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PERFORVMANCE | NDI CATORS AT STATI STI CS NORWAY
Sonme experiences and issues?

l. I nt roducti on

1. The statistical systemin Norway is centralised. The Statistics Act of 1989
stipulates that Statistics Norway is the central body for the preparation and

di ssem nation of official statistics. Statistics Norway is subject to
supervisory guidelines and financial franeworks set for its business at any tine
by the Governnent and the Storting (National Assenbly), but the Statistics Act
stipulates that Statistics Norway is an independent institution inits field,

whi ch includes a conprehensive research activity. About 75-80 per cent of
Statistics Norway's tasks are funded over the central governnment budget. The
rest are funded on revenue from assi gnments and sal es of publications, including
col l ection and preparation of statistics within special areas. The assignnents
many al so concern special processing of data already coll ected and research

proj ects based on nunerical nmaterial from Statistics Norway.

2. Statistics Norway has for about 40 years been working on systens for a
fairly detailed registration of resource usage |linked to different operations
and subject areas. Over the last years there has been increased focus on
neasuring a broader range of indicators telling nore about efficiency, including
response burden and quality, such as production tinme, response rates etc.
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3. There have al so been sonme efforts to produce and conpare sone indicators on
the National Statistical Institutes at Nordic |evel.

4, However, experiences suggest that producing "statistics on statistics" is

not an easy task, not at national level, and especially not at internationa

level. And it denonstrates the that there are the sane requirenents as for

devel opi ng statistical systens in general

- To have a clear description of user requirenents

- To define and inplenent a clear structure of observation units for neasuring

- To put in place nmeaningful classification systens in order to sunmari se and
generalise information

5. The objective of this paper is to highlight some i ssues based on the
experi ences for developing a planning systemwi thin Statistics Norway.

I1. The basis for planning within Statistics Norway

6. At present there are several different systens providi ng nanagenent and
pl anni ng i nformation

- A systemon staff with information on the persons enpl oyed

- An accounting system keepi ng continuous track on income and expenditures
linked to individual projects

- A systemfor planned and registered hours on different products

- A '"register" on products where sonme key information should be updated for
i nstance on response rate, response burden, production tine, data sources,
| egal basis, etc.

- Avrelease calendar listing release date for different topics/statistica
subj ect areas

7. By combining information fromthe different systens it has - with
considerable efforts - been tried to produce consistent "Product accounts" for
two years.

8. Information fromthese different sub-systens is further used as a basis for
t he annual planning process as well as for follow up and internal and externa
reporting.

9. Sone of the experiences can be summarised in the followi ng way:

- The basic building block for planning, which is the "product" (see later),
has been devel oped in an inconsistent way, resulting in many and heterogeneous
"products". This leads to difficulties in updating as well as extraction of

i nformati on.

- One inportant elenent in order to nmeasure resource allocation is the
requi renent of all staff to plan and register hours spent on different products.
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Partly due to the detail and anmbiguities in the "product" system there are sone
doubts about the quality of this registration. For instance, a too large part of
resources is allocated to products classified as "general " and "internal"

- There is a need to integrate information fromthe different systens, for

instance to be able to |ink accounting infornmation to the different products in
the product register, to information fromthe hours registration systemand to
the rel ease cal endar. However, this has shown not to be trivial, partly due to
the structure of the product system but partly also due to technical problens.

I1l. A key issue: What are the basic observation units for planning and
neasur enent of performance?

10. One main lesson fromthe experiences nmentioned above is that it is
necessary to clarify and define in a nore consistent way the basic observation
units (in our term nology: "products"). These basic units have effects both on
the quality of updating the systemas well as on how infornmati on can be
extracted fromthe systemand used as a basis for anal ysis and presentation

11. Wen the planning systemwas designed, there existed a fairly "generic"
definition of what should be the basic observation unit or "product":

"A product should to a | arge extent as possible represent the results of the
tasks performed, neaning a collection of tables, a publication, other docunents,
data files, projects etc. - or internal services. Products are given a 3-digit
code. Products which naturally are grouped together are given a 4" digit -
resulting in sub-product".

12. During the actual inplementation it was very nuch up to the different
subject matter units to define products, resulting in rather inconsistent
solutions. The inconsistency increased because of the anbiguity between the 3-
digit code and the possibility for a 4" digit or sub-product - which in reality
could becone as inportant as a product on the 3-digit level. For the nonent
there are around 1500 "products" on 4-digit |level and around 400 3-digit
products.

13. It has further been criticised that the information system does not give
enough detail for local planning whilst it on the other hand does not provide
aggregat es and enough overvi ew at top nanagenent | evel.

14. A process for "cleaning up has thus been initiated in order to get a better
basis for planning and integration of the different parts of the system

15. In this evaluation, it has been noted that the designation "product” in
itself can lead to sonme confusion and m sconception. How are for instance,
"projects" and specific "activities" treated? And howis the relationship to the
generic term"statistics" or a subject matter classification?
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16. Thus, the nain issue necessary to clarify is - as it is for all information
systems: How do we specify and define in a nore precise way the basic
observation units to which we may |ink performance indicators and ot her

i ndi cators? And how do we design a system which nmake it possible and neani ngfu
to aggregate information in order to get a nore systenmatic overview at
managenent | evel and for external reporting?

17. In defining what we still call "products" we are now approaching a nore
process oriented view This is partly based on the recognition that there are
difficulties in being precise about real, concrete products when working with
statistics - especially in a world of changing tools and net hods for

di ssemi nation, which also nay affect our internal organisation. It is also
observed that several activities are not necessarily leading to a concrete
product - for instance nethodol ogi cal devel opment work or establishing interna

t echnol ogi cal and administrative infrastructure. Still we naintain the "product"”
concept while trying to clarify and define it in a nore precise way.

18. In this approach we nay discern the follow ng types of "products":

- Primary products: The datafil e/ database of verified statistics being the
result of an integrated data collection and production process. A prinmary
product may result in direct dissenination and/or be further processed as
part of secondary and tertiary products.

- Secondary products: Products, which in a systematic way integrate prinmary
products or parts of primary products. Exanples are a regional database or
Nati onal accounts.

- Tertiary products: Products (or activities) which are using the previous
products as a basis for research and analysis or di ssem nation/presentation

- Internal products: These are projects/activities which cannot be categorised
in one of the previous types but are contributing general admnistrative,
nmet hodol ogi cal or technical support.

19. There are sone other requirenents that should be taken into account:

- Al products - also internal - should be given a description of objectives
and contents

- \Wen appropriate, it should be possible to link a product to its |egal basis
(national or EU through the EEA agreenent)

- A "product" should further have a unique |inkage to the subject natter
classification within Statistics Norway (as a basis for aggregation)

- There should be a Iinkage between the products and the listings in the
rel ease cal endar (One product may result in several |istings/dissemnnation
product s)

- It should be possible to identify whether the product is financed from
i nternal source (governnent budget), external sources (contract work etc.) or
a mixture of both

20. It is assuned that one may still end up with sonme 500 "products" after a
review and revision. It is thus necessary to ensure a possibility for
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aggregation of information, both based on the organisational structure and
according to the subject nmatter classification
21. In addition one still will use the 4'" digit or sub-product option but wth

a changed definition and neani ng. These sub-codes shoul d now be used partly to
di stingui sh between different dissem nation products (tertiary products), partly
to cover and integrate a previous separate "activity code", for instance

"planning", "data revision", "international reporting" - linked to the different
products.
22. Mbst indicators will be linked to the product |evel, but still sone

i ndi cators on for instance tineliness, will have to be linked to sub-product if
there are several different releases fromthe sane product.

23. In the process of review ng and updating the planning system it is
consi dered essential to take into account information requirenments both at |oca
project |level, at nedium managenent |evel and at top managenent level. It

remains to be seen to what extent it is feasible to conbine these different
requirenents.

V. Performance indicators

24. The nentioned product register was prepared to include several indicators,
whi ch partly could be considered as "performance indicators". The main being:

Resources used (hours/costs) per product

Response burden (estimation of hours spent by respondents)

Actual ity or production period (period between reference date and rel ease
dat e)

Punctual ity, neaning response |evel at deadline

25. Further, there are several indicators which could be used as a basis for
qual ity assessnents, for instance response |evel, coverage, nunber of foll ow
ups, nunber of inputations, nunmber of respondents contacted during revision

26. Parts of the nmentioned informati on has been utilised and proved val uable in
the annual reporting from Statistics Norway for instance tables on actuality for
nonthly, quarterly and annual statistics, resource usage, response |levels and
response burden.

27. However, due to the nentioned structural deficiencies of the product
specification, as well as sonme problens concerning the quality of the
i nformati on, usage has been somewhat fragnentary so far

28. One specific issue is how to aggregate and sumari se these indicators which
are given on a rather detailed level, linked to several hundred "products". It
is not considered that the best option is sinply to give unwei ghted averages
based on the different products for a departnent - or for the whol e of
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Statistics Norway. One possibility could be to weight production tinme or other
i ndi cators by the resources spent on the products. Another possibility could be
to use a systenmatic "sanple" of "reference" products.

29. It should be underlined that even if we may have been developing fairly
concrete perfornmance indicators on resource usage, tinmeliness etc., there is
still much nmore work to be done to get nore information on data quality, user

sati sfaction and overall performance involving staff conpetence, technol ogy and
or gani sati on.

V. Some notes on conparisons at international |evel

30. So far, little effort has been done to conpare in a systenmatic way
performance indicators for Statistics Norway with that of other statistica
agenci es or conparabl e organi sations.

31. However, there has been sonme work for several years to present and di scuss
some indicators for conparisons at Nordic |evel

Sone of the indicators discussed have been

- Total expenditures and enpl oyment and breakdown by nain categories
- |IT - solutions and technol ogi cal change

- Organi sational adaptations

32. Efforts to nmake conparisons on a nore detailed product or thenmatic |evel
have proven difficult due to problens to identify conparabl e products.

33. It should further be noted that, even if it is possible to present costs
figures for the statistical agencies thenselves, this does not give a good basis
for conparing costs or performance of the total systemof official statistics in
different countries - even at Nordic level. This is due to the fact that there
are different budgeting systens (how are for instance housing costs treated),
different | evels of outsourcing/use of external consultants (for instance |inked
to IT) and differences in the overall centralisation/decentralisation of
statistical production. These aspects have recently been further denponstrated in
an effort to collect conparable cost and enpl oynent estinates for the
statistical system of the European Union and the EFTA nenbers of the European
Econoni ¢ Area.

34. Some of the issues to be looked into in order to nmake progress on
conpari sons of the statistical production systens in different countries are, as
we see it:

- Howis it possible to neasure output of the statistical production systens in
a conparabl e way?
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How is it possible to give a conparable structural description of the
statistical production system- including the central bureau of statistics as
well as other different partners?

How is it possible to specify the different cost elenents in the production
of statistics - taking account of different accounting practises and
or gani sati onal nodel s?

How is it possible to distinguish conparable statistical routines/processes
(products) for which nore concrete performance indicators can be devel oped?

Linked to the last point: Should the priority be to work on sone concrete

i ndi cators on conparable routines in order to eval uate performance and i ssues
linked to productivity and efficiency, or should one concentrate on overal
and general indicators?

When conparing the performance of statistical agencies and statistical

systens of different countries one should further

take account of "econonies of scale", neaning that conparing countries of
very different size is of little value without further evaluations and
corrections.

nmake corrections for differences in infrastructure linked to |egal franmework
(for instance all ow ng register usage), data collection nmethods (vol ume of
admi ni strative sources) etc.



