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The Danish Public Sector
A few facts

3 tiers

State, Regions,
Municipalities

5,7/m

Population

18

Ministries at
state level

54,8%

General government
spending of GDP

824,000

Employment in
the public sector

€ 148bn

Public sector
expenditure



Performance Management Trends in the Danish Public Sector

From the 80’‘ies to today

Decentralised Budget
Responsibility
Decentralised Budgeting
Combined with Centralised
Control of Total Expenditure

Results-based
Salary

Linking Performance to
Payment

Performance as
Activities

Listing of activities in the
Financial Bill

Performance as
Effect

Increased focus of Effect
and Impact

Top Management

Accountability

Top Management defines

strategic direction and

systematically follow-up on

results Performance of
Policy and

Operations

Focus on core tasks and
distinguish between
policy and operations to
set relevant KPI

Framework Performance
Management Contracts
Let the "Make the
managers managers
manage manage”

Control of Total
Spending

Budget and cost ceilings

Performance
Plans

“.. but focus
the efforts”

2%
Yearly budget reductions

Annual
Cost ceilings

Quarterly
Explanations of Budget
Deviations

Simplify

Reduce the number of
targets and KPIs - select
only the most important
related to strategic focus
and core tasks




Governance of Performance Management in the Danish Public Sector
Ministry of Finance Driving Policy and Compliance

The efforts are governed trough regulation, policy development and inspiration

Requirements for Strategy Best Practice descriptions
Formulation, Performance of KPIs, Case Studies,
Plans and Performance Inspirational Materials,

Reporting Benchmark Database etc

INSPIRATION TIL
LEDELSESINFORMATION

Strategisk styring med
resultater i fokus




What will I cover today?

Best Practice and Examples from the Danish Public Sector

How to

Defining and
Selecting the
Right KPIs

execute a
KPI-project?

Presenting
KPIs

* What type of KPIs
can be used
effectively?

* KPI's as the link * Steps to introduce
between strategy KPIs
and execution

* Examples and cases

* Best in class
management reporting

* Driving performance
through performance
management



Why KPIs?
Linking Strategy to Execution

Linking strategy to execution

Produce a mechanism for managing strategic goals
and align management decisions with long-term
organizational goals. Making sure that strategy
execution is monitored.

Aligning with external expectations
Create a mechanism for aligning external expectations
with the organizational goals. Assuring transparency
and accountability towards political leadership.




How to execute a KPI project?
Steps to introduce KPIs (used in numerous projects in the Danish public sector)

Choose and design

Clarify strategy

« Define strategic priorities
+ Test stakeholders -
external and internal

( g'[ Execute and implement

Select KP1Is

» ID, challenge and
prioritise KPIs
+ Analyse data availability

Define governance

» Define governance
structure for up-dating
KPIs

Define reporting

» Design principles for
reporting

« Define contents of reports

« Set up mock-up of reports
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Build KPIs

» ID data sources
+ Build data connections
» Prep KPIs for reporting

Build reports

« Build reports in/around
existing systems

Build processes

» Build processes, roles
and responsibilities, incl.
documentation in Visio

Change management

l\ Choose system and implement

Specification

» ID stakeholder demands
for systems solution
« ID criteria for evaluation

System Implementation

« Final implementation of
reporting




Defining and Selecting the Right KPIs
DK Ministry of Finance recommends distinguishing between different types of KPIs

Examples

Characteristics

How to formulate
goals/targets

Preparation of policy initiatives,
law-making proces, analysis etc.

Typically change over time

Often difficult to measure

Go for objective, quantifiable effect
indicators

Accept measures of more
qualitative type

Operational

Operations, production, case
management etc.

Typically stable over time

Often measurable

Output and effect indicators
Quantitative measures

KPIs and clear criterias of succes

Core Tasks (Organisational KPIs) Managerial KPIs

Internal Administration

Measures of organisational
effectiveness

Typically stable over time

Often measurable

Go for multiannual quantifiable
KPIs

Benchmarks relevant for setting
level of ambition




Defining and Selecting the Right KPIs

Examples of Organisational KPIs — Core Policy Tasks at the Danish Road Directorate

Core Policy Tasks

OPFARELSE ANVENDELSE REGULERING UDVIKLING
Strategist indsats i 1 Transportpolitiske beslutningsgrundlag 0 A
- Vedirktortet sl en ke undersogele  perionfrem mod 2017, D « KPI under goal 1. Creating the basis for sound
o plldelgto der u retilg planlepaing . ge serip
: egudviking, der undersagelser skal gennemferes som aftalt og i henhold til Aftaler om En gren transportpolitik - . .. . .
— S | |rmv | (St samt Afale om En modems ernbane, Udmanining af Togfonden DK.cg Aflal om Fremrykning traffic/road policy decisions: Environmental Impact
Kunder winm e af investeringer mv. (Togfonden). L. R R
m Det indebzrer, at undersegelserne for si vidt angdr form, indhold og proces skal ske i henhold Hl Assessments for 3 Crltlca”y Important Infra StrUCture
kommissorierne for de enkelte undersagelser, i henhold &l Ny Anlegsbudgettering (hvis omfattet : H
heraf), i henhold &l evrige regler mv. pa planlegningsomridet og i henhold til eventuel kankret proje cts read Yy a t pa rticular dates
aftale med departementet.
RFRETIVE ORGAMSATIONER I milopfyldelsen indgér feerdiggerelsen af tre strategisk viglige infrastrukturprojekter. Det
Soategih stz indbefatter i 2016 feerdiggerelsen af VVM for de to togfondsprojekter, Vejle Fiord og
‘Effeidive or ganisationes, der samarbeder med hinanden o vores interessenter Vestfyn, samt en VVM-undersegelse for udvidelse af Rute 54, Nestved-Rennede.

Malemetode:

12016 udgeres milopfyldelsen af nedenstiende tre projekter, med folgende vegtning (i %)

VVM-undersegelse af togfondsprojekt, Vejle Fj 40 %
Udkast til ferdig VVM-analyse, inkl. ekstern kvalitetssikring, skal vare afleveret til departementet
senest d. 30. september 2016, med mindre andet aftales med departementet.

Mal.. = X T VVM-undersogelse af togfondsprojekt, Ves %
Udkast til ferdig VWM-analyse, inkl. ekstern kvalitetssikring, skal vare afleveret til departementet
senest d. 30. juni 2016, med mindre andet aftales med departementet.

1 Transportpolitiske beslutningsgrundlag ........c.ccoovcmerinnsimsininneninne
) VVM-undersagelse af udvidelse af Rute 54, Nestved-Rennede (30 %)
2 Overholdelse af projektbevilling jf. Ny Anlagsbudgettering..... Udkast til faerdig, VVM-analyse, inkl. ekstern kvalitetssikring, skal vare afleveret til departementet
senest d. 15 september 2016, med mindre andet aftales med departementet.
3 Projekter til aftalt tid og kvalitet jf. Finansloven ...........ccoeovsrmvinninnennns T T e T
4 Overholdelse af projektspecifikke milepale ........c.commrmisianisiiniennns
=" Necleingtie ffelomisat S 10 Minisersetinin i et id o ket « KPI under goal 10. Serving the Ministry of
o i 3 3 Vejdirektoratets ministerbetjening skal have en sidan di; nvendelse, at mindst 95 pet. H
& Ovestiokcie stscvicenherie for ebende st plstesesiinsic-o- ek e o .o s e ot vl | Transportation: Responses to requests from the
. . - orhold til rettidig] ges egentlige registreringer. .. . . . . . .
7 Trahkamemeerullredsemedvinterl)enestcn ........................................ Milemetode Mlnlstry is dellverEd in agreed tlme and quallty in
8  Trafikanterne er tilfredse med trafikinformationen............ccvccvcniennn: Vejdirektoratet farer statistik over ministerbeljeningssagerne. Statistikken bliver kvartalsvis sendt 959, of cases
til godkendelse i departementet.
9  Trafikanterne er tilfredse med ubemandede rastepladser ..................... ¢ i

Den skannede anvendelighed draftes kvartalsvis mellem Vejdirektoratet og departementet, Nar
aret er gaet, fremlegger og begrunder departementet sin vurdering af anvendelighed over for
Vejdirektoratet.

10 Ministerbetjening til aftalt tid og kvalitet

Resultatmdlet vaegter 10 %.




Defining and Selecting the Right KPIs
Examples of Organisational KPIs — Core Policy Tasks at the Defence Command Denmark

Core Operational Tasks

Lines of Operation
(Strategiske pejlemazrker)

Varnsfzlles
Forsvarskommando udvikler 3

den militare profession

Varnsfelles
Forsvarskommando
fastholder en hej kvalitet i
den militerfaglige
radgivning

Veaernsfzlles
Forsvarskommando styrker
en effektiv og
omstillingsduelig ledelse i de
operative kapaciteter

Varnsfzlles
Forsvarskommando
gennemfarer prioriteret
ressourceanvendelse i hele
organisationen

Varnsfzlles
Forsvarskommando opstiller
og tilvejebringer moderne
og indsatsklare styrker

Varnsfzlles
Forsvarskommando
udbygger evnen til at
gennemfgre operationer i
det fulde konfliktspektrum

Strategiske mal for 2017

Mal A: Tildeling af materiel I

Mal B: Tjenestestedsbesgg

Mal C: Den militaerfaglige
radgivning

4 Mal D: Pvelsesvirksomhed

ingen hedier
organisatoriske normering ved udgangen af hved
vedmatensel, ket er materiel af stor skonomi

Oer fikges op p effekten | ramme af de under M3 B anfixte tjenestestedsbesisg samt intemt un-
der mellem ger med

Materict- og Indiubsstyrelse.

M3l D: Ovelsesvirksomhed

Det er mBlet, at welsesveksombeden understitter motivationen blandt Forsvarets ansatte, knalite-
ten | den opes e operatve Kapaatet og fleksibilitet | indsatteise, Det
te skal opnds ved, at Forsvarets kapaciteter gennemfurer wvelsesvrksomhed, som understiter
ol 16

Mal E: Udvikling af styring

4 Mal F: Opstilling af

kapaciteter

Mal G: Styrkeudvikling

det der | dette mal

fokuseres pd tre kategorier af scenaner,

For at n8 milkt skal fwer af de fire opstende stabe — Hastaben, Marinestaben, Fiyverstaben og
— gennemfire red mindst én kapacitet | hvert af

stabe har gennemfrt wvelser | mindst to af de tre scenarier, hwor ovel
sermes succesksiterier vurderes opfyidt.

« KPI for goal A. Allocation of equipment: Forces 80%
ready every quarter

« KPI for goal D. Training exercises to keep up morale
and combat readiness: 3 out of 4 staffs have
completed exercises in at least 2 of the 3 conflict
scenarios (humanitarian, asymmetric or symmetric
warfare)

10



How to

execute a
KPI-project?

Defining and Selecting the Right KPIs

Examples of Organisational KPIs — Core Operational Tasks at State Revenue Services
(Organisational KPIs)

Core Operational Tasks

Fastholde skatlegabet r:;iiﬁg?:e uunuemnzg:isneuen ressoupg:ﬁi‘;delsen « Goals on the Finance Bill: 1) Maintain tax gap, 2)
Reduce outstanding tax debt, 3) Increase customer
g, || b | | somrercs | || oo satisfaction, 4) Reduce cost
procant af shal ligge pA minimum tilfredshed mad SKAT mindske
skettepolentiatet 110 procent skal ligge pa minimum ressourceanvendelsen
J8udefs
JL Y J « KPIs cascaded from goal 3 and 4 on the Finance
Kerneopgaver Intern administration BI ” .

« 1: 95% of cases correct
« 2: 75% of cases completed within deadlines

Tema

WEICGIE S SCRMENH T EIMN M3l 1: Korrekthed
om at pge kundetilfreds- Minimum 95 pct. af sager skal vaere korrekte,
heden og mindske

Mat 2: Overholdelse af frister
Minimum 75 pct. af alle sager skal vaere afsluttet inden for den fastsatte frist

ressourceanvendelsen

% e * You also see KPIs for internal administration
z:rri?:;Sivair:s:::‘elc‘izr:fz)sp‘l)e()\{:ltse af forstaelighed i SKATs materiale skal ligge casca d ed fro m g oa | 4 on th e FI nance BI I I :
Méla:TiIfreds'hedmed Kundeservice ¢ 6: PrognOSIS preCISIon bUdget VEersus COStI
Borgeres og virksomheders tilfredshed med Kundeservices vejledning skal ligge pa max. 5 0/0 d ev | atl on q ua rte rl y

minimum 3,4 point ud af 5 point.

Mal 5: Kundetilfredshed
Borgeres og virksomheders tilfredshed med SKAT skal ligge pa minimum 3,8 point
ud af S point.

Mal 6: Prognosepraecision pa § 9
Prognosepraecisionen skal vaere pa maksimalt 5 pct. afvigelse pr. kvartal mellem
det faktiske forbrug og budgettet for Ignudgifter, gvrige udgifter og indtagter.

M3l 7: Regnskaber uden forbehold
Regnskaberne for 2016 for henholdsvis § 9 og § 38 skal vaere uden forbehold,
bade for sa vidt angar regnskabernes rigtighed og de interne kontroller.

Mal 8: Nettosygefravaer
Nettosygefravaer pr. medarbejder skal ligge pd maksimum 6 dage pr. ar.

Source: http://www.skat.dk/getFile.aspx?Id=133016 11



http://www.skat.dk/getFile.aspx?Id=133016
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Defining and Selecting the Right KPIs
Examples of Managerial KPIs — Internal Administration from State Benchmark Database

Sound Financial Management Efficient Administration Good Employer Behaviour

» Precision of prognosis, cost ceiling for
operational expenses

» Precision of prognosis, cost ceiling for
income transfers

» Precision of prognosis for grants (state
enterprise, reservations etc.)

» Precision of prognosis, statutory grants
under the cost ceiling

Ratio manager FTEs
Overhead per FTE (total)
« Rental cost per FTE
« Expenses for support staff per
FTE
» Expenses for goods and services
per FTE
Compliance in relation to State
Framework Agreements for Public
Procurement (total)
» KPI defined per sub Framework
Agreement

Average salary, managers
Average salary, employees
Wage growth

Overtime payment

Sick days

Sick leave payment

Net working hours
Effective hourly salary

All KPIs included in State Benchmark Database

12




Presenting KPIs
Best in class Management Reporting

Important DK Trends Tableau Dash Board from Road Directorate developed by Deloitte

Reporting part of Continual
Management Dialogue

Tableau - Performance management v.3 l;_ll-
H H File Data Worksheet Dashboard Story Analysis Map Format Server Window Help
« Annual evaluation of performance is not $1€ > Bl RIB B R 15 b bl famvee ] 2o

enough . i KPI - Overblik zkonomi %Vejdirektoratet
* Reporting on performance and evaluation i A P e e e
- Afdeling: Sektoranalyse Afdeling: Vejplan- &

Of pe rfo rm a n Ce is o n g Oi n g a n d pa rt Of [ e ove.. ks Planlzgning og anayse Planiegningsdivisionen Vejsektor og myndighed Afvigelse: -109.749.811 Miljgafdelingen
the regular management structure oo e

1l Show Me

Veelg filtre

s v x
Division

Dash Board Reporting

» Reporting supported by visualizations

* Ensures easy availability of data relevant
to the decision-making and prioritization
process

Gremrkede
Budget: 174.507.235

[0 Horizontal [ Image

S Vertical B Web P
° Ta rg eted p rese n tati O n fo r d Iffe r-e nt | eve I s A T:xtlca E BI:nk = Budget Forbrug Budget Forbrug Budget Forbrug
e Z":Z“’: — Budgetoverholdelse over aret Forbrug fordelt pa omkostningsart Kommentarer
ile loating
Of m a n a g e m e n t = januar februar marts april maj juni juli august ‘september oktober november  december PLA -Tilsagn om tilskud &medfinansiering 187.110.091 | A

Layout 103920136

e

e g 18.680.087

On-time data

+ Requires on-time data o ;

2928679
1.019.275
966.817
786.054

44.275.000

0
5.567

=========

70479
609.527
345746
323.187
220584
134707
[ Show Title [ Floating

134126 |

(J Data Source ‘ EH Produktion Direktion | B8 Produktion | B8 HR £ @konomi

tu t8 o0

10of 6 marks 1 row by 6 columns  SUM of Measure Values: 256.532.675

e

1553
5Bt DAN 00015

13



Presenting KPIs
Case from State Revenue Services

Dash Board for State Revenue Directorate (Customer Services)

&

SKAT
ay SKAT
Navigation SKAT -> Kundeservice Analyse af: X
[skaT | Afregning Indsats, Ressourceforbrug
[ [2] | i [2] | B | o]
T e Ressourceforbrug ? Enhedsomkostning | ? Overholdelse frist ? £50.000
Kundecenter Erhverv 2.000.000 4.000.000 O 1,000 0,00 100,00 200,00
10 mined Belgb, total kr.  10. mined Belgb, total kr.  10. mined Pct. /
Motor i i 45
Veﬂednlng 25000 NN MMM mmmmmnmn
| — P TietR wln pet s nl o e et
Ressourceforbrug | 2 Enhedsomkostning | ? % ZoEeRATRIRAL 2 Y
CO~-EME~ " Rmuoco

I —— _ S
M&ned

0 1,050,000 2.100.000 O 1,000 > Resultat udtrukket d, 12-11-2013
Kvartal 10. mined Belgb, total kr. 10. mined Beleb, total kr. Driftenheder 20 et
Indsats

Link | [

Ressourceforbrug | ? Enhedsomkostning | ? | | Andel tabte klagesa...‘ 2]

425.000 850.000 O 6.700 0,00 10,00 20,00
10 maned Belgb, total kr, 10. mined Beleb, total kr. 10, m3ned Pct.
ke person |
Overordnet KPI Status for: Kundeservice . o > . = =
Veijledni fi i ger og Motor Ejendom Told KC Erhvery _
og virksomhedsv
Kommunikatio ejledning
5 1 6 0 o 4
6 0 o0 0 i 5 1 0 101 5 1 o0 Motor-
Person Erhverv Kundecenter  Kundecenter
Person Erhverv

5 o 1 5 0 1 6 0 0 5 0 1

Overordnet KPI Status for: Kundeservice

Ansvarsoversigt
|Direkter

Karin Bergen Tilfredshed Skattegab Restancer Produktivitet

5 o 1 5 o 1 5 o 1 5 o 1

20000
40000
200000

400000
600000
820000

Beleb, total kr.



How to use KIPs?

KPIs are part of a larger structure that needs to be in place to

performance management

Accountabilities

Where are the areas of
ambiguity in accountability
and decision-making and
what are the impacts on
performance?

Culture

How does the organizational
culture support or hinder
effective performance
management ?

VALUE
What does value mean for your
organization
and is it commonly understood?

Value
Drivers

Allocations

Strategic
Objectives

Performance
Indicators

Decision
Rights
ACCOUNTA- MEASURES External
BILITIES Alignment
Calendar &
Incentives Meeting
DIALOGUES Cascade

Beliefs &
Behaviors

Meeting
Dynamics

allow for best practice

Measures

How does what you
measure provide the insight
to drive decisions?

Dialogues

Do performance discussions
lead to the right actions?

15



Best practice for using KPIs at State-level
Observation Points from a Danish Perspective

Simplify and Focus on Core Tasks Action-oriented reporting

Making sure that employees understand the Targeted management reporting that focus on
link between their contributions and value the future and can be used for acting and
creation. making decisions, e.g. dash board style.
Assure Management Support Follow-up

Management supports the performance KPIs are followed up on a regular basis and are
management efforts at all levels of the acted upon regularly by the chief executives.
organisation.

Integrate Real consequences

Performance management is integrated into Lacking performance has significant

the general management of the organization - consequences - preferably in the short term.

it is not just an add on.
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