
CA; Coral Springs, FL; San Jose, CA; and Waunakee, WI)

ACTION: Meet with neighborhood association and other
community groups to obtain insights as to priorities and
into selection of service outcome indicators. (See Examples:
Kirkland, WA)

ACTION: Prepare for citizens a readable and shortened
version of the budget (“Budget-in Brief”) that provides
recent and projected outcome information, as well as
summary costs information, on government’s services.

ACTION: Request summaries and highlights of
complaints that have been reported to identify the subjects
of frequent complaints. Be aware, though, that complaints
may not be representative of the all experiences of the
public because some citizens are not likely to complain.

ACTION: Provide outcome information broken out by
neighborhoods or other major citizen demographic
characteristics. Citizens are much more likely to be
interested in information that pertains to their own
situation, rather than only seeing aggregate data on the
whole jurisdiction (See Examples, Charlotte, NC (2))

ACTION: Use public hearings and informal contacts with
citizens outside of city hall. Recognize that such
information may not be representative of the experiences
of the majority of the public.
ACTION: Hold regular meetings on government
performance with citizen advisory committees. Suggest
that the advisory committees hold their own periodic
meetings with departments to discuss the departments’

ACTION: Post the results information from each agency
— regularly (such as twice a year), and in a timely fashion
— on the government’s web-site and in public libraries.
Make certain that this information is easily accessible to
citizens. (See Examples: Bellevue WA (2))

Reporting bad news.

What do you do when the
outcome news is not all that good or even bad? One reason
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elected officials are nervous about outcome information is
the challenge of dealing with poor results.
ACTION: Report the poor results, provide accurate as
possible explanations as to why, and identify actions
already taken and plans for future actions to correct the
problem. Poor results should not be repressed because in
the long run, the consequences tend to catch up with you.
(See Examples: City Auditor)

Getting objective media coverage.

Outcome
information is likely to be of particular interest to the
media, but they will likely need help in understanding the
information. The outcome information needs to be
provided to them in a fully understandable and useful
form
ACTION: Work with media on major issues and
encourage them to focus on results. Develop long-term
relations with key local media. Return phone calls
promptly and be candid with them.

ACTION: Develop a primer for the media on asking
outcome-based questions and understanding what the
information can (and cannot) tell them. Emphasize that the
information on results does not tell what caused those
results.

ACTION: When relaying outcome information to the
media, summarize the key elements of the information but
be frank about poor results. Avoid being defensive. Include
explanations and the plans for correcting problems.
ACTION: Attach “story lines” highlighting service
outcome anecdotes, e.g., where citizens of the community
have really been helped or have been surprised by the level
of service provided in order to attract media attention to
successful outcome stories.
ACTION: Invite the media to tag along with local officials
as they attend day-to-day meetings and activities or to
larger events where results will be discussed, especially
those with citizens or citizen groups.
ACTION: Identify findings likely to be of interest to the
media and provide information on those findings.
ACTION: Provide prompt objective and accurate
information to the media and public to counter any
misleading information about outcomes.
ACTION: Encourage media training for all city officials.

ACTION: Let the media have ready access to outcome
reports after internal review.

EXAMPLES
King County Washington

Bellevue, Washington (1)

In early 2007, the King County, WA Council sponsored a
series of five two-hour workshops across the county to
discuss government budget priorities. Participants were
asked to evaluate and prioritize programs across the range
of government services. The 232 citizens were selected
randomly from a list of registered voters. This selection
process provided for a more representative sample than is
typical for public meetings, where most citizens are likely
to have special interests. After these sessions, the council
held two evening public forums.2

In 2005, the City of Bellevue, WA used two focus groups
and an “electronic town hall meeting” to review the
existing 16 city outcome indicators, “Vital Signs” chosen by
city staff, and citizens were given the opportunity to add
other outcome indicators to the list of Vital Signs that they
believed to be of most interest to Bellevue’s citizens. A total
of 79 citizens recruited at random participated and they
added 13 indicators. Each participant was provided a
handset for anonymous voting on the indicators. See
Attachment 9-1 for Examples of the Vital Signs.3

1 See, for example, The Governmental Accounting Standards Board Special Report, “Reporting Performance Information: Suggested Criteria for Effective
Communication,” August 2003 at http://www.seagov.organization.
2 King County, Washington
3 City Of Bellevue, Washington

3
Page 58 of 67

A Municipal Action Guide

Bellevue, Washington (2)

Albuquerque, New Mexico

At the meetings described under Q2, the City of Bellevue
citizens rated on a scale of 1-10 the usefulness of each of the
following media “when you want to know about the
Bellevue City Government.” Here are the average ratings
for each question (1= “Not Very Useful” and 10 = “Very
Useful.”):

The Albuquerque, NM City Council established a citizen
commission called the Indicators Progress Commission. It
monitors and reports to the council and community on
progress being made by the city towards achieving
community goals.7

• Publish in city newspaper
• Email
• Mail it to my home
• Post on city website
• Put on city TV station

7.6
6.6
6.4
5.9
3.6

Prince William County, Virginia
The Prince William County, VA Board of Supervisors
supports an annual survey of a random sample of its
citizens used to supplement agency data and other
information. For example, the relatively low levels of
public satisfaction with library services in two districts in
the county has been an important factor in the Board’s
approval of including new library facilities in each of those
two districts in its 2006-2011 capital improvement
program.4

The International City/County
Management Association
The International City/County Management Association
(ICMA) provides survey questionnaires that can be used
by local governments to obtain performance data from
citizens in 15 service areas. Comparative data are available
from a number of local governments on responses to the
performance indicators covered by these questionnaires.5

Kirkland, Washington
The City of Kirkland, WA encourages the formation of
neighborhood associations, noting that they serve as an
important communication link between the city and its
residences and are an effective way to improve and
maintain the quality of life in their neighborhood.6

Charlotte, North Carolina (1)
Charlotte, NC is City Council members used neighborhood-level ratings reported in their biennial Quality-ofLife Surveys in their neighborhood and district meetings
with constituents. The information has been used to help
inform citizens and generate discussion. The findings
categorize neighborhoods as stable, transitioning, and
challenged, based on a number of quality-of-life indicators
(which include physical, social, economic and crime
dimensions).8

Charlotte, North Carolina (2)
Charlotte’s, NC is Quality-of-Life Study findings are
reported for each of 173 “neighborhood statistical areas”
and, separately, for 73 inner-city neighborhoods for each of
four dimensions (physical, social, economic and crime) and
for an overall quality-of-life composite score. The report is
posted on the city’s website. It includes color-coded maps
showing neighborhood ratings for specific dimensions
such as crime.9

Cambridge, Massachusetts
Cambridge, MA City Council provides an annual “State of
the City” report.

Carlsbad, California
Carlsbad, CA City Council posts its annual “State of
Effectiveness” report and results of its Annual Citizen
Survey on its website.10

Coral Springs, Florida
Coral Springs, FL publishes an annual “State of the City”
report from the city council and city manager. It is posted
on the city’s website and mailed to all residential and

4 Conversations with county staff in June 2006 and review of documents, such as the County’s Capitol Improvement Plan
5 ICMA website, www.icma.org
6 City of Kirkland’s web site, http://www.ci.kirkland.wa.us/depart/council/meetings.
7 Albuquerque, NM website.
8 E-mail communication from Pamela Syfert, City Manager, Charlotte, North Carolina (June 2, 2006) and Metropolitan Studies Group, University of North
Carolina at Charlotte, Charlotte Neighborhood Quality of Life Study 2006 (September 1, 2006).
9 Metropolitan Studies Group, University of North Carolina at Charlotte, Charlotte Neighborhood Quality of Life Study 2006 (September 1, 2006).
10 E-mail communication from Joseph Garuba, Assistant to the City Manager, Carlsbad, CA (June 2, 2006).
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commercial addresses in the City.11 In addition to
identifying new activities, the report includes a
“Performance Measures” section for each “strategic
priority” area. Each such section lists a number of “key
intended outcome” indicators with data on the values for
the most recent year and a two-year target for the indicator.
Attachment 9-2 shows a page from a recent report that
contains one of these sections. Examples of key indicators
include:
• Overall quality rating for city services and
programs (from citizen survey)
• Percent of plan reviews completed within 15
days
• Number of accidents at 16 major intersections
• Percent of Code cases brought into voluntary
compliance prior to administrative/judicial
process
• Percent of minority residents who feel that the
city is a great place to live (from citizen survey)

San Jose, California
San Jose, CA prepared an eight-minute TV video shown on
the city’s cable channel in July 2002 on its citywide
program “Investing in Results.” The video was posted on
its web site. 12 The video explains that the key in this new
effort is for the city to be “customer focused” and “results
driven.” An important element, the video says, is that the
city government views residents as customers and uses
performance data to track progress, to make
improvements, and to help allocate resources.

Waunakee, Wisconsin
Village of Waunakee, WI’s “State of the Village 2006” report
to its citizens provides a sample of outcome indicators in its
sections on “how well are we doing?, which are included,
along with sections on “How much does it cost?” These are
provided for each major city function.

City Auditor
One ex-City Auditor (who left office completely
voluntarily) said in responding to a question as to what
frustrated him as the City Auditor: “If you never, ever
acknowledge mistakes, then it’s not possible to learn. In the
political environment, it is a huge deal to say … we
shouldn’t have paved the road with this kind of asphalt…
I tend to say “I screwed up.”13

11 E-mail communication from Kevin Knutson, Director of Communications & Marketing (formerly Budget Director), City of Coral Springs (June 2, 2006).
12 http://www.sanjoseca.gov/quest/publications.asp
13 “The B&G Report” in the Government Management Letter of January 2007, interview with Mark Funkhouser.
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Attachment 9-1
Bellevue, WA report of Citizen Based Vital Signs
Below is an example from with citizen rating of indicators as useful or very useful.
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Attachment 9-2
Annual Report Extract Providing Outcome Information
For Citizens, City of Coral Springs, FL
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LEGISLATING FOR RESULTS:
Building Elected Officials and
Staff Capacity and Interest
A Municipal Action Guide

E

lected officials can quickly become focused on tax
and revenue issues and government activities and
have little time to focus on results-based
government. Some form of education/training in
results-based government would benefit most elected

Number 10 of 10
officials and allow officials to be fed a “lifetime of good
governance.” This Action Guide provides recommendations for actions local officials might take to
become familiar with results based government.

Summary of Actions
■ Provide

education/ training to new and continuing elected officials to help them interpret and use the outcome
information available from the administration.

■ Encourage
■ Provide
■ Create

elected officials to ask outcome-related questions.

training to all staff to encourage continuing service improvement.

a process and culture that leads to a focus on obtaining, using, and reporting results-based information.

■ Provide

educational sessions for elected officials on the value and uses of outcome information.
assistance/materials from NLC, ICMA, NACO, and other sources to provide this education.

Use

■ Obtain

materials that provide foundation knowledge and examples about outcome information and how to obtain and
use it for decision-making and improving services.

■ Discuss

how information on results can be used by staff to manage their operations and improve the outcomes of
programs and services.

■ Request

that individual city committees take responsibility for monitoring the process of establishing and sustaining
an outcome information system.

■ Ask

the city’s budget committee to take the lead in making sure that the needed outcome information is provided as
part of the council’s budget decision-making process.

■ Involve

residents and the business community. Seek their advice on how to obtain and use outcome information.

■ Form

a partnership with departmental staff to work on implementing/improving the outcome measurement and
reporting process.

ACTIONS
Provide education/training on legislating
for results for elected officials and their
staff. While elected officials are sensitive to the need for
service quality and results, they have seldom been exposed
to, or asked for, regularly collected information on service
outcomes. In recent years more governments have begun
to collect and report such information on a regular basis,

but elected officials need to better utilize this readily
available information.
ACTION: Provide education/training on getting and
using service outcome information for new elected officials
and continuing members as well. The material in these
Action Guides can be used to help in such training. Such
material should also be included in budget training for

This guide is one in a series of guides on Legislating for Results, products of a multi-year collaboration between NLC and The Urban Institute made possible
by the Sloan Foundation. The guides were produced in conjunction with an Advisory Committee of local elected officials at NLC. The series includes an
introduction and 10 individual Municipal Action Guides. The complete series is available online at www.nlc.org. For more information, contact Chris Hoene
at hoene@nlc.org or (202) 626-3172.
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elected officials. Many organizations such as state
municipal leagues provide this type of training.
ACTION: Encourage elected officials to ask outcomerelated questions when reviewing operating budgets,
capital budgets, and program reviews throughout the year.
(Examples of such questions are provided in the
attachments to Action Guides 4, 5, and 6, — for use,
respectively, in reviewing operating budgets, reviewing
capital budgets, and in conducting program reviews
throughout the year.)
ACTION: Provide results-based training to managers and
staff to seek continuous improvement in the quality and
results of services.
ACTION: Provide similar, more in-depth training to staff
from whom the city expects to ask for help in summarizing
and highlighting agency outcome information.

Obtain training in the use of resultsfocused information. Several sources of information
are available on how to use results information for decision
making.
ACTION: Use existing legislative training sessions, such as
those sponsored by such organizations as:
• State municipal leagues;
• National League of Cities Leadership Training
Institute sessions.
• Budget training available from organizations
such as Government Finance Officers Association
and State Associations.
ACTION: Use online materials and courses. Currently,
online training segments for elected officials on
legislating for results are rare, but in the future, NLC
expects to provide online material on legislating-forresults for its members.
ACTION: Ask local community college or university
faculty to provide sessions for elected officials on
legislating-for-results issues.
ACTION: Encourage staff to obtain training in outcome measurement and performance management.
Considerably more opportunities exist for staff for more
detailed training on the subject. Ask staff to subsequently
adapt this material and arrange sessions on these topics
for council members.

Generating council interest in learning
about results information and how to use
it.Many elected officials are not knowledgeable about
what “information on results” is, nor how to obtain and
use it. Providing them with this knowledge is a critical first
step in the process of gaining support for utilizing outcome
information.
ACTION: Point out uses for outcome information such as:
• To help make decisions on the budget. Budget decisions
should consider not only revenues and expenditures, but
also what the expenditures are likely to produce in terms
of benefits to your community and its citizens.
• To help make decisions throughout the year as program
and policy issues arise.
• To help develop long-term plans for your community
and its citizens.
• To motivate government employees to continually strive
for improvements that lead to improved outcomes for
the citizens they serve.
• To provide incentives to government contractors to
produce beneficial outcomes for the citizens they are
serving.
• To increase the respect of your citizens, and the media,
for your government and its leaders.
ACTION: Obtain materials from the NLC, the National
Association of Counties (NACo,) ICMA and others about
outcome information and how it can be used.
ACTION: Provide educational sessions to elected officials
and senior staff about the value and use of outcome
information. These would include: what it is; how it can be
obtained; how its use can be of value to elected officials in
meeting their responsibilities, such as in budget, program,
and policy decisions; and how elected officials can use
results information in communicating with their
constituents.
ACTION: Provide examples of how outcome information
has been used by others to improve decision making,
communicate with residents, and to help improve the
results of services. Invite elected officials from other
municipalities to discuss how they have used outcome
information and its value to them.
ACTION: Have senior staff discuss how outcome
information can be used by the departments to manage
their operations and continue to improve economy,
efficiency, and effectiveness of programs and services.
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ACTION: Ask for presentations from business, public
groups, not-for-profits about how they have used outcome
measurement to improve results.
ACTION: Consider ways to reduce elected officials time
on other less important matters (such as on extensive
budget line-item reviews) — so that consideration of
results information will not create significant additional
demands on the time of council members.

We are interested, so what comes next. Once
an interest has been exhibited in obtaining and using
outcome information, it is important to have follow-up
action in the near future to maintain the interest.
ACTION: Obtain information from other governments or
from written materials as to what actions can be taken to
formalize the process of obtaining outcome information.
ACTION: Establish a city committee with responsibility
for monitoring the process of establishing an outcome
information system.
ACTION: Involve residents and the business community.
Seek their advice on how to proceed with obtaining and
using outcome information.
ACTION: If your government does not have an existing
outcome measurement process, establish a specific, but
reasonable, timeline. A government starting from scratch
would likely require at least three years to implement a
full-scale, reliable process.
ACTION: Begin the process of developing a strategic plan
with resident and elected official involvement. Ensure that
the plan focuses on key community issues and includes
key outcome indicators that permit the council to track
progress on those issues over time.
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