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EXECUTIVE SUMMARY 
The State of Iowa’s “budgeting for results” (BFR) process has been the main statewide 
performance-management approach implemented in recent years. It contains essential elements 
of the managing for results cycle.  An important foundation for that system is the connection to 
Iowa's citizens provided by the Council on Human Investment (CHI) through citizen 
participation in the council and annual citizen surveys. Important outcome data that can be used 
by state agencies to assess the effectiveness of their operations has been included in the survey.  
The council is composed of public officials and private citizens and works with the Department 
of Management to promote results-based accountability in state government. Each year different 
topics are made the focus to the survey effort. Based on the data received via the public-opinion 
survey, benchmarks, or long term measurable goals, are developed and ratified by the Council. 
Executive agencies utilize this information in their strategic planning efforts and in generation of 
outcome-related performance indicators.  

The system is driven by the strong commitment to results in the executive branch of Iowa state 
government. A new administration is building upon the existing budgeting-for-results system and 
is enhancing it in several important ways. Accountable Government is one of six major priorities 
of the Governor and Lt. Governor’s Leadership Agenda. Guiding principles of this agenda 
include: a customer focus, long-range thinking, collaborative leadership, results orientation, data-
based decisions, employee participation and continuous improvement. Major goals include 
making government information and services convenient to citizens and achieving results that 
are valued by citizens. One of the governor's first executive orders created a 21-member 
Strategic Planning Council composed of private citizens and state employees charged with 
developing a long-range blueprint of how citizens want their state to look in the year 2020. There 
is a strong commitment to "enterprise planning," which is a cross-functional process to identify 
measurable results and state policy objectives at the enterprise or multi-agency level.  There are 
also several initiatives for improvement of quality and efficiency in government and citizen 
access to information.  The state has recently received the national Hammer Award for its 
Internet strategy, called the IOWAccess Initiative. Through this initiative, citizens have greater 
access to information services and seamless connections to homepages provided by federal, state, 
and local governments. 

 Developing the budgeting-for-results system in Iowa has been a long-term process of refining 
and improving the system and the measures over time and reflects the efforts of many committed 
individuals in state government. The Department of Management plays a key leadership role in 
defining and refining the budgeting-for-results system and provides essential training, coaching 
and mentoring to agencies and their employees involved in the budgeting-for-results process. 
The Performance Measures Task Force, made up of state agency personnel who are actively 
involved in developing performance measures for their agencies, provides backup and assistance 
to the Department of Management in its efforts to make enhancements to the system. Task force 
members serve as performance-measure facilitators within state government and are a "brain-
trust" of information about development of the measurement system in Iowa and lessons learned 
from it.  

Through this budgeting system, agencies have streamlined their budgets around a smaller 
number of program-funding categories, each with associated performance measures, and put 
forward funding strategies designed to be cost-effective to attain desired results.  Departments  
have not reported actually reorganizing their program delivery. Some departments, like Public 
Health, are instead reporting funds for the same purpose (e.g., child health) from different 
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divisions in the same category so the governor and legislature can see total funds from a large 
department for specific purposes, along with relevant measures of results and other aspects of 
performance.  Reporting for the same purposes across departments has not yet been done. 

With the exception of a small number of committees, the legislature has not yet paid much 
attention to agency performance measures. However, “budgeting-for-results” does seem to have 
made a difference by helping agencies develop and present more cost-effective funding strategies 
than they have in the past.  For example, even legislative committees that have shown little 
interest in specific performance measures (e.g., for Corrections) have agreed to strategic funding 
patterns presented by agencies they oversee (e.g., funding greater community-based corrections 
efforts, aligned with offender risk factors, to avoid building more prisons). Governor Vilsack was 
a key champion for performance measurement when he was in the state Senate. 

Beyond development of their budgets, agencies have used performance measurement and other 
“managing-for-results” practices to varying degrees.  Some agencies, such as the Department of 
Transportation and the Department of Corrections, have been strategic in planning cost-effective 
investments and policies to achieve desired long-term results.  The Department of Education has 
built statewide indicators and annual improvement goals for student achievement into the 
accreditation process for school districts, with reporting by district and by school to local 
communities and the state. The Annual Condition of Education Report is an important example 
of results-oriented accountability-reporting to citizens.  These three agencies have had a 
significant level of local community involvement, either in developing plans and priorities or in 
using information reported.  

By and large, the emphasis of “budgeting-for-results” has been a management initiative, driven 
by the governor’s office. A new development that can potentially strengthen the results focus of 
the state government and bring many more citizens into the priority-setting process is the 
governor’s Strategic Planning Council and his commitment to “enterprise planning”.  Six high-
level cross-department groups are developing enterprise plans for important statewide issues to 
which multiple departments contribute.  The governor has indicated a desire for an extensive 
public participation process similar to a public involvement process recently used by the 
Department of Transportation in developing its strategic plan. The Iowa in Motion transportation 
planning process is an important experiment, with citizen involvement in long-range planning 

TYPES OF PEOPLE INTERVIEWED AND THEIR ORGANIZATIONS 
We met with the governor and members of his senior management staff.  Interviews were held 
with 22 people, noted below with codes used for them later in this draft.  

 

Interviewee/Official Title Organization 

Mary Noss Reavely Coordinator, Council on Human 
Investment 

Department of Management 

Dennis Prouty Director Legislative Fiscal Bureau 

Douglas Wulf Administrator, Division of 
Policy and Program Analysis 

Legislative Fiscal Bureau 

Ron Robinson Legislative Analyst Legislative Fiscal Bureau 
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Valery Thacker Legislative Analyst Legislative Fiscal Bureau 

W. L. Kautzky  Director Department of Corrections 

David Fries Director, Administration and 
Regulatory Affairs 

Department of Public Health 

Phyllis Blood Information Management & 
Member, Performance Measures 
Task Force 

Department of Public Health 

Marcia Spangler Chief, Bureau of Administrative 
Services 

 

Department of Public Health 

Cheryl Christie Staff, Bureau of Administrative 
Services 

Department of Public Health 

Gail Sullivan Planning and Policy 
Development, Office of the 
Director 

Department of Education 

Judy Jeffrey Administrator, Division of Early 
Childhood, Elementary and 
Secondary Education 

Department of Education 

Leland Tack Administrator, Division of 
Financial & Information Services 

Department of Education 

Jeanette Bucklew Deputy Director, Community 
Corrections 

Department of Corrections 

Merrie Murray Administrator, Human Resources Department of Corrections 

Carol Boggess Budget Analyst Department of Corrections 

John Baldwin Deputy Director for 
Administration 

Department of Corrections 

Tami Kusian Deputy Auditor  

 

Auditor of State 

Annette Campbell 

 

Audit Manager Auditor of State 

Erv Fett Fiscal and Policy Analyst Budget Office, Department 
of Management 

 

Darrell Rensink Director Department of 
Transportation 

Ron Juelfs Administrator, Finance Office Department of 
Transportation 
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OVERVIEW AND BACKGROUND  
Over the years, under different administrations, the Iowa state government and its agencies have 
made a variety of attempts to implement aspects of performance-based management, including, 
for example, strategic planning by agencies and attempts to consider “return on investment” in 
budgeting.  The performance-based process that seems to have taken the strongest hold across 
the government is a performance-budgeting system Iowa calls “Budgeting-for-Results” (BFR).  

Through BFR, state agencies have re-aligned their program funding categories into larger groups 
and developed performance measures for each program group.  Agencies have included the 
measures in their budgets and reviewed them with the Governor’s Office as part of the 
governor’s budget submission to the legislature, ensuring at least some level of performance-
based review in building budgets in the executive branch.  So far, legislators have shown varying 
levels of interest in reviewing performance measures and considering them in budget decisions.  
Legislators have had agency budgets presented to them in BFR format for three years, with more 
agencies and programs added each year.  Other governance and management processes involving 
performance measurement have been implemented to varying degrees by different agencies. 

BFR is the first part of a “managing-for-results cycle” that has been implemented across state 
agencies.  It is Iowa’s first milestone on its map to results-based government.  The state 
government is busy drawing more steps and milestones on their “map.”  Two of these are the 
governor’s new “enterprise planning” approach to strategic planning, and the new “GRADE” 
initiative (“Government’s Review for Accountability, Duplication, and Efficiency”) to find better 
ways to implement state programs.  GRADE involves cooperation among the governor’s 
Department of Management, the State Employees’ Union, and the State Auditor’s Office.  
Enterprise planning involves six multi-agency task forces to develop priorities, goals, and 
strategies for important issues that cross departmental lines.  Other milestones the state intends to 
add to its governing-for-results map include more systematic performance-reporting to citizens, 
and increased state agency (and, for education, local school district) use of performance data to 
improve service performance and outcomes for citizens. 

BFR has been sustained through a change of administrations in Iowa.  BFR was started in about 
1995 by Governor Branstad, the previous governor.  One of the first state legislators to see value 
in the new budgeting system, and to use performance information in legislative committee 
deliberations, was Senator Vilsack, who was since elected as Iowa’s current governor.  Governor 
Vilsack has continued BFR, and, as noted above, is attempting to build upon it. 

Achieving Results for Iowans 
This graphic outlines the state of Iowa’s executive branch management system. This system focuses resources to 
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produce results for the people of Iowa.  

STRATEGIC PLANNING BUDGET FOR RESULTS 
  
PROGRAM PLANNING PRODUCE, ANALYZE, AND IMPROVE RESULTS 
  
MEASURE FOR RESULTS EVALUATE AND REPORT RESULTS 

As with all states, Iowa has reporting requirements for many federal programs.  In developing 
performance measures used for BFR, some state agencies have relied upon measures they were 
already reporting to meet federal requirements.  For example, the Department of Transportation 
included measures it reports for the federal ISTEA program in BFR, and the Department of 
Education includes measures it must report to meet federal Education Title I requirements. 

Many Iowa state agencies report to the governor through boards, commissions, or councils, such 
as the State Board of Education, Board of Regents, Transportation Commission, and Board of 
Corrections.  These commissions, generally appointed by the governor to represent citizen 
interests and outside expertise from across the state, can add a somewhat independent policy 
review to budgets, goals, and performance measures, in addition to the “bureaucratic” review by 
agency management, executive review by the governor, and legislative review by the legislature.  
There are two other important contextual issues specific to Iowa that underlie how two of the 
agencies interviewed for this case study have used performance measurement.  These concern 
how the Department of Corrections is organized as a community-based corrections system, and 
local school districts’ and local schools’ reporting relationships to the State Department of 
Education, including the department’s process of accrediting and assisting local districts and 
schools. 

Community corrections, and related issues, as described by Department of Corrections staff: 
“We have a really unique organizational structure for community corrections in Iowa. They are 
largely state-funded through the Department of Corrections and the state budget process.  By 
code, some 25-plus years ago, they were established as independent governmental organizations 
that are geographically organized around the boundaries of Iowa's court system but have no 
administrative nexus with the court system.… There are eight community-based corrections 
districts and by code they have their own board of directors, and they operate under the 
department's administrative rule and budget and program oversight process.… Each of those 
district[s] by law must provide the full range of services from pretrial, presentence, probation, 
parole, residential, post release.… With local control, the county boards of supervisors largely 
comprise the boards [which] consist of county government, judges, and citizen representation.  
So there is significant community involvement that is integral to the operation of our community 
corrections system.  Operationally that level of involvement varies radically from location to 
location. It depends upon leadership.  One of the things that…I think is very true in the 
community and on the institutions side we are slowly getting some awareness that if we don't get 
into the communities and if we don't bring the communities into our business and to the planning 
table, then we cannot build enough prisons or fund enough probation officers to deal with our 
problems. We are at a pretty exciting time around that issue but it is at its bare infancy.…It is 
very dependent on individual personalities and leadership.”   (DS: Corrections-Staff) 

For education, while Iowa requires a fair amount of consistent reporting of student achievement 
by each school district based on standardized tests, local school districts also report additional 
performance indicators of their own choosing, based on local perceptions of needs and priorities.  
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And while the state monitors local district performance and considers it when accrediting local 
school districts, the local school boards develop their own performance-improvement plans.  
This puts some of the control of education standards in local hands.  This led Department of 
Education staff to explain that Iowa has chosen to put the main locus of control at the local level. 
They noted that national publications opine that Iowa has no standards and no assessment 
system.  Department staff members believe that the state has very high standards, which are 
locally driven.  The state has parameters that surround them.  The ownership should reside at that 
local level.  Those local school districts should be held accountable primarily by the community 
that they serve, rather than the state.  "It is really a philosophical difference that exists between 
Iowa and some of the other states in the nation."  (DS: Education) 

FINDINGS 

PEOPLE AND THEIR ROLES 

Who has been involved in initiating, developing, and using performance measurement, and how 
have they been involved? 

People and their Roles in Initiating Performance Measurement and Associated Systems 

Iowa’s “budgeting-for-results” (BFR) system, with performance measures, was started by 
executive initiative of the previous governor, and continued by the current governor.  In both 
administrations, statewide implementation has been led by the governor’s Department of 
Management, although each department develops its own performance measures. 

Some agencies have felt other influences that encourage performance measurement, such as the 
State Board of Education and legislators asking the Department of Education what difference is 
made by all the state funds that go to education.  Several departments, such as the Departments 
of Education and Transportation, also face significant federal performance-reporting 
requirements.  And while the legislature is not yet seen as a major user of performance 
information, some of its legislation has, and is, influencing how performance measurement and 
associated systems are developing.  For example, desired results were written into recent 
legislation for a new State “Empowerment Board,” for which that board will develop specific 
performance indicators. 

The establishment of Iowa’s Council on Human Investment (CHI) is an example of the mix of 
influences on the development of performance-based management approaches in Iowa. CHI is a 
council composed of public and private citizens, chaired by the governor's designee, that works 
with the Department of Management to promote results-based accountability in state 
government. Beginning in 1995, annual surveys off the Iowa adult population have been 
conducted through a collaborative effort of the three state universities. Each year different topics 
are made the focus of the survey effort. Trials have been conducted to determine whether the 
survey was also an appropriate vehicle to collect outcome data that could be used by state 
agencies as measures for assessing the effectiveness of their activities.  Executive agencies 
utilize this information in their strategic planning efforts and in generation of outcome-related 
performance indicators. 

People and their Roles in Developing Performance Measures 

While budgeting-for-results, and related development of new measures, was initiated by the 
governor’s office, actual restructuring of budgets and development of measures were done by 
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each operating department.  The governor’s planning and budgeting arm, the Department of 
Management, assisted in an internal consulting role by providing definitions and processes for 
defining programs and developing measures, and setting a tone to encourage agencies to focus 
on measures of results more than of internal processes.  When requested by agencies, the 
Department of Management provided training. On a request basis they provided additional 
technical assistance.  These roles were cited as valuable by several operating department staff.   

The Performance Measures Task Force, made up of state agency personnel who are actively 
involved in developing performance measures for their agencies, provides backup and assistance 
to the Department of Management in its efforts to make enhancements to the system. Task-force 
members serve as performance-measure facilitators within state government and are a "brain-
trust" of information about development of the performance-measurement system in Iowa and 
lessons learned from it. 

Operating departments reported various forms of internal or external participation in developing 
performance measures, generally led or coordinated by each department’s central management 
staff.  They were also influenced by data they were already collecting for operational purposes or 
to meet federal reporting requirements, by professional practice in their field across the country, 
by types of questions asked by the legislature and the governor, and in some cases by public 
input either built into the way they do business, or obtained as a result of special strategic 
planning efforts.  Specific examples follow. 

The Department of Public Health started with a core department BFR committee staff members 
from all divisions, focusing on “why” they perform their activities, and then gave managers from 
all programs a chance to comment and add indicators to the BFR committee's proposed 32 
indicators for the 11 BFR programs. 

The Department of Education was influenced by its State Board, by data it had already been 
collecting, by federal reporting requirements, and by input from the business community.  The 
department sought common agreement for statewide indicators, and has encouraged local 
districts to also report indicators of their own that are important to their local communities.   

The Department of Corrections reported collaboration from the heads of its eight community 
corrections districts from across the state, wardens of institutions, and staff at all levels of and 
parts of the department.  A main department goal was to develop a “population template” based 
on “risk level” of lawbreakers, for offenders in institutions and on parole at various levels of 
supervision in all districts throughout the state.  It helps the department to know “how we have 
grown, where we have grown, and what the prospects for the future are. What is our capacity?  
We did that out of a common interest in knowing that.” (DS: Corrections-Kautzky) 

The department was also influenced by the legislature, governor, and citizens. 

The Department of Transportation (DOT) has built on its own highway-condition rating system 
it has used for many years, adding systems that were initially federally required, such as the 
pavement management system, the bridge management system and the safety management 
system. An important focus for the department in developing measures is the Asset Management 
decision-making framework, which has come about because of changes in the transportation 
environment, changes in public expectations, and advances in technology. 

Citizen roles and influence in performance measurement and related systems have varied by 
department, sometimes depending on how the department normally involves citizens. The 
Department of Transportation has a number of citizen input processes.  In going beyond 
highways to developing a long-term state transportation plan called “Iowa in Motion,” DOT 
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sought a wide range of public input.  For Corrections, there is significant community 
involvement that is integral to the operation of the community corrections system. 

While some departments noted that they were influenced by the types of questions they typically 
get from the legislature, none indicated that the legislature was actually involved in developing 
performance measures.  Also, not all departments considered the public in developing measures. 

There were some attempts to involve legislators and their staff in developing measures, but 
legislative staff felt those attempts were unsuccessful, partly because agencies had difficulty 
defining or implementing measures of results or program effectiveness of interest to legislators, 
and partly because agencies did not follow legislators’ suggestions for measures (described 
further under “Barriers…”). 

The Office of the State Auditor has not yet been a major player in development of performance 
measures, though it will examine performance measures when it does a performance audit of a 
state program.  One case was cited in which Auditor’s Office staff “sat in” on a department’s 
process of developing measures, at the Public Health Department’s request. (AS) 

People and their Roles in Using Performance Measurement 

Most examples of the uses of performance measurement are listed below under Question 3 on 
the uses of measures.  The general pattern of use, with respect to specific types of users, is 
presented here. 

The primary users of performance measures appear to be managers in operating departments and 
the governor’s office, to develop resource allocation policies and prepare budgets.  Department 
managers vary in the extent to which they use measures for operational management.  Some 
examples of operational uses are cited later in this case study for the Departments of 
Transportation and Corrections, while Department of Public Health staff said the measures are 
not yet used for operational management.  Legislative use and interest in performance measures 
was reported as spotty. 

The Department of Corrections reports that its overall approach has influenced investment 
decisions, sentencing policies, and resource allocation around the state, with legislative approval 
for those policies and allocations as needed.  However, legislators have not shown particular 
interest in the department’s specific performance measures. 

Department of Education staff said local school districts are key users of performance measures. 
Local use and ownership of the information is important. School improvement plans for each 
school district must include a few state indicators, but they also must then use a local community 
advisory committee to whom they report the data. That committee then recommends to the local 
board of education, the annual responsibility to review the data on a yearly basis to continue to 
make recommendations to the local board.  
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USES AND EFFECTS OF PERFORMANCE MEASUREMENT 

What intended and expected uses and effects of performance measurement were articulated? 

What actual uses and effects of performance measurement were identified? 

Resource Allocation and Other Decision Making 

Intent and Expectations 

Iowa officials described intended uses of performance measurement for the formal budget 
process and for management allocation of budgeted resources, including increased flexibility of 
reallocating resources and improved targeting of resources. Other intentions include helping 
program managers better understand the connection of their operations with the budget, and 
using performance information for policy decisions beyond resource allocation. Seven related 
themes are discussed below. 

Streamline budgeting, and use performance data and investment concepts to allocate 
resources: A senior administrator in one state agency hoped that it could streamline its budgeting 
process and has worked hard to do that. Staff from that agency hoped that it would help decision-
makers make better decisions when it comes to funding. In preparing their budget, they said that 
now they are expected to prepare a performance measure and explain what is going to happen. A 
senior budget analyst said that the intent was to make decisions on the allocation of resources 
based on actual data. The Department of Management plays a lead role in articulating the focus 
for performance measurement. Interviewees explained that Budgeting-for-Results was developed 
to tie resources, including money, with the result it wants to achieve, and then measure how well 
it is achieving the goal. Staff members are working on the idea of return on investment and are 
continuing to develop it. For example, when a citizen is no longer on welfare, it is not just 
welfare money that is saved; that individual is now paying taxes. So there is a return on 
investment. 

Improve budgeting and decision making, recognizing the reality of political decision making: 
Legislative budget staff felt that in developing budgeting-for-results, the executive branch was 
looking for a better way to budget, but it hasn’t really achieved it. Staff members stressed that 
even with the data that political decisions are made. The Department of Management stressed 
that this data only informs the decision-making process. That is the expectation. It is still a 
political decision,  and the reality is that some legislators look at the data and some do not. 
Helping legislative members understand the data is an ongoing educational process. 

Reviewing funding for similar purposes across programs was cited as a goal: The Department 
of Management related that when it first started budgeting-for-results, legislative members 
wanted improved information that would tell them how much money was being spent on a 
particular priority.  Because of the way the budget is structured, there is a result related to teen 
pregnancy located in three departments, meaning that it is in three different appropriations, and 
three different committees deal with it.  Typically the committees don't talk to each other because 
they are busy with the work of their individual committees.  The goal is to show each of those 
committees the total amount spent on an issue, the result achieved, and how the people involved 
collaborated with each other. 

Changing the budget perspective of operational managers, and connecting program 
operations more strongly to the budget: A senior agency administrator said there is a need for 
operating managers to see the connection with the budget and results. There is neither much 
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sense of a connection between the programs and the operations (what we do and what it is about) 
nor much consideration that one drives the other.  Budgeting-for-results is that strategic 
opportunity to move to a bottom line in government. They both drive each other backward and 
forward. If you engage in the process of correctly developing budgeting-for-results, there is an 
operational understanding of the nexus between the two. However, staff at that agency felt that 
they were a long way from being there.  

Increase management flexibility in resource allocation, and have management evaluate 
performance and re-allocate resources accordingly: The Department of Management said that a 
long-term intent is to give program managers more flexibility in moving resources to where they 
are needed, replacing the micro-management that so often happens in the legislative area. Staff 
of an agency echoed the hope for more flexibility regarding funding and having funding 
decisions made at the strategy level, focusing on what they want to achieve and the results with a 
little more flexibility on how they get there.  The Department of Management stressed the 
importance of decision making at the program level.  It changes the questions that are asked 
about programs and resource allocation: Should we be in this business? Do I want to ask for 
more money? Could we get rid of something?  Do we need to continue doing this?  Have we met 
the need, is it gone, or is it fixed? Would the money do us more good somewhere else? 

DOT wants an "asset management system" for targeting resources: Senior officials in the 
Department of Transportation stressed the importance of the investment in an asset management 
system philosophy and making decisions with a system based on essential data and information. 
Department officials stressed that while asset management is still an emerging concept, it 
provides a solid foundation from which to monitor the transportation system and optimize the 
preservation, upgrading, and timely replacement of highway assets through cost-effective 
management, programming, and resource-allocation decisions. They stressed that it will be an 
essential tool in achieving the long-term goals set forth in the Iowa in Motion long-range plan 
and making tough decisions on both the operational side and the program side of department 
activities. 

Improving policy decisions beyond resource allocation: A senior budget analyst stressed that in 
the long term, having a set of measures and identifying the programs and goals are very helpful 
in high policy-making activities, whether at the governor's level, the legislative level, or other 
levels.  Decision making is improved because results information is available through 
documented data and statistical information to back it up. 

Actual Use 

Agencies have used budgeting-for-results and performance measurement to develop and justify 
budgets and to target allocation of resources after they are budgeted. The governor uses the 
information in making budget decisions. Some legislative committees use the budgeting-for-
results structure and performance data in their deliberations, and others do not. Agencies have 
used budgeting-for-results to streamline their budget structure, clarifying the use of funds. Also, 
a start has been made in examining common funding categories across agencies to achieve 
common results. Eight related themes are discussed below. 

The governor considers program alignment and results measures in his budget decisions: The 
Department of Management explained that with the governor's enterprise-planning focus, it is 
looking at programs to see how they align with one of the enterprise priorities. Staff do not try to 
force-fit it, but they do ask a number of questions about it: Could it or should it be changed? 
Should we modify it? Is this program having a negative impact and what do we want to do about 
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it? Are we aligned? What are we doing? How well are we doing? Such information is used by 
the governor's office in making budget decisions, and his recommendations are based on this 
data. 

Results measures are then presented to the legislature in budget hearings: After the governor 
has submitted his budget to the legislature, there are four to five weeks of subcommittee 
hearings. Departments make their budget presentations to those subcommittees. They are 
required to present their budget in the format of programs and results. 

Some legislative committees use budgeting-for-results and performance information in their 
budget and policy deliberations: This is so, even if they do not explicitly base their decisions on 
the information.  Instead, the budgeting-for-results format helps focus their questions. Budget 
analysts are beginning to see results information being used for decision making. They believe 
that it is not going to happen quickly; it probably takes three legislative sessions to put this kind 
of information in front of members and explain it every year. It has evolved enough that they are 
starting to actually respond to trend data and other results information. For example, the co-
chairs of a subcommittee on economic development recently asked budget analysts to talk about 
financial assistance programs for economic development. They were not just interested in how 
many dollars were spent or how many awards were made; they wanted information about the 
measures and results presented at the subcommittee hearing, so they could compare the monies 
spent in the current year with those spent in the prior year. They wanted performance 
information presented to them, and in that committee it has become a formalized process. Public 
health has been a leader in changing its budget structure to a results focus and worked closely 
with the legislature in that process. It changed the way the committee looked at information 
about public health programs and the focus of questions. It led to a better understanding of total 
funding for public health, to questions concerning the amount of money that goes into this 
program, and to concern that the focus was not solely on line items or state dollars.  

On the other hand, some legislative committees do not use performance information: 
Legislative staff reported that some legislative committees do not make decisions based on 
budgeting-for-results information. In fact, they are dead set against it. 

BFR created a streamlined program and budget structure, clarifying how funds are used: The 
Department of Health reported that it used budgeting-for-results in working with its legislative 
oversight committee to reorganize and streamline the budget structure. 

The goal of identifying common funding categories for programs with similar purposes that 
contribute to the same intended result across departments is starting to be met for some things 
but not for others: With the governor's enterprise-planning initiative, agencies and the budget 
office are beginning to look at results across agency boundaries. People are recognizing the need 
to understand similar programs at other agencies, the results intended, how they are measured, 
what kind of data is being collected, and the need to share information between agencies. 
Through the alignment analysis, the information is being used to determine where to put the 
money for the greatest return on investment. For example, the Health Department has recognized 
the need to understand a bigger picture as it relates to childhood immunizations. Staff reported 
that they could tell what they were doing through public clinics, but they had no idea what was 
happening through private clinics or Medicaid.  The ultimate goal is to identify the total amount  
needed for childhood immunization and to assess performance measurement. The same is true 
for elder affairs and home care for the elderly. The Department of Human Services and other 
departments recognize the need for consistency and alignment between what is measured at the 
Department of Health and what is measured at the Department of Human Services.     
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Agencies use measurement to help develop and justify budgets: The Department of 
Transportation, the Department of Corrections and the Department of Education all reported 
using budgeting-for-results information in both developing and justifying their budgets. The 
agencies stressed the need for understanding service populations, risk factors, the demand for 
short-term and long-term services, and the ability to develop budgets based on real data as well 
as the need to comprehend that data.  

Agencies use measurement for programming budgeted funds and targeting resources: For 
example, The Department of Transportation has a very sophisticated maintenance index whereby 
everything that is done in the road maintenance area is measured and indexed and becomes part 
of the decision-making process. Everything is measured and becomes a guide to the department's 
programming and budgeting responsibilities. 

Effect of Use 

Iowa officials are seeing a change in the way agencies use budgeting-for-results information in 
making budget requests and in the way decision-makers respond to that information. Legislative 
committee chairs are beginning to request performance information from agencies, and in one 
case worked extensively with an agency to streamline its budget format. In some cases, it has 
resulted in a reallocation of funding.  Agencies have seen a change in focus for decision making, 
developing and justifying budgets, and seeing budgeting-for-results as a useful tool for 
demonstrating need and impact. Six related themes are discussed below.  

The governor's fiscal office is beginning to see results information being used for decision 
making. It is a long-term process and it is not going to be something that is going to happen real 
quickly. It took probably three legislative sessions of putting this in front of them and explaining 
it to them, and the legislators are starting to respond saying this is pretty good stuff. For example, 
the co-chairs of a subcommittee on economic development asked the department to come in and 
talk about the financial assistance programs for economic develop. They were interested in not 
jus how many dollars were spent or how many awards were made but in what the performance 
measures are and wanted that information presented to the subcommittee. So they are actually 
seeing the average dollar per job assisted is this much compared to this much last year. In that 
committee, it has become a formalized process. 

The legislative budget staff related a similar example for a legislative committee dealing with the 
Iowa Communications Network, for a system that uses two-way interactive video 
communications for educational purposes. They set targets each year for goals and information 
retrieved. A measure of that was the percentage over or under target so they could meet their 
budget or stay within their budget. The Legislative budget staff could take that kind of 
information and determine if the program was on target or if there was something wrong with the 
system. Budget staff looked at that information and determined that they needed to reevaluate 
their projection system because they had been overestimating by close to 80,000 - 90,000 hours 
for a couple of years.  

  Through budgeting-for-results, the Department of Public Health has worked closely with its 
legislative committee to streamline the budget format. It has reduced the 22 categorical areas to 
11 for public protection, child and adolescent health, chronic conditions, injuries, and infectious 
diseases. The staff looked at their clients and who they served, and then reorganized their 
department budget based on their clients. Under the old system, programs were identified by 
single divisions within the department, and money was appropriated by division so major 
categories of work were scattered through several divisions. Through the budget reorganization, 
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like programs that were scattered through several divisions were brought together in a single 
category. For example, currently in the area of elderly wellness, the staff know that money from 
two different divisions goes into this service area, giving them a picture of how much is actually 
spent in the area or elderly wellness. The title gives legislators an idea of what the staff are trying 
to achieve, thus helping the legislators to better digest the budget. There is more money going 
into a category than they use to think. They are beginning to think bigger and asking how much  
federal and local monies go into a particular program. It helps the legislators know that $11 
million goes for infectious diseases and treatment. The legislature gets to see all of the money in 
the budgeting-for-results format. 

For economic development and human services, budgeting-for-results led to a reallocation of 
funds. In looking at programs across state agencies, the Fiscal Office determined that dollars 
appropriated for a loan program to help people start small businesses was virtually the same type 
of program as one in the Department of Human Services. So the budget office moved the 
program dollars to Human Services because it was a better use, and leverage, of funds. More 
could be done with the program through Human Services. However, the marketing piece was left 
in Economic Development because that department is competent in marketing. 

For the Department of Transportation, budgeting-for-results tied to the concept of asset 
management has changed the focus of decision making. A few years ago, the focus was on 
fixing the worst first.  Now, through an asset-management concept, a number of factors, such as 
the condition of the pavement, rideability, and safety, are considered in making resource 
allocation and investment decisions. There has been a shift to looking at the system and 
stratifying it and its relative importance to the local area, the state, and to the economy of the 
area that is served by the transportation asset. The budgeting-for-results process is seen as an 
important factor in meeting the targets outlined in the Iowa in Motion strategic transportation 
plan. The department has a sophisticated maintenance index whereby everything that is done is 
measured and ultimately receives a rating that determines what is needed. This becomes a guide 
to programming responsibilities and in a sense drives the budget. The significant part is that it is 
measurable, and the measures produce the budget, which produces the action.  

For the Department of Corrections, measurement helps to develop and justify budgets. The 
department has largely built the budget on the demand for services and the disaggregation of the 
various service populations. Through the analysis of various risk factors, it has become a more 
thoughtful agency in allocating resources.  Because it can define all of the service demand areas, 
it can help policy-makers understand the populations. The measurement of risk factors helps 
policy-makers understand how high-quality risk management can save money and make better 
use of limited state dollars. For example, if people can be kept in the community for $8.00 a day 
to house them, instead of keeping them in prison for $50.00 a day, then better use of the state's 
money can be made by keeping people in the community. Because the department could explain 
the current service level and the associated risk levels, they were able to secure the resources 
they needed for their budget. They were able to set some clear performance standards for an 
inmate population of roughly 18,000 offenders statewide. They were able to define the risk levels 
that they could handle with current staffing and what would happen if the risk levels changed. 
(Insert Example). 

For the Department of Education, the information focus of budgeting-for-results is a useful 
tool when asking for additional money. The department feels that the last appropriation they 
received and the direction the legislature has set is partly because of the information being 
shared, such as declining reading scores, class size, early-intervention initiatives, and funding for 
at-risk children. This information helps in targeting resources. It also gives a stronger base to 
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demonstrate need and, over time, to demonstrate whether a particular strategy implemented is 
making any difference or having any impact.  

Strategic Planning, Performance Monitoring, and Performance Improvement 

Intent and Expectations 

Strategic planning is an important part of the budgeting-for-results process in Iowa. Current 
executive-branch initiatives are focusing on how Iowans want their state to look in the year 2020, 
with significant citizen input into that process. In that context, some agencies are rethinking their 
strategic plans. Agency-specific and cross-agency strategic planning is intended to be 
measurement-based. Intended uses for performance monitoring and performance improvement in 
Iowa include focusing managers and staff on their direction and goals, and helping them 
understand, evaluate, and improve operations. Auditors also intend to evaluate program 
performance and cross-agency performance. The executive branch is currently involved in a 
three-pronged plan to create more quality and efficiency in Iowa government, including a State 
Auditor review of existing programs for their relevance to today's issues and identifying 
opportunities for improving accountability, a review of state regulations for opportunities to 
streamline state bureaucracy, and promotion of quality practices by asking state employees to 
streamline their work processes, improve customer service and achieve efficiencies in state 
government. Seven related themes are discussed below. 

The governor's Strategic Planning Council is focused on finding out what citizens want their 
state to look like in 2020. This 21-member council is a bipartisan effort that includes full 
participation of private citizens and all levels of governmental employees. Primary areas of focus 
include education, business and labor, agriculture, law enforcement, and local government. A 
goal is to propose a blueprint for making the vision a reality.  

 

The governor's new "enterprise planning" initiative is intended to move the state to enterprise-
wide strategic planning that cuts across agencies for major State priorities. Iowa state 
government has developed several integrated initiatives to move the focus and culture of state 
government to managing-for-results. The governor and lt. governor recently laid out their 
Leadership Agenda for Iowa State Government, which he shared with us. It includes a Vision for 
State Government, Guiding Principles, and six major functional areas including education; health 
care; safe communities; workforce, economy, and agriculture; environment; and accountable 
government. He put forth a set of goals in each area. Enterprise strategic planning develops the 
vision and guiding principles for the enterprise and defines specific, measurable results at the 
multi-agency level.  These Governor's Goals are integral to the Leadership Agenda. An 
Enterprise Planning Guide has been developed by the Department of Management to assist and 
guide these efforts. Enterprise-planning teams are composed of agency directors who put 
together what they consider to be their priorities and their goals for the year. The governor picks 
what he considers to be the priorities. The Department of Management, the Performance 
Measures Task Force, and the Enterprise Planning Teams work together to develop the results 
measures for those goals. That information is used to report out. That information is used when 
the governor and the department directors make their speeches, talk to their councils and do their 
work. The focus is on the goals they want to accomplish and on how well they are doing.  

Agencies are developing individual strategic plans and aligning them to the enterprise plans. 
Strategic planning helps agencies clarify their own vision, mission, and strategies to achieve 
results. Agencies use strategic planning to establish their long-term (3-5) measurable goals. 
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Agency Strategic Planning uses the Enterprise Plan as its foundation. Agency Strategic Planning 
Guidelines developed by the Department of Management are used by individual agencies to 
develop their 3-5 year strategic plans. The Department of Public Health indicated that it had a 
strategic plan in the past and is in the process of putting a new one together. The plan needs to tie 
to the budget, and the budget needs to tie to the performance measures. Department staff 
acknowledged considerable emphasis on the enterprise plan coming from the governor's office 
and that everyone was trying to match to it and aligning their strategic plan to be in sync with the 
enterprise plan. 

A major component of the Governor and Lt. Governor's leadership agenda is for the executive 
branch of state government to be an organization of performance excellence. A major goal is 
to ensure that state employees provide quality customer service and to reconnect Iowans with 
state government through customer service. The plan is to measure customer satisfaction with the 
standardized measuring tool, the Baldridge criteria; achieve continuous improvement in 
customer service through the Partners-for-Progress reinvention team; increase customer 
satisfaction; increase the value Iowans receive for their tax dollars; and use labor-management 
teams to promote continuous improvement in customer service and to achieve the standards 
established. A focus is on developing a training system within state government based on the 
current and projected skill needs of the workforce and offering opportunities for professional 
development, including an evaluation on how training improves performance and providing 
training in customer-service skills. 

Measures are intended to provide a goal, a direction, and a way to know if they are reached. 
The Department of Management maintains a budgeting-for-results section on its Internet 
website. The results model provides a framework and criteria for six elements of the managing-
for-results cycle, including strategic planing, program planning, measure-for-results, budget-for-
results, producing and analyzing results, and evaluating and reporting results. Strategic and 
program planning tell the executive branch where to put its efforts and resources to ensure a 
focus on the leadership agenda and to work on what Iowans say are most important to them. 
Measurement tells the executive branch how well it is doing and what progress has been made 
toward its goals, as well as what is not working. Budgeting-for-Results links resources to 
objectively measured results, helping to make the best use of scarce resources. Other 
management tools, such as continuous quality improvement, service redesign, and activity-based 
costing, support the executive branch in producing, analyzing, and improving results on an 
ongoing basis. The Achieving Results for Iowans website presents seven guiding principles for 
Iowa state government, including a results/outcome orientation, collaboration, long-term 
thinking, data-based decisions, customer focus, process improvement, and empowerment. The 
components are interrelated, working as a system. Department staff related that the purpose for 
measurement is to determine the goals and whether they have been reached. With performance 
measures, goals can be realized. 

Performance information is intended to help people understand their businesses, evaluate 
systems and programs, and improve them. The Department of Management explained that at the 
program level in the departments, the expectation is to see if a program is achieving and if not, 
what needs to be done to make it achieve. The Department of Corrections has made a significant 
commitment to building its budgeting-for-results system. It has tried to build it as a necessary 
and useful way to understand its business better and to determine if it is making effective use of 
the money that is probably going to become more limited in the future. Community corrections 
were cited as an example. Understanding that community-based corrections are contributing 38% 
of the workload of people who are imprisoned and that it costs significantly less to house them in 
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a community setting rather than in a prison facility, emphasizes that investing in community 
corrections is an important performance-monitoring activity that informs the decision-making 
process. 

The Department of Education related that in building its results system, it tried to focus on 
information that could be used to improve the system, to improve the instruction, and to improve 
the locally established goals for education in the community. It is not trying to to avoid 
sanctions. It has tried to emphasize what it considers to be the appropriate use of performance 
information to improve the system. 

From an audit perspective, the intent is to evaluate performance within programs and across 
programs and agencies. The governor has three parallel initiatives for quality and efficiency. As 
part of that effort, he asked the State Auditor to lead a team to review existing programs for their 
relevance to today's issues and for identifying areas in state government where there can be more 
accountability. State auditors described their efforts to look at programs statewide from an 
outsider's perspective to determine if programs are meeting intent, if there is a better way to 
administer them, if there is anybody else doing the same thing, and to identify overlaps and gaps 
within an agency and between agencies. They used the workforce area as an example, with one 
agency providing training for business and another agency working with the same businesses for 
some of the same issues. A major focus of their efforts is to determine if there are duplications 
and if agencies are working together and talking to each other. They are also looking at the 
impact of technology. 

The Department of Management is leading a team to promote quality practices by asking state 
employees to identify opportunities to streamline their work processes, improve customer 
service, and achieve efficiencies in state government. As part of the governor's initiatives for 
quality and efficiency in government, work is centered on five critical philosophies, including 
leadership commitment, employee participation, flexibility, results orientation, and customer 
satisfaction.  

Actual Use 

In our interviews with state agencies, numerous examples were cited of the actual use of 
performance measurement for strategic planning. The Department of Public Health staff noted 
that their measures and budget are not tied to the department's current strategic plan, but the 
department is in the process of developing a new strategic plan, with the intent of connecting it to 
the budget and performance measures. The Department of Transportation described an intensive 
citizen-input process for developing the Iowa In Motion Transportation Plan. The Departments 
of Transportation and Corrections have connected their strategic plans with performance 
measures and budgets. The Department of Education described its participation in cross-agency 
groups as part of the governor's new "enterprise planning" process. In each of their own ways, 
the agencies interviewed have used performance measurement to improve management and 
performance.  

A 20-year transportation plan, and its connection with measurement and budgeting. The 
Department of Transportation described the use of performance data and public input for the 
Iowa In Motion transportation-planning process for development of the State Transportation 
Plan, which includes highways, rail, aviation, pedestrian and bicycle facilities, maintenance of 
facilities, accessibility and intermodal transportation. An extensive and comprehensive analysis 
and synthesis of information went into the vision of what Iowans want their transportation 
system to be like in 20 years. Through the budgeting-for-results process, the department has set a 
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performance standard having a certain sufficiency rating on all parts of the ommercial/industrial 
transportation network by the year 2020. The staff measure it by the progress that they make 
each year. They know exactly how many miles between now and the year 2020 they want to 
establish to a certain standard, and the sufficiency number they want to have on that system. It is 
a value of 0-100. They know precisely from year to year exactly where they are on that path to 
get it built to that standard. The department has a dozen or so performance measures and 15 
different measurements. 

The Iowa in Motion process was based on extensive public input. Transportation officials 
described an intensive and complex public-input process for Iowa in Motion. The process was 
interesting because it ping-ponged back and forth about three times before it finally got to the 
State Transportation Commission for final approval. The department went before the public with 
seven or eight alternatives, asking which ones the people considered the best for the future. Most 
people didn't want to go with the most elaborate because of their expense, but they didn't want to 
go with the most conservative because they would erode the program. Most often the public 
preferred something in the middle for all modes of transportation and were willing to spend a 
little more money. Once they had that public input, staff worked to develop the preferred 
alternative and asked this question: “Given the preferred alternative, what is it going to take to 
get us there?” Then they developed options and went back to the public, explaining the system 
they chose, what it would look like, and its cost. The public then had a chance to respond. The 
staff then went back to the commission who examined it. After the commission provided its 
input, they went back to the public one last time with the implementation plan they proposed, 
and the public got a chance to look at it again. As of the fall of 1999, the commission approved 
the aviation and transit portion of the plan, and it expected to approve rail within 60 days. After 
that it expected to go back to the public with the implementation plan for rail. The Iowa in 
Motion process goes back and forth to the public at least three or four times before reaching a 
final decision. 

Strategic planning and its use by the Department of Corrections. The Department of Corrections 
has a very comprehensive five-year strategic plan that reflects a shared vision of building 
leadership from within the system. Department leadership told us that in developing the strategic 
plan, it has built on what other people have contributed and what people believe is most useful to 
Iowa. A major theme throughout the plan is forging strong partnerships with local communities 
and their public-safety agencies. The mission statement is very clear for institutions and 
communities: collaboration with communities to improve public safety and to reduce criminal 
victimization. (The community corrections part of the department’s operations has the most 
developed linkage of department operations to the strategic plan and budgeting-for-results 
concepts.)  The department director explained that the plan is built around the need to understand 
the demand for services through the actual and estimated average daily institutional population. 
The plan reflects the department's demand for services. Based on this analysis, the staff have 
crafted a message about demand and how they deal with the supply of resources to deal with that 
demand. That message is reflected in the template for supply-and-demand, which shows the 
projections of the net growth of the correction system based two things: how many offenders 
come through the prisons and how long they stay. The projections suggest that if the trends 
continue to increase, Iowa will need to build more prisons, which will cost more money. Thus, 
the demand trend is critical for the budgeting-for-results decision-making process, and the data is 
both essential and beneficial to department decision making. 

The Department of Education participates in the governor's "enterprise planning" process. 
Management of the Department of Education described the agency's participation in the 
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enterprise-planning process. Department heads meet together, and they have six enterprise- 
planning groups that comprise a number of departments. The Education Department director 
heads up the one that deals with education. It also includes the directors from Economic 
Development, Workforce, and Human Services (DHS), and the Board of Regents. Each of those 
entities contributes input into the system about trends and needs for education. Six enterprise-
planning groups develop some strategies and make specific recommendations to the Governor as 
he prepares his budget request and his leadership program for the following year. Community 
Empowerment is another area affecting children where there are some global results, such as 
healthy children, children ready to succeed in school, children in safe and nurturing families, and 
supporting communities. The groups are looking for appropriate indicators, and their 
recommendations are made to the Governor's Office and the Legislature. They are looking for 
common measures that everybody agrees are necessary. For education, there is agreement that 
these are the right measures; and they will be tracked, with the staff using the data in their 
presentations.     

Management in the Department of Transportation uses measurement. The department talked 
about using measures in the highway maintenance part of their operations. From a pavement 
perspective, since the 1960s, the department has had a sufficiency analysis rating for the highway 
system that has been used extensively to identify the measure of acceptability and status of the 
pavement as it currently exists. The department measures the condition of the pavement, the 
shoulders, and the right-of- way. There are various measures that constitute some kind of 
analysis that gives the department a product that says that this is the current sufficiency rating of 
that particular piece of pavement. It has been an important decision-making tool.  Often the 
measurement is the product of customer acceptability. Snow removal is a very important service 
that the department provides and is measured by the fewest complaints. So standards have been 
set up maintaining that the department will have a specific amount of snow removed in a certain 
period of time after a snowstorm.  

The Department of Education, local school districts, and individual schools use performance 
information to improve educational performance. The department told us that its key measures 
fall into a couple of areas: reading, mathematics, and science for the academic measures. Other 
key measures include the drop-out rate, the amount of coursework that high school students are 
taking to indicate post secondary success, and ACT measures. These measures are commonly 
used by school districts across the state.  The department has tried to set achievement bands for 
reading, math, and science for grades 4, 8, and 11. Those are set using the Iowa Test of Basic 
Skills and the Iowa Test of Educational Development. These tests are voluntary in nature in 
Iowa. However, all school districts use the tests. The department considers Iowa to be very 
fortunate to have over 40 years of data on student achievement.  The department establishes for 
the state the percentage of students that are proficient, and each school district then must report 
the percentage of students that are proficient in reading, math and science to their public entity or 
to the state department. There are a number of ways districts must use their data. They must have 
a baseline year. They must establish annual improvement goals in reading, math and science for 
grades 4,8, and 11. They can also establish goals for other grades. School districts must also set 
goals for school buildings and report buildings that are not meeting those goals to the State 
Department of Education. 

Agreement on risk assessment has given Corrections a common understanding for 
management: Corrections has a system for assessing risk of offenders, borrowed from Canada 
and used commonly across the state. The director said that it was his sense that people can go 
anywhere in the organization to find out the standards for supervision in the community, or the 
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standards for sex-offender treatment; staff units and department personnel talk to people about it, 
explaining why they manage one way or another. The department used to have 28 or 30 risk-
assessment tools in place throughout the system. Everyone understands and agrees that this one 
commonality helps everyone manage offenders.  

Corrections also uses other measurement tools to manage and improve performance: The 
department talked about the importance of common work performance standards across 
department facilities, for example, the need to measure whether or not they are searching all 
housing areas. It is a standard for the goal to search the housing areas once every 30 days. The 
data is important, and the department looks at such concerns as employee absenteeism. The staff 
look into this to determine how people are assigned and whether they have people to look after 
the safety of their officers. If employees are not showing up for work with unplanned absences, it 
drives overtime costs up. The department director has set a very hard standard that overtime 
costs will be reduced to no more than 1% of the operating costs. The performance standards are 
very clear and link to department goals. 

Effect of Use 

Departments reported significant benefits and results from using measurement for strategic 
planning, performance monitoring, and performance improvement. Departments and line 
managers are using results-oriented performance measures to clarify the purposes or missions of 
their programs; thus, decision making has become more data-driven. Agencies recognize that 
data is essential for determining critical interventions to be taken to ensure that improvement 
takes place and strategic goals are met.  Ultimately, departments are recognizing that they exist 
in a competitive environment that requires results to be demonstrated.  

The public-input process for developing Iowa in Motion has resulted in a significant 
connection of the State Transportation Plan to the people of Iowa: Because of the success of the 
process, the governor has considered using the Iowa-in-Motion model for his leadership agenda 
initiatives.  

For the Department of Corrections, the effect of using performance measurement and a 
results focus for strategic planning, performance monitoring, and performance improvement 
has been significant.  From the director's perspective, the bottom line for the department is that 
it has become more factually driven. The net result is that both policy-makers and the 
department's team understand why they are in business, and the department has taken control of 
its destiny. They are not looking necessarily at how they were but what they could be, what they 
could shape, and what the department could struggle for in a thoughtful way with policy makers. 
He feels that can look at broader strategies. For example, the real growth curve is for female 
offenders, and the big numbers there are for forgery, drugs, and prostitution. The outcome is that 
after one year of making the point to the parole board that the department can control risks and 
that low-risk people can be moved to the community more quickly, there has been zero net 
growth in the prison system in Iowa during the past year. The director thus doesn't have to go to 
the governor, pleading, " Oh, my God, the sky is falling! We need more beds." The value added 
because of the analysis data and risks is that it gives the governor $35 million more infrastructure 
money that he can invest in schools and hospitals, rather than in keeping people imprisoned. It 
avoids roughly $15-18 million in new operating costs. The director feels that the department has 
become far better at understanding, managing, and tracking the risk-assessment process so that 
the high-risk people are kept in prison longer, and the low-risk people are moved back into the 
community. From his perspective, that is the outcome. 
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An important effect of Corrections performance improvement has been to work the 
department out from under restrictive court orders. The director related that one of the very 
practical things that has changed for the department is that when he came in 1997, the 
department had 18 court orderssuccessful lawsuits resulting in about 18 court orders. By doing 
business with a results focus, the staff have worked out of all but one court order. The courts 
have agreed that the department has accomplished everything else. The state is no longer under 
federal rule. It allows the state to re-craft its own destiny. It means that policy-makers truly do 
have a choice in Iowa now. If they don't want to lock up offenders, they don't have to. If they 
don't want to spend money on the correctional system, they don't have to. They have to make 
some hard decisions about other alternatives. Now the department can give policy-makers a 
much clearer understanding about those alternatives than they have ever been able to do before. 

For the Department of Education, a result of participating in the enterprise planning process is 
positive. This is so because it comes together with other agencies in some type of collaborative 
fashion and has consensus about needs and measures that cut across agencies, and it determines 
if there is any improvement. The department deals with the children and students of Iowa, and 
the data supports these needs and helps the department make decisions. The presentations of  
economic development or workforce development contain some Department of Education data, 
and Education’s presentations contain some data from those agencies because the information is 
used across agencies to communicate the same story.  

For the Department of Education, results actions can be taken to improve local school districts 
and individual schools that don't meet their goals. If districts don't meet their goals for two 
consecutive years, then the department helps them with a self-study analysis of the efforts they 
are making to improve student achievement. They are expected to take actions to improve 
student achievement. If in the next two years a district also doesn't make its goals, the 
department implements a Phase II accreditation visit. It is a much more intensive visit by the 
state department to look at the accreditation status of that school distinct. The department not 
only notes school districts that are not meeting their goals but also school buildings that are not 
meeting goals. In Iowa, schools and districts report voluntarily to the State Department of 
Education whether or not they are in need of improvement. Last year 237 buildings asked for 
assistance in improving student achievement. The information is used by the state department to 
provide ongoing technical assistance to those school buildings, to improve achievement. The 
department also looks at distinguished schools with the same measure. The Department of 
Education makes extensive use of the data it receives for both performance monitoring and 
performance improvement. The data is essential for determine critical interventions to be taken 
by the Department to ensure that state education goals are met. Department management staff 
used the every child reads initiative to illustrate this point. The staff determined that the trend 
line was going down in reading comprehension. Based on analysis of the data, they determined 
which grade levels would be their focus. It resulted in rolling out a huge plan of technical 
assistance to teachers across the state to improve achievement. They have done the same thing in 
mathematics to determine the areas that need improvement. They determined which level they 
should attack first and are now moving into middle school mathematics. 

Accountability and Communication 

Intent and Expectations 

A strong theme of the intention of performance measurement in Iowa is to improve 
accountability for what state agencies achieve with taxpayer dollars. A major element in the 
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Leadership Agenda is Accountable Government, with a strong focus on achieving results and 
making government information and services convenient to citizens. A related theme is 
improving how agencies "tell their story" to the legislature and to the community. Several 
important executive-branch initiatives are focused on reconnecting the people of Iowa with their 
government. Three related themes are discussed below. 

Expectations for an accountable government is a major component of the Leadership Agenda: 
During our site visit to Iowa, we had the opportunity to talk with the governor and members of 
his senior staff. During our discussion, he shared the Leadership Agenda for FY2001. One of the 
six major components of that agenda is for Accountable Government.  It is his expectation that 
the executive branch of state government will be an organization of performance excellence, 
having sound methods to show Iowans the results they are receiving for their investment. One of 
the broad indicators used to track progress is the Governing Magazine Report Card Composite 
Grade. One focus area is to redesign the state budget system to link planning, budgeting, and 
results to measure the return on investment of tax dollars and also to unify traditional budgeting 
methods and budgeting-for-results, for a more effective performance-based budget. 

Accountability and demonstrating results was a major theme during our interviews. In our 
conversations with the Department of Management and state agencies, almost universal 
comments were made about using budgeting-for-results for demonstrating accountability. The 
Department of Public Health staff told us that the intent of budgeting-for-results was to improve 
the accountability of the expenditures and the government services aspect of it, and to move in 
the direction of achieving something as opposed to doing something. The Department of 
Corrections staff told us that as a major player in Iowa state government, they must ensure that 
every dollar they spend is properly invested, and from a broader policy perspective, they need to 
be accountable for that. The Department of Education told us that in Iowa, the accountability 
focus is at the local level. Staff explained that it is part of the Iowa culture that districts report to 
their communities on the achievements of their students. They must demonstrate that they 
compare such achievements to the data at the state level and the data at the national level. Thus, 
the community has a feel for how its students are doing. The local school boards are elected by 
the community, and the superintendent is hired by the school board. The community holds the 
school district more accountable for student results than the government does. That is the intent 
for the accountability focus at the local level. Legislative budget staff told us that from their 
perspective, the executive branch was trying, with budgeting-for-results, to determine what 
taxpayers are getting for their dollars. 

The Department of Management helps people who work in government tell their stories in a 
better way. The Department of Management plays a number of roles in the budgeting-for-results 
process in Iowa, often as a coach and mentor to agencies and their staffs involved in the process. 
A senior staff member of the department told us that managing-for-results was bringing 
accountability back into government. The role of employees in government is stewardship, 
making it possible for government not to be at the bottom of the heap and for it to be a good 
place to work. It changes the accountability perspective. Managing-for-results is an opportunity 
to help people who work in government to tell their stories in a better way. Thus, some 
departments can say to the legislature, “This is what we are achieving, this is why we need more 
money.” These are the new needs. It gives agencies a way of framing them for the legislature. It 
gives the Department of Management a better way of framing results for citizen councils. Most 
agencies have some citizen council associated with their work. If they don't have a council, they 
have constituent groups that want something, giving agencies a way to frame the issues.  
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Actual Use  

Citizen connections are important focuses in the use of performance measures for accountability 
and communication. The Iowa Access Internet initiative and statewide citizen surveys provide 
important accountability linkages to citizens. Agencies are using budgeting-for-results 
information for communicating results to the legislature and to citizens, and for telling their 
stories differently than they have in the past. They are also using information to foster internal 
accountability and to develop a common language with which to communicate. A focus on data 
and results adds credibility to department information and is useful in creating an organizational 
culture focused on results. Seven related themes are discussed below.  

The IOWA Access Initiative is part of the governor's statewide effort to communicate with 
citizens. The Internet strategy, called the IOWA Access Initiative, is part of the governor's 
statewide effort to improve quality and efficiency in state government, and to improve 
communication with citizens. Through this initiative, citizens have greater access to information 
services and connections to homepages provided by federal, state, and local governments.  

Citizen Surveys by the Council on Human Investment (CHI) provide an important 
communication link to citizens. Beginning in 1995, annual surveys of the Iowa adult population 
have been conducted through a collaborative effort of the Council on Human Investment (CHI) 
and the three state universities: the University of Northern Iowa, the University of Iowa, and 
Iowa State University. CHI is a council composed of public and private citizens, chaired by the 
governor's designee that works with the Department of Management to promote results-based 
accountability in state government. Each year different topics are made the focus of the survey 
effort, and citizens are asked to indicate their outcome priorities within subareas of each major 
topic. Over a three-year period, trials were conducted to determine whether the survey was also 
an appropriate vehicle to collect outcome data that could be used by state agencies as measures 
for assessing the effectiveness of their activities  

Staff of the Department of Public Health see benefits in determining costs and improvements 
in the ability to communicate with policy-makers, especially the legislature. Public Health staff 
told us that the budgeting-for-results process helps them talk about some of the large things that 
they do. For example, now when they talk about infectious disease, they know exactly what they 
are doing and how much they are spending. For the first time, they have a way of telling the 
legislature what things cost. They said that for the first time they could demonstrate how much 
state money is actually going for services for children. That wasn't easily determined in the past. 
For example, in the past they would have a large appropriation for public-health nursing. A 
significant part of that appropriation went for services for children, and some of it was used to 
provide to the elderlybut it wasn't clear. Now they have a way of demonstrating how much is 
spent on children, how much is spent on adult wellness, and how much is spent on elderly 
services. For these big issues, staff actually tell the legislature how much they cost, without 
playing other kinds of games.  

The Annual Condition of Education Report provides a descriptive overview of the status of 
public education in Iowa. The Annual Condition of Education Report is published yearly and 
provides a descriptive overview of the status of education in Iowa with respect to enrollment, 
staff, programs, student performance, and school finance. The report provides state summary 
information and information by enrollment category. In addition, comparisons of current year 
data are made to base year levels. Important information is presented that provides a 
demographic, social, and educational context for education in Iowa. The report is available 
through the Department of Education Internet website.  
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Corrections staff described the painful process of developing an internal accountability focus 
and developing a common language with which to communicate. Corrections staff talked about 
the importance of being involved in and going through a very difficult process of developing 
performance measures. Staff told us that it is difficult for operational people to put the process 
into a simple set of words that describes what a program is or does. It is a tremendous learning 
process. It is very hard and frustrating work but so valuable. For example, people describe their 
jobs as searching cells, doing accounts, taking monthly reports from parolees, and checking 
restitution. It is hard to jump up from a task focus to a higher level, where the goals are that staff 
don't get hurt and offenders reenter the community and become successful. Those who undergo 
the learning process that occurs understand that for Corrections there are only two or three 
factors that are important. Staff related that it is a tremendous learning process but also a 
tremendously frustrating work process. There is no way to receive a high degree of 
organizational understanding without going through this difficult process. However, it results in 
an accountability language with which to communicate.  

 
A consistent agency message to the Legislature gets better results for Corrections. A focus on 
data and results has had important benefits on the kinds of conversations the department has 
around policy issues, both internally and externally. Now there is an ability to have conversations 
with policy-makers that are thoughtful, and not rancorous. Conversations have a factual basis to 
them and are not built on how people feel about something. By becoming more factually driven, 
policy-makers and our management team understand why Corrections is in business. Internally 
policy-makers are working together and in unison, which sells a lot better externally. For years, 
individual directors went to the legislature and lobbied their own tune, some more successfully 
than others.  The result was some of the judicial districts got nothing and one or two got a lot. So 
the disproportionate resources were quite out of sync. 

The Department of Transportation has several important processes for communicating with 
Citizens. Four times a year, the Department of Transportation and the Transportation 
Commission hold one-day public input meetings with citizens in four quadrants of the state. The 
purpose of the meeting is to provide access so that anybody can come in and talk to the 
Commission on projects that they wish to entertain or to make comments relative to a project. 
There is also a very active public-hearing process for individual highway projects once they have 
been identified. Extensive public input was received during the Iowa in Motion process. 
Workshops were held with many segments of the public not only to identify alternatives but also 
to explain the impact of the alternatives so that citizens were able to make informed decisions. 
There was a substantial investment in the public-input process, and the department received a 
large number of citizen responses, letters, and Internet comments. 

Effect of Use 

Performance reporting and budgeting-for-results has led to better state-agency accountability and 
communication with the legislature. The state earned a national award for its Internet strategy to 
provide citizens with greater access to information. In education, state-accreditation processes 
and annual performance reports are used for accountably of local school districts to their 
communities and the state as well as for communication with citizens and the media. Two 
agencies also described the importance of obtaining information from citizens for developing 
plans and policies. One agency described the change in organizational culture and how the 
process of developing performance measures improved external and internal communication and 
learning, and led to a common agency message to the legislature. Other effects of using 
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performance and budgeting-for-results information were a new annual agency report to the 
public and improved agency credibility. 

Iowa earns national award for Internet strategy. In recognition of the importance of the IOWA-
Access initiative in providing a means for Iowa citizens to connect with their government, the 
state received the Hammer Award, which is presented each year to teams of federal, state and 
local government employees who have made significant contributions to improve quality and 
efficiency in government. The state estimates that the Internet initiative has saved in excess of $2 
million per year by integrating technology to streamline government and improve customer 
service. 

The Council on Human Investment (CHI) provides accountability feedback to state decision-
makers. Each year Iowans are asked to rate their perceptions of state government on a scale of 1 
to 7, 7 being the best. Recently state government received a ranking of 4.5 in trustworthiness, 
financial soundness, and integrity. This rating is one of the indicators the governor is using for 
his accountable-government initiative. 

Through Public Reporting, the executive branch shares its results with the legislature, media, 
and public. Reporting closes the loop on accountability. Progress review is a regularly scheduled 
forum that provides a way to ensure agencies are accountable to the governor for working 
together to achieve the governor's goals. Budgeting-for-results sets the stage for evaluating the 
impact and effectiveness of services delivered. Results measures provide the foundation for tying 
budget decisions to established priorities.    

Obtaining citizen input and engaging citizens in the budgeting-for-results process improves 
the accountability process for the Department of Transportation. The Iowa in Motion citizen-
involvement process was very successful, and a similar process is going to be used in part by the 
governor's new Strategic Planning Council as these people go around the state to obtain public 
input. For example, one effect of the public information received was identification of the 
publics' interest in bicycle accommodations on the highway. The department director told us that 
it will not build another road in the state without considering putting bicycle accommodations on 
that highway. The education process was a significant benefit for the department. Staff have been 
strong supporters of the public-input process, which reflects a cultural change for the department.  

Reporting to parents, citizens, and the media focuses on statewide and local district 
educational performance. There are multiple avenues by which the public in Iowa receives 
information about state public-education performance indicators. An important education 
accountability report  is the Annual Condition of Education Report, which is released when the 
Iowa Association of School Boards has its convention in November. The department head and 
the state board president have a good opportunity to share the condition of education. The report 
is available on the Department of Education's website. People can download the whole report. 
The actual announcement itself has gotten to the point where the press expects it and talks about 
the condition of education, and the School Board Association is one of the best media ways to 
get the information out. The effect of measurement of public education in Iowa is a strong 
connection of school accountability to citizens and parents at the local level. Local school 
districts must report to their local community, and that does not mean solely a presentation to 
their local school board. The majority of school districts report in their local newspaper. They 
have annual reports that they send to constituents in their district. Local schools must also report 
to the public so that the parents of a school receive information about their own school's progress 
on state indicators. 
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Improving agency external and internal communications and learning in Corrections has had 
an impact on the organizational culture. An important result of the application of the 
budgeting-for-results process within an organization is the effect it has on improving individual 
accountability and the organizational learning that occurs through involving all levels of staff in 
the accountability process. The agency director summarized the cultural change that has taken 
place. By working together, everybody has the same staffing ratios and staff to offender ratios, 
and it has made a big difference. Moral is up. People feel that they are getting some attention and 
that the department has a common bond of concern that has tied everybody together. It has 
proven valuable to be more performance-oriented. Now when there are discussions with the 
legislature, everyone is using one risk assessment tool, one classification tool. There are 
projections and demand information that everybody knows about, which are useful for policy 
discussions. 

There has been increased credibility through better accountability for how resources are being 
used. The agency has become more credible and is able to speak very clearly not only about 
numbers but also about desegregating those numbers to help people understand how the state's 
correctional money is being invested. From a citizen's perspective, it is important to know that. 
In 1997, Corrections described a process for obtaining public input about citizen views of 
sentencing. The results of that study were that people in Iowa are interested in making victims 
whole and doing things that help. That input is reflected in the strategic plan, which completes 
the accountability loop for the agency. 

PERFORMANCE MEASUREMENT IMPLEMENTATION ISSUES 

How is the quality of performance information perceived, and how have performance- 
measurement quality issues been addressed? 

Perceptions of the Quality of Performance Information 

Perceptions of the quality of performance information—including its validity, accuracy, 
relevance, and usefulness—vary from agency to agency.   Some managers note that not enough 
of their measures are, as yet, “results measures.”  And legislators don’t always get the measures 
they would like to see.  Central management staff in most departments are comfortable with data 
quality (e.g., validity, accuracy), but staff in one department has serious concerns about data 
quality due to a lack of staff and data systems to ensure data quality.  The State Auditor’s Office 
has raised concerns about an inability to verify data. 

Iowa officials offer ideas on “criteria for ‘good’ or ‘useful’ performance measures,” and state 
how often they see measures that meet those criteria. Department of Education felt that 
measures should be clear and very few at the top. The primary focus should be at the local level, 
with more completed measures at that level. Local districts must use the data to improve 
themselves. The Department of Management cited the following characteristics for useful 
measures: 

• relevant,  

• tracks over time,  

• consistent,  

• comparable,   

• focused on results, 
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• valid. 

Central management in two agencies is comfortable with the quality of its measurement. 
This is primarily because it comes from federally required data systems that have been around 
for a long time and come from very good data sources. 

But in one of those agencies, program staff are having second thoughts about some of their 
measures. This is primarily for new measures that were proposed in one year that data had not 
been collected before. Some people who did report numbers last year want to modify those 
numbers this year. In some cases they say, "I don't know where that came from, here is the 
number."  People are becoming aware of the importance of valid measures.  

The Department of Education relies on nationally recognized methodology. The staff have 
ACT and NAP results, multiple sources telling them the same thing. The instruments are valid 
and reliable, and the staff have some confidence in those tests. 

Department of Corrections staff are concerned about data quality. Through its strategic 
planning efforts the department is very focused on data-based decision making. However, 
department personnel at all levels of the organization expressed concern over the shortage of data 
resources and research capabilities. 

Related quality issues: Measures do not focus clearly enough on results, or too many 
measures are offered to policy-makers without priorities for those that are “key measures” of 
results. One agency described the process of developing measures and said that people need to 
see themselves and their programs in the body of measures developed for the agency. As a result, 
instead of having 32 measures covering 11 programs, the staff wound up with 100. They haven't 
gone through a sorting process to determine the key measures. It takes time to settle on the key 
measures and to have a level of comfort within the organization. Sometimes agencies would like 
to push further in developing measures, but existing data systems won't support better measures, 
so for a couple of years staff have had to settle for measures that are not everything they want. 
Sometimes agencies don't have the data or the systems to collect it. Sometimes proxy measures 
are developed instead of on-target results measures. In setting the standards for measures, the 
Department of Management has made it clear that it wants results measures. 

Quality Issues: Measures are not always what legislators want to see. Sometimes legislators get 
frustrated because they can't get the information they want. Sometimes their concern is too broad 
and beyond the control of an agency, or sometimes it is still focused at micromanaging at the 
line-item level. For example, in Public Health there was a discussion with a legislative 
committee about immunizations; it was asked for the percentage of clients served by the public-
health clinics who are immunized. Public Health can report their numbers as being 95% to 99%. 
However, immunizations are provided by a broad range of providers. Many children are 
immunized by private doctors, and state or local health programs never see these children, and 
the state doesn't have the data. Legislators often got frustrated because they couldn't get the 
pieces of information they wanted, but public health could not control that. 

State auditors have data verification concerns. They explained that the difficulty they are 
having from an audit standpoint with some of the measures is that there isn't necessarily a way to 
verify the information that is being collected.  Sometimes data is collected from outside 
government so the verification process and the monitoring has been difficult. From an audit 
perspective, the question always concerns the accuracy of the numbers. Auditors are beginning 
to call attention to that point, and some agencies have to rethink their approach. "Their idea was 
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to collect the data and show the results, and it wasn't part of their purpose to make sure that the 
data was correct." 

Efforts to Address Information Quality Issues 

Agencies have taken different steps to address data quality, consistency, and usefulness.  The 
State Auditor’s Office is considering ways to play a bigger role to help agencies improve data 
validity and verification, and management controls of data. Agencies have changed their 
measures to improve their usefulness when they have realigned and revised their plans. Agencies 
have followed a pattern of making larger changes in their earlier experience with results 
measurement, and fewer, finer revisions later. Agencies have shown interest in continuing to 
improve their performance measures by asking the Department of Management for a critique of 
their measures. 

The Public Health Department attempted to address data quality in developing measures. 

Heath Department staff said that in the performance-measure identification process, they stressed 
the need to have a data source to back up the measure or to create one if it didn't exist. There 
were a few programs that needed new databases when staff selected their measures. 

The Department of Corrections’ common risk assessment tool promotes data consistency. 
Department management staff stressed the importance of their risk-assessment process, of having  
everybody on the same page, and of having a common understanding of how to assess risk. They 
have built their risk-assessment system on a Canadian system. They now have an objective, 
measurable, and consistent way of assessing risk for corrections.   

The Department of Education requires local districts to add their own local indicators to 
increase the usefulness of performance reports to their communities. In designing the 
measurement system for education, the department felt that it was important to have a small 
number of measures at the state level so that the health of the system could be tracked through 
those indicators, and to broaden out the indicators of performance at the local level. Each school 
district is also required to have indicators for their own local needs and multiple measures on 
reading, math, and science. It is a local decision about the measures they use, but they must also 
report the results of measures in reading, math and science.  

 

The State Auditor’s Office has had limited involvement to date and wants to do more to help 
improve data quality and management controls of data. Auditors explained that a major focus 
of the performance type of work that they have done so far has been on management controls. 
They look at the data that is being collected, monitoring and verification processes, and access to 
that data. Some agencies, like Public Health, have asked for their input and they have addressed 
the audit perspective through such questions as, What is that going to show? How are you going 
to prove that? Where is the information coming from? Can you verify it? Such questions help 
agencies think about data-validity questions and other issues that program people don't 
necessarily think about. 

Different perspectives on changing performance measures: 

Changing measures with new department plans and realignment of programs:  In building the 
budgeting-for-results system, agencies have changed, and are changing, measures. Some 
departments have changed measures as they either realigned programs or changed the focus of 
the measures. The Department of Corrections staff told us that they change measures regularly, 
through the planning process that they undergo every year. The strategic plan shows health 
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services and other functions. Staff are using a consensus model for deciding performance 
measures in Corrections. Agencies told us that generally bigger changes are needed at first, then 
fewer refinements over time. It is an evolutionary process. Once programs and measures were 
set, Public Health management has been holding program staff to their measures. Some state 
agencies have asked the Department of Management for a critique to help them improve their 
measures. 

What kinds of organizational supports are provided, and how have organizations been changing 
to accommodate performance measurement? 

Iowa has supported development of performance measurement and implementation of 
budgeting-for-results by providing extensive training and technical assistance to department 
staff. Much of the training and assistance—including providing staff contacts for assistance and 
mentoring—were provided by the Department of Management. Operating agencies also 
organized their own internal staff training and “educational campaigns,” often with the support 
of the Department of Management.  The Department of Education’s focus has been on providing 
training and technical assistance to local school districts.  Legislators have only been provided 
limited training to date.  Other efforts to performance measurement and improvement have 
involved reorganization by some departments, investments in improved technology, and attempts 
to change the culture of the organization. 

Training provided by the Department of Management: The Department of Management 
provides a substantial amount of training. It has provided stand-alone training on the budget and 
results with a large component on measures. Last year the staff added FUN Training: Financial 
Users Network, which is a two-day set of classes based on what financial users say they need. 
Last year FUN Training incorporated training on developing measures and data collection. 

  

People to contact for assistance and mentoring, organized by the Department of Management: 
A Budget Design Task Force made up of head policy people and chief financial officers from a 
variety of agencies was formed under the leadership of the Department of Management.  This 
task force worked with the Performance Measures Task Force to develop budgeting-for-results 
and to provide assistance to agencies in developing measures. The Department of Management 
staff asks each department and each program to develop its own program purpose statements and 
to develop its own results measures. They work with agencies in a collaborative way. 

Training and “educational campaigns” within operating departments, often with the support 
of the Department of Management: The Department of Public Health described a massive 
educational campaign and worked very extensively with a great number of people to pull 
together the new BFR initiative so that there was buy-in from programs all the way through the 
process to the fiscal people. There were many hours of discussion and many hours of meetings to 
pull it together. 

The Department of Education used federal funds to train local school districts in using data: 
The training around the data concerns using it for instructional purposes. Staff are trained in the 
use of data, the interpretation of it, and the multiple measures to know if they are truly measuring 
the correct things. Using the achievement bands determines proficiency.  Training is focused on 
the multiple measures used by school districts to make their decisions, and on aligning those 
measures with the standards for students that districts must also have. Statements concern the 
expectations they have of the students. The department uses primarily federal dollars to support 
its technical assistance activities. 
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There was no requirement for agencies to reorganize along the lines of new budget program 
categories, but some have reorganized to align with new systems and improve performance: In 
developing the BFR system, the Department of Management has addressed the question of 
organization with flexibility, allowing agencies to determine the organization that was right for 
them. The Department of Education has reorganized as the result of changing the accreditation 
process to begin focusing on results and the technical assistance for continuous improvement. 
Staff have had to refocus their own internal resources in manpower and financial resources. The 
Department of Transportation has flattened the organization, eliminating many levels of 
management. 

Technology investments also support performance measurement and improvement: The 
Department of Transportation has heavily invested in systems and technology. It has a system 
called the Support Team Concept where each division of the department has its own technology 
and operations team assigned to it. The Department of Corrections is relying on staff 
commitment and leadership in replacing inadequate data systems with state-of-the-art systems.  

Agencies have worked to change their organizational cultures to be more performance-
oriented: The Department of Transportation told us that "sometimes you have to invest heavily 
in changing the mental attitude of your organization" and described the cultural change that has 
occurred in the organization, including being more flexible, being more open to change, being 
more willing to listen to others, and being more willing to accept alternative considerations. The 
staff attributed the change in part to the technology that is available today, such as the CAD 
equipment, and technical enhancements in the workplace. Corrections stated that policy-makers 
within the department are working together to become more performance-oriented. 

Outside (University) resources: Departments helping other departments: Transportation is 
using the Center for Transportation Research at Iowa State University as it develops its asset-
management system.   

Only limited training and support for legislators so far: The Department of Management told us 
that there are four members of the legislature on the CHI Council on Human Investment.  CHI 
asked them to go around to each committee and discuss why it is important to focus on results.  
Senator Vilsack [now the governor] at that time talked to some of the committees to try to 
introduce some of this. Informally, some legislators do listen to other legislators.  NCSL also 
sponsored a consultant to come into the human services arena and one issue area within human 
services, and help the staff develop performance measures. 

What barriers have been identified in making effective use of performance measurement? 

• Iowa officials cited a long list of barriers they have faced to implementing performance 
measurement and getting it used effectively, and they provided examples of many of those 
barriers.  Their barriers have included technical issues, such as the difficulty of defining and 
capturing data for certain desired results.  They have also faced limitations in using funds or 
defining measures for federally-funded programs, and limitations in control of data sources 
when other parties (e.g., local grantees) implement state-funded programs. They face 
resource and system limitations, such as inadequate data systems, inadequate management 
systems, and, in at least one agency, too few research staff to properly manage and analyze 
performance data.  They face human barriers, such as resistance to change, difficulties 
getting people to see the value of measurement, and difficulty satisfying legislators who have 
widely varying interests and information requests.  Human barriers also involve fear, 
including fear of being reorganized and fear of performance information being used against 
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the agencies and people reporting it.  Despite all these barriers, the state of Iowa has made 
ample progress in implementing and using performance measurement, as noted in other parts 
of this case study.  They have used the “supports” described in section 5, executive 
leadership, and other approaches to get over or around many barriers.  Some barriers, such as 
barriers to the legislature, make greater use of performance measurement, still loom large, 
and may be particularly important for the state to scale as Iowa’s uses of performance 
measurement evolve in the future. A listing of barriers identified in our interview is included 
here. 

• Barrier: Federally-funded program requirements limit measurement and fund-use 
flexibility. 

• Barrier: Lack of control of local entities who get State funds from agencies. 

• Problem: Difficult to attribute changes in performance to specific actions or funding. 

Barrier: Lack of overall goals, cross-cutting measures, and budget information on 
total costs for common purposes across departments.  Funding focus is only within 
agencies. 

• 

• Barrier related to above: Each department thinks it is unique. 

• Barrier: Keeping legislators focused on policy as they have different perspectives and 
interests, look for different levels of detail, and some resist change or show little 
interest in it. 

• Barrier: Difficulty of defining programs and articulating quantitative measures of 
results. 

• Barrier related to above: Agencies did not follow legislative suggestions for 
measures. 

• Barrier: Politically-driven decisions. 

• Barrier: Limitations of data systems and management systems. 

• Barrier: Lack of interorganizational data systems limits ability to track results. 

• Barrier: Lack of agency research staff and data systems, and state audit staff. 

• Barrier: People don’t come to government jobs trained in using measurement. 

• Barrier: Understanding how performance data can be used and be valuable. 

• Barrier: Culture can resist change. 

• Barrier: Fear of being reorganized; fear of data being used against staff.  

• Barrier: Policy-makers may not be patient enough to wait for the system to produce 
results. 
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EVOLUTION OF PERFORMANCE MEASUREMENT 

What lessons have been learned from the performance measurement experience to date, and 
what are future expectations for the use of performance measurement? 

The Iowa officials interviewed have reflected about their experience and articulated many 
lessons learned, as well as their expectations for the future. A listing of lessons learned is 
included here.    

Lessons learned 

• Need to give agencies structure and guidance, which is an important role the 
Department of Management has played in developing the BFR system in Iowa. 

• Need for setting priorities and limiting measures reported to the legislature. 

• Careful, consistent data definitions are critical. 

• Keep improving a staff’s own measures and systems, and borrow and adapt from 
others. 

• Don’t assume comparability in data from different jurisdictions. 

• Lay out a vision for where the system is going, but give it plenty of time to get there. 

• Need strong leadership and need to get departments to buy into results-based systems 

 en masse. 

• Need legislative support, from individual members and from the legislators as a 
group. 

• Need to accept legislative realities. 

• Need agency planning documents (e.g., strategic plans) that tie measures to the 
budget. 

• Need to align measures, program structures, and budget structures, and offer multiple 
levels of detail, to make policy-makers comfortable with the system. 

• Need good presentation of information to gain acceptance by legislators. 

• Need a central point to collect different data from the same grantees. 

• Use valid and reliable measures. 

• Need an audit role in performance measurement. 

• Need both measures and management systems infrastructures. 

• With respect to common state measures dictated by the federal government, they  
don't work. 

• Emphasize using measures for management, otherwise budget drives out management 
and it becomes a bureaucratic exercise. 

• Train people in developing a common understanding of measures, and in how to use 
data. 

• Need to dedicate staff effort to analyze performance. 
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• Stay focused and keep message consistent. 

• Time, effort, and adaptation are needed to implement performance-based governance. 

What are future expectations for the use of performance measurement? 

Increased communication with the public about performance: Our primary contact and site 
visit coordinator in the Department of Management gave us a summary of future directions, 
including moving more in the direction of reporting to the general public and reporting to the 
public directly, recommending that departments start using their annual reports as part of their 
stewardship responsibility, and using the report to tell the story. Staff also stressed the 
importance of web sites for communicating results. One of the priorities that is coming up for 
this coming year is in relation to the governor's Accountable-Government initiative in making 
sure that state government is accountable. The governor wants Iowans to reconnect with their 
government.  He wants them to be educated about the issues.  He is present at many town 
meetings, through the Iowa Communications Network. Future issues identified through our 
interviews included: 

• Future training in how to use data: The Department of Management identified 
training on how to use data for management and decision making.  

• The experience of management and legislature using performance and budget 
information will evolve as more programs use BFR and more multi-year data become 
available. 

• More emphasis is expected on measures for management use and for resource 
allocation. 

• Improved agency and state strategic planning is expected. 

• For Education, emphasis should be on comparisons across districts and more data use 
at the local level. 

• New “GRADE” initiative with an important role for the State Audit is needed. 

• State Audit Office also hopes to audit how agencies manage and control performance 
data: 

A final word: “The Iowa story is just like everybody else's; we are struggling to make it work.  
By it, we mean make government work for the citizens.”  
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