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* You get what you measured.
 You measure what you got.
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Performance Evaluation — What do we can learn each other in the
Public and Private Sector?

Massimo de Cristofaro
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Scuola Superiore della Pubblica Amministrazione

Massimo de Cristofaro:

hired from Private Sector,

in force of a specific law that was
aiming to bring Private experiences
into the Public Sector

Massimo de Cristofaro

cuola Superiore della Pubblica Amministrazione

Public & Private Sector, some modelizations:

* Public Sector’s aim is to give
public services to the community

« Private’s is to make profits,

* in a community, that, to be able
to give the profits should be well
run and happy.

Massimo de Cristofaro
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Scuola Superiore della Pubblica Amministrazione

Public & Private Sector, some modelizations:

* in Private Sector solutions to
problems, can be final:
employees loose their jobs.

* in Public Sector you have to
respond to laws, but also you
cannot stop to provide services.
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Public & Private Sector, solutions to problems:

* but they do not have the same
objectives, and that means that
we should be very careful to
“replicate” some of the
procedures to each other.

 after 2" “C”: try some different
training ?

Massimo de Cristofaro
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Scuola Superiore della Pubblica Amministrazione

I: Three types for Performance Evaluation

- separate the general “big
design” of Public Sector, from
the “operational techniques” of
measurement and of evaluation ?

» the “shape” of the
Administration and of its internal
organization could affect PF.
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Case: 2009 Italian Public Sector Reform
» based on performance evaluation

» years before: revision of State
Balance Budget model, from
"Expenditure chapters™ to
"Missions™ and "Programs*

 new Offices in all Public
Administrations, to manage all
the evaluation process.
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Scuola Superiore della Pubblica Amministrazione

Case: 2009 Italian Public Sector Reform

SSPA, our National School of
Government was the actuator of
this process,

training to all the new jobs for
Civil Servants that had to
evaluate the performance of
single Civil Servants and of the
whole Administration.
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IT Key elements for good Performance Evaluation

* main problem: establishing the set
of “Indicators”

« each one could be officially
“questioned”: a bad judgment could
be appealed,

« bad or too many indicators could
jam the process.
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Scuola Superiore della Pubblica Amministrazione

III Views of Performance Evaluation

 tool AND purpose,
* but to be useful,

« same view of Performance
Evaluation should be SHARED
throughout the whole
Administration.
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IV —V, What can we get in Private & Public ?

* Private Sector good in incentives
and speed of reaction.

* Public Sector: promised incentives
could not show up for long time,

« Stakeholders: quality level could be
lethal for expenses and vice-versa.

Massimo de Cristofaro
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Scuola Superiore della Pubblica Amministrazione

IV —V, What can we get in Private & Public ?

« Corporate Social Responsibility
only if the Administration is
perceived as a “good” one,

* Quality of life of employees, their
happiness to do the job, their
gratification, and their “feelings”.

* bring and share the vision of the
whole job to every single employee.
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Sharing of the whole project,
Tuning of indicators,
Communication and monitoring,

Training .

Formez

Massimo de Cristofaro

r
(o //’ e

iore della FIIFYEACECRPA

VMinisizry

Py

Tiraining
School

.
/

'\ =7
K [ Entry” Prin\ Minisior £

A\

hlnim Observator:/

Annual

Compet. " 'iepmt
Training Bz
Course Public

Massimo de S "stofaL/

293




2012 ABANEERE RISHAT=
1= B 1O olll °¢ =Lk E XA

uola Superiore della Pubblica Amministrazione

Addresses

Scuola Superiore della Pubblica Amministrazione

www.sspa.it

Massimo de Cristofaro:

decristofaro@sspa.it
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Performance Evaluation —
What do we can learn each other in the Public and Private Sector?

Discussion topics by Massimo de Cristofaro

I am much honored to participate to this The 2012 International Human Resource Development

Workshop Program, and I thank you very much for this invitation.

The title question is very important, and it represents a topic that is very much considered in the
commitment to the improvement of Public Sector performance by many Public Administrations all

over the world.

First of all we should establish that in the connection between Public and Private Sectors there

are many cultural and procedural useful hints, but also some warnings should be made.
It could be useful to summarize some characteristics, with differences and similarities.
Public Sector’ s aim is to give public services to the community

Private’ s is to make profits, in a community, that, to be able to give the profits should be well

run and happy.

We could also find some “Unification Model” : users of Public Sector services are: Citizens,

Families and* -+ Companies:

Therefore it is unquestionable that Public and Private Sector should share many issues, many

[ ”
ways to operate and many  words !

So we can see that Public and Private Sector are very tight to each other, but they do not have
the same objectives, and that means that we should be very careful to “replicate” some of the

procedures to each other.

For instance, in Private Sector when there are problems, solutions can be immediate and final:
the company can “downsize” or even close or go bankrupt, and employees loose their jobs. In

Public Sector you have to respond to laws but also you cannot stop to provide services.

I Three types for Performance Evaluation

I would say to separate the general “big design” of Public Sector, from the “operational

. ” .
techniques  of measurement and of evaluation.
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For technical aspects: “Individual” , “Organizational” and “Project Plan” evaluation, it

all depends from the “shape” of the Administration and of its internal organization.

In Italy, for example, at the end of 2009 we had a big reform of Public Sector, based on

performance evaluation.

But this operation began some years before with the revision of the way to model the State
Balance Budget, passing from "Expenditure chapters" to "Missions" and "Programs", in order to

view the projects for their full line, instead as sums of different kind of expenses.

Then, there was the 2009 reform, with the creation of some new Offices in all Public

Administrations, with the purpose to set and manage all the evaluation process.

SSPA, our National School of Government was the actuator of this process, by training to all
the new jobs for Civil Servants that had to evaluate the performance of single Civil Servants and of

the whole Administration.

IT Key elements for good Performance Evaluation

Of course the objectives of evaluation are — as in any project — the key element for the choice

of every other consequent line of design of the feature.
The main problem in Evaluation in Public Sector is establishing the set of “Indicators” .
The UK experiences, based on NPM issues, finally lead to an overflow of indicators.

From another hand, in Civil Servants contracts laws, almost all elements that affect the pay that
are discretional, could be officially “questioned” : for instance a bad judgment could be appealed.
If indicators are too many, we could face the impossibility to deal the system.

Thereisnota “correct’ way: thereisa " possible” way: the way that allows to:

* see problems,

* make corrections,

* change something,

» find different measures in the next cycle of inquiry.

This leads us to III point.

III Views of Performance Evaluation

Performance evaluation can be a tool, and it can be also a purpose.
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But it has to become a “useful” tool and purpose.

This means that to achieve the points stated in the second paragraph, the View of Performance

Evaluation should be the same throughout the whole Administration.

So, a big part of the work to establish a system of evaluation has to be dedicated to sustain the

whole project, at all levels.

Then there will be the communication, internal, official, to the public and through training of

the involved departments.

IV What can we get in the Private Sector ?

We have to keep in mind that private Sector methodologies are made to reach effective profit-

oriented strategies.

So, the Meaning of Performance Evaluation will be different, because it will be related to other
parameters.

In Public Sector, the “profit similar” behaviors could be:

¢ Costs reduction,

* Time reductions

* Better quality: reduce recycles, failures, problems.
Private Sector can be very good in incentives and speed of reaction.

This is another concept that could mislead the transfer of Private parameters into Public Sector:

the promised incentives could not show up for long time, and this could make fail the entire project.

Attitude towards stakeholders could be a good approach, with the usual difference that in

Private Sector they have profits, in the Public one they have quality of services and expenses.

But there could be also a big difference on the same item: quality level could be lethal for

expenses and vice-versa.

Multifaceted Performance Evaluation is organized to analyze strategies and costs, and it called
also Balanced Score Card - BSC method.

It can be used as matrix to classify various aspects of a “product” : financial, customer;
learning and innovation, and internal business perspectives. It is almost obvious that all the four

aspects could be used also in Public Sector, as top of matrix columns.
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But BSC is useful to build up strategies, and to be connected to a system to analyze the Added

Value of a product-procedure.

We could of course change the aspects to be balanced to others me more suitable to the Public

Sector

Corporate Social Responsibility could be a good point, but only if the Public Administration is

. [ ”
perceived asa good one.

V What can we get in the Public Sector ?

Regarding the Differentiation of Performance Evaluation for different organizations, this
could be very appreciated in Public Sector: everyone feels its specialty, and that is often real.
Administrative job could be very similar in different Ministeries for instance, but Civil Servants

could be gratified by the presence of such attitude in Evaluation Systems.

Timely to fix Performance Evaluation could instead present some bad attitudes in Public Sector
employees: change that are too fast could really harm the life of people, especially if connected to
Mobility for the labor market.

For this last issue, there are competences that are not transferable, nor can be trained to new
ones. Mobility is a necessity, but the same in Europe for instance is almost always perceived as
punishment. And even if a result of evaluation processes, in most cases there should be some

training in between.
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Thank you!
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