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Context
Role of the Treasury Board Secretariat (TBS)

Within Canada’s overall Expenditure Management
System (EMS), TBS supports the Treasury Board (TB)
cabinet committee in effectively allocating spending
in @ manner that ensures efficiency, effectiveness,
and accountability by:

e establishing and monitoring adherence to TB
management policies (financial & non financial)

e Supporting TB approval of detailed operational plans and
recommendation of resource appropriations for new
programs

e Supporting TB determination of resource needs and
investment opportunities for existing programs


Presenter
Presentation Notes
Thank you for the opportunity to speak to you today on Canada’s experience in advancing results-based budgeting, not only within the context of the economic crisis, but for the long-term to improve our effectiveness and efficiency in serving Canadians.

In short, although much has been achieved - including a excellent record of targeted spending restraint - much still remains to be done.

To move to the next level of strategic and informed decision-making, Canada needs:

better quality performance information; and

better alignment between performance information and costing.

In the following slides I will be overviewing what we have achieved in recent years, a diagnostique of key challenges which remain, and a look ahead at work we have underway to address the challenges.


Four Decades of Expenditure and Results

Management
Last Ten Deficit Reduction Action Plan - Returning the government to budgetary balance
Years Financial Crisis - Fiscal stimulus
Cyclical spending reviews - Controlling spending which had grown since Program Review
Federal Accountability Act 2006 - Cyclical evaluation of all transfer payment programs
Mid Management, Resources and Results Structures - Detailed program level knowledge
2000’s | Management Accountability Framework - Assessing management performance across government
Canada’s Performance - Linking programs to societal performance
Results for Canadians - Results-based management as a stated priority of government
2000 Transfer Payment Policy - Performance frameworks and evaluations reviewed by TBS
Modern Comptrollership - Investment in management practices and controls
Program Review - Dealing with a large deficit through major expenditure cuts
Mid Improved Reporting to Parliament- Moving to results-based plans and reports on performance
90’s Planning Reporting and Accountability Structures - Unsuccessful try at linking resources to results
Late { First Program Evaluation Policy - Government-wide implementation
70’s
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Presentation Notes
The point of this slide is that we have been working in performance management since the 1970s, with RBM becoming a priority in 2000.


Current Strengths and Opportunities for
Improvement

Strengths

» Management Resources and Results Structure - Government-wide, logical framework
for viewing the allocation of resources and the delivery of results

e Complementary measuring and performance reporting processes - Estimates
Process, Evaluation Process, and Management Accountability Framework

 Focused and sophisticated assessments / comparisons - For example, the federal
income replacement / security programs

Opportunities for Improvement
e Scope of the data set - Varying quality, not integrated, limited accessibility
* Back Office - Limited means of assessing efficiency and effectiveness

* Integration with upfront discipline - Large proportion of submissions in support of new
funding do not specify a performance framework

 Comparative information on costs - Current guidance on costing has some
ambiguities, and is unevenly applied

e System Overhead - The overall performance measurement system is complex,
incoherent to the uninitiated and opportunities for standardization and automation
have not been captured 4
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Presentation Notes
The point of this slide is that we have been working in performance management since the 1970s, with RBM becoming a priority in 2000.


The Government has Returned to Budgetary
Balance

Impact of Savings Measures Since Budget 2010 on the Budgetary Balance

billions of dollars
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Source: Department of Finance.

Budget 2015 - Budget Plan, p. 339:
http://www.budget.gc.ca/2015/docs/plan/budget2015-eng.pdf
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Budget 2015 – Budget Plan, p. 339:

“The Government’s actions since Budget 2010 have constrained growth in discretionary spending. In addition, the Government has introduced over 90 measures to close tax loopholes and make other improvements to the tax system since 2006, including measures introduced in Economic Action Plan 2015. These actions have allowed the Government to achieve a balanced budget.”

The Government of Canada has fulfilled its commitment to return the Budget to balance by 2015-16, without raising taxes or cutting major transfers to persons or other levels of government.


http://www.budget.gc.ca/2015/docs/plan/budget2015-eng.pdf
http://www.budget.gc.ca/2015/docs/plan/budget2015-eng.pdf
http://www.budget.gc.ca/2015/docs/plan/budget2015-eng.pdf
http://www.budget.gc.ca/2015/docs/plan/budget2015-eng.pdf
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More Comprehensive Tools Are Required to Build
on Our Strengths, and Capture Opportunities

Operating expenditures in departments continue to represent a
financial pressure
Distribution of Program Spending by Source of Spending Authority, 2009-14
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We need better tools for ...
 more credible, and regular assessments of key aspects of performance
* measuring and improving the back office (internal services)
e comparing performance across disparate organizations and types of programs
* simplifying the overhead associated with performance measurement
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Yet even after these significant efforts, only a small fraction of all program spending is closely scrutinized on an on-going basis.

Demands for continuous improvements in operational effectiveness and efficiency are here to stay, Canadians demand no less.

Ultimately, want to move towards a more strategic approach to Budget Office deliberations—we need to leverage program performance information to provide a more holistic and contextualized perspective on departmental asks, departmental mandates, and a wider range of possible departmental opportunities.


The Vision: Reinforcing Sound Stewardship
through Reliable and Comparable Information

Leveraging and creating better information to support sound
decision-making based on benchmarks, advanced costing
methods, and performance metrics

Enhancing the utility of current ... by improving the reliability and
information products which describe  standardization of key underlying data and
government operations ..... information
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Our vision is for sound stewardship of public resources which is founded upon relevant, and comparable information.

Decision-makers will have access to cost and performance benchmarks, and horizontal information on similar programs

Standardized cost and performance metrics

Benchmarks to compare program cost, performance and efficiency

Costing capacity across government sufficient to ensure robust, consistent and contextual information for decision-makers

Public spending information will be proactively communicated, in a format which is better adapted for ease of understanding

Links to InfoBase in reports to the Legislature and other financial documents will provide detailed and timely program information



Three Key Elements to Our Approach

3. Information

1. Metrics 2. Analytics Products

» What we mean: * What we mean: * What we mean:
Fundamental data and Information derived Incorporating the
information (e.g., $, from metrics (e.g., roll- metrics and analytics
personnel, time, up indices, into existing data
inputs/outputs, etc.). correlations, etc.), and systems and tools

tools for comparing which support

» Standardized costing like with Iike_ decision-making
(for back-office (benchmarking).
functions), and * Extending the breadth
standard measures for * For departmental and depth of routine
efficiency, management, and the oversight within
effectiveness, and budget office departments, and by
service central agencies of

government
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We are realizing our vision with an approach that has three key elements.

“Metrics” is our fist key element … we are developing standardized measures for efficiency, effectiveness, and service based on relatively fundamental data and information, such as expenditures, numbers of personnel, and elapsed time, as well as simple ratios such efficiency metrics of the general form inputs divided by outputs.

“Analytics” is our second key element … based on analyses of legacy information we are developing more complex measures such as roll-up indices, and correlations which have some predictive power.

“Access” is our third key element … we are working to ensure ready access for decision-makers and the public to both the fundamental data, and to the analytics which we are deriving from the data.

As our vision matures, we anticipate a process of iteration and learning: for example, as better fundamental data becomes available it will inform the development of analytics with more power.


Moving forward with a ‘Metrics Agenda’

< —— All Government Programs — >

Outcomes

Applied to ... Grants & Services to
Contributions Citizens

Standardized
metrics

Internal
Services
Functions

Service
Standards

Other programming types

Standardization work is well advanced on back office/internal services
functions, and is being followed-up for programs which administer grants
& contributions and service-oriented programs 9
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We are currently defining standardized metrics to establish a baseline of performance information at the entity level, starting with Internal Services, followed by programs which deliver citizen services and which administer financial transfers.

Standardized metrics will then be defined for the remaining program types, ensuring that comparable metrics for comparable program types are available and used across all government programs.

The costing aspect would be informed by the current work towards more rigorous and granular financial management practices.


Initial Focus on the Back Office

To support the development and use of comparable
information on the back office, the government has:

issued a Guide on Internal Services Expenditures: Recording,
Reporting and Attributing which is being modified to better
support comparison of like-with-like

updated draft standard performance measures for 7 of the

10 categories of internal services for implementation in fiscal
2016-17, and with an initial emphasis efficiency measures

e operating cost of the function / operating cost of the department

e personnel delivering the function / personnel in the department

e see Annex for full list
taken a maturity model approach—few initial effectiveness and
service standard measures but more will be implemented over
time

10


Presenter
Presentation Notes
Proposed standardized effectiveness, efficiency and service delivery metrics have been developed for seven of our ten Internal Services, and have been validated with private sector and international best practises. We intend to develop indicators for the remaining three categories.

Costing capacity across government is being strengthened sufficient to ensure robust, consistent and contextual information for decision-makers.


Framework for Benchmarking Based on Size
and Complexity

Complexity
| = |

Size of Organization

11



Presenter
Presentation Notes
Data collected against the standard measures will be compared to benchmarks derived from clusters of similar organizations; for example, the mean performance of a cluster as measured in the most recently completed period is one potential benchmark.
In turn, the clusters are defined by the fundamental drivers of internal service performance, which we believe are the size and the complexity of an organization
Complexity of an organization considers types of programs being provided (such as transfer payments), and regional reach (regional offices, offices abroad, etc.)
Size of a organization is based on personnel numbers


The ‘Metrics Agenda’ is part of our increasing
focus on data-driven decision making

Manage operations better- Better context on
departments’ operating situations = better
assessment/challenge of their spending proposals

Shape government-wide policy together- Everyone
has the same starting point, the same snhapshot of
current conditions

Take stock of enterprise-wide trends - Impact of
specific measures or initiatives at the government
level can sometimes be best identified and

understood through graphical presentation styles
12
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To summarize, expectations for efficient and effective government are here to stay, it is not merely a short-term response to the economic crisis
Canada is building on work to date, driving improvements in the quality, accessibility, and usefulness of performance and costing data information … for managers, for government-wide oversight and restraint exercises, and for citizens.
We are keen to leverage best practices in other jurisdictions.



Contacts

 Expenditure Management Sector (EMS)
mrrs-sgrr@tbs-sct.gc.ca

e Office of the Comptroller General (OCG)
fin-www@tbs-sct.gc.ca
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Annex A: IS Measures Overview

Financial Management Indicators

Outcome

Lapse forecast

Access to

budget
(MAF)

Variances between the department’s P3, P6 and P9 lapse forecast and
the actual end of fiscal lapse in Public Accounts

Number of days elapsed before the department or agency managers at
the lowest levels got access to their approved budget relative to the start
of the fiscal year.

Service
Standard

Payable
(MAF)

Percentage of times the following service standard is met:
Invoices from suppliers are paid as per the terms of payment or within
30 days of receipt of the invoice or goods/services, whichever is later.

Efficiency

$ proportion

FTE proportion

Actual gross operating expenditures on Financial Management Internal
Services category as a percentage of departmental actual gross
operating expenditures as stated in Public Accounts

Financial Management Internal Services category FTEs as a percentage
of total department FTEs

14



Annex A: IS Measures Overview

Human Resources Indicators

Outcome

Time to staff

Acting renewals

Average time to staff a vacant position during fiscal year

Average number of times acting positions have been renewed

Service
Standard

Service standard
measure to be
developed through
MAF process

To be determined

Efficiency

$ proportion

FTE proportion

Actual gross operating expenditures on Human Resources
Management Internal Services category as a percentage of
departmental actual gross operating expenditures as stated in
Public Accounts

Human Resources Management Internal Services category FTEs
as a percentage of department FTEs

15



Annex A: IS Measures Overview

Information Management Indicators

Outcome

Paper disposition
(MAF)
Capture of E-

records
(MAF)

Percentage of planned disposition for paper information resources
records completed

Percentage of unstructured electronic information resources
records maintained in designated corporate repositories.

Service
Standard

Service standard
measure to be
developed through
MAF process

To be determined

Efficiency

$ proportion

FTE proportion

Actual gross operating expenditures on Information Management
Internal Services category as a percentage of departmental actual
gross operating expenditures as stated in Public Accounts

Information Management Internal Services category FTEs as a
percentage of department FTE

16



Annex A: IS Measures Overview

Information Technology Management Indicators

Outcome

System availability System availability percentage for mission critical applications

Service
Standard

Service standard
measure to be
developed through
MAF process

To be determined

Efficiency

Actual gross operating expenditures on Information Technology
Management Internal Services category as a percentage of
departmental actual gross operating expenditures as stated in
Public Accounts

$ proportion

FTE proportion Information Technology Management Internal Services category
FTEs as a percentage of total departmental FTEs
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Annex A: IS Measures Overview

Real Property Management Indicators

Outcome

Density of Utilization

Building condition
(MAF)

Utilization of general purpose office space as measured by
average rentable square metres per FTE

Percentage of Crown-owned buildings rated in Poor or Critical
condition

Service
Standard

Service standard
measure to be
developed through
MAF process

To be determined

Efficiency

$ proportion

FTE proportion

Actual gross operating expenditures on Real Property
Management Internal Services category as a percentage of
departmental actual gross operating expenditures as stated in
Public Accounts

Real Property Management Internal Services category FTEs as a
percentage of total department FTEs
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Annex A: IS Measures Overview

Materiel Management Indicators

Asset condition Percentage of materiel capital assets that are in serviceable
- condition
S
g  Surplus Percentage of total materiel assets declared surplus
s
(@) Disposed

Percentage of surplus materiel assets that are disposed

Service standard
measure to be
developed through MAF
process

To be determined

Service
Standard

Actual gross operating expenditures on Materiel Management

5 . Internal Services category as a percentage of departmental
c  $ proportion . . . .

O actual gross operating expenditures as stated in Public

o Accounts

(V-

Ia  FTE proportion Materiel Management Internal Services category FTEs as a

percentage of total department FTEs
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Annex A: IS Measures Overview

Acquisitions Management Indicators

Outcome

Standing offers
(MAF)

Competitive bids
(MAF)

Acquisition cards
(MAF)

Percentage of all department or agency contracts that used
mandatory and non-mandatory standing offers

Percentage of all department or agency contracts over $25K
awarded through a competitive bidding process

Percentage of low-dollar acquisitions (under $10K) that make use
of acquisition cards

Service
Standard

Service standard
measure to be
developed through
MAF process

To be determined

Efficiency

$ proportion

FTE proportion

Actual gross operating expenditures on Acquisitions Management
Internal Services category as a percentage of departmental actual
gross operating expenditures as stated in Public Accounts

Acquisitions Management (procurement) Internal Services category
FTEs as a percentage of total departmental FTEs
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