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1. Overview 

1.1.   Purpose 
The purpose of our Outcome-Based Budgeting (OBB) process is to align our resources to those priorities that drive 
the results (outcomes) that matter most to the citizens of Blaine County. In order to achieve these outcomes we 
incorporate strategic planning as well as performance management and measurement into our budgeting process so as 
to provide a cohesive framework for sound fiscal management. 

1.2.   Background 
The Government Finance Officers Association (GFOA) recommends all governmental entities use some form of 
strategic planning to provide a long-term perspective for service delivery and budgeting, thus establishing logical links 
between authorized spending and broad organizational goals. The GFOA considers budgeting for outcomes as a 
practical way to achieve the objective of integrating strategic planning and performance into the budgetary process.  

By integrating strategic planning, outcome-based budgeting, and performance management and measurement, Blaine 
County can better assess its current environment as well as anticipate and respond appropriately to change. With this 
fully integrated process we are be better equipped to plan for the future, increase our efficiency and effectiveness, 
ensure alignment between team member goals, department outcomes, and the County’s strategic objectives all 
intended to drive the results that matter most to our citizens. 
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1.3.   OBB Development and Implementation Timeline 
Transitioning Blaine County to an outcome-based budgeting process required several years to fully implement.  

 

 

1.4.   Terms and Definitions 

Vision 
A vision is a mental picture of what tomorrow may look like. It incorporates our highest standards and values. It’s our 
ideal and unique image of the future for the common good. While it is important to balance the vision with available 
resources, the resources available should not inhibit the vision. 

Shared Values 
Shared Values represent those common beliefs we share as an organization. They are the anchor points for the way we 
think and act in our service to our community. 

Strategic Objectives 
Strategic objectives are established by the Board of County Commissioners (BCC) and reflect stakeholder concerns, 
needs, and priorities as well as other factors impacting and affecting our community. Strategic objectives create the 
opportunity for us to demonstrate our long-term value both to the organization and the community and add clarity to 
the purpose and role of county government. We measure the success of achieving our strategic objectives through 
organizational and community impacts. 

Mission Statements 
A mission statement is a clear statement of purpose for any operational entity or organization. Mission statements 
help an organization decide what it should do as well as what it should not do. An organization’s outcomes, goals, 
programs, and projects should logically cascade from the mission statement. 

The diversity and complexity of Blaine County as an organization requires us to look closely at each operational unit 
to evaluate and determine how we serve our community. Some offices and departments will have multiple missions 
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for each of their distinct operational units. For example, the mission of the Patrol unit of the Sheriff’s Office is very 
different than that of the Jail.  

Outcomes 
Outcomes are the intended result; the end of action; a statement that matches a response to a relevant customer 
need. Each office and department should establish a reasonable number of outcomes that directly support the 
County’s strategic objectives. Outcomes should address the most critical and/or relevant issues facing an office or 
department in its service to the community. It may be necessary to establish priorities among outcomes to improve 
their usefulness in allocating resources. 

Goals - SMART 
Goals are action plans for teams and/or individuals. Goals make outcomes tangible and therefore should have the 
following characteristics: 

• Specific: Goals should indicate exactly what result is expected so that the performance can be judged 
accurately. The specificity of the measure is aided by clear definitions and standards for data collection, 
standardization and reporting across program lines and among program employees involved in use of the 
measurement. 

• Measurable: The intended result should be something that can be measured and reported in quantitative 
and/or clear qualitative terms. This characteristic is achieved when programs set numeric targets or employ an 
evaluative approach that can ascertain in a definitive manner whether performance expectations have been 
met. 

• Accountable: Goals should be “owned” by a specific program line or employee base. Accountability is more 
than clarifying who is charged with achieving the result; it requires that management devise targets based on 
what reasonably can be produced by the program during a given period of time. Accountability cannot be 
achieved if targets are unreasonable from the start. 

• Results-Oriented: Goals should be aligned to the Logic Model and track an important value or benefit 
needed to advance the organization and achieve the end results of the program. A goal meets this test if it 1) 
measures an end or intermediate outcome or 2) links to another measure already existing within the program 
that measures an intermediate or end-outcome. 

• Time-bound: Goals should set a specific time frame for the results to be produced as well as allow for the 
reporting of performance in a timely manner. In this case, the program should have measures to provide fresh 
enough data to be used by management for adjustments in the program and corrective action if necessary. 

Strategies 
Teams and individuals may choose to develop strategies to help them achieve their goals. Strategies relate to ways that 
the environment can be influenced (internal or external) to meet established goals. Multiple strategies may relate to 
the achievement of a single goal. Use of flowcharts or strategy mapping is encouraged in the design of strategies. To 
optimize the success of these strategies, opportunities should be provided for input from those who are affected. 

Tactics 
Tactics describe how strategies will be implemented and include activities and services to be performed for an 
employee to reach his/her goals. Tactics will most often be used where higher levels of supervision and accountability 
are needed or desired. 
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Results Teams 
Results Teams may be formed when two or more internal business partners come together for a common interest or 
a common purpose. Results Teams help align common outcomes across operational lines. They are intended to 
provide a more unified and cohesive budgeting solution by aligning the needs of multiple operational units.  

 

1.5. OBB as an Integrated Concept 
Blaine County’s Outcome-Based Budgeting is the integration of various concepts, business practices and processes. 
The graphic below shows many of the elements built into the concept. 
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2. Strategic Planning 
Strategic planning is about influencing the future rather than simply preparing for or adapting to it. The focus is on 
aligning organizational resources to bridge the gap between present conditions and the envisioned future. The 
County’s purpose for having a strategic plan is to help determine how available resources should be allocated in 
support of established outcomes and goals. 

Strategic planning is based on the premise that leaders must be effective strategists if their organizations are to fulfill 
their missions, meet their mandates, and satisfy their constituents in the years ahead. Effective strategies are needed 
to cope with changed and changing circumstances, and leaders need to develop a coherent and defensible context for 
their decisions.  

A strategic plan is the blueprint of performance for an organization. It brings together the aspirational vision of the 
future with the pragmatic problem-solving needed today. Enhancing the ability to meet customers’ legitimate needs is 
the uncompromising focus of all the elements of the plan. The plan should provide clarity and a consistent source of 
feedback while helping the team to connect, learn, problem-solve, and strategize. 

2.1. Strategic Alignment 
A sound strategic planning process creates an opportunity for alignment throughout the organization. It is important 
to create a “line-of-sight” for all employees to ensure they have a clear understanding how their efforts contribute to 
the overall success of the County. The following graphic shows the key elements of our strategic planning process and 
how they align.  

Elements of our Strategic Plan 

   Organization       Department                Team Member   
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2.2. Key Strategic Elements 
The organizational elements of our strategic plan include our vision, shared values, and strategic objectives. These 
elements have been developed by the Board of County Commissioners (BCC) and other county leaders to guide us as 
an organization and to add clarity and a sense of purpose as we drive results. 

Our Vision 

 

Shared Values 

 

Strategic Objectives 

The strategic objectives identified by the BCC fall into one of five perspectives. The perspectives are mapped to the 
Modern Balanced Scorecard to allow for standardization and to enable the success of long-term implementation. 
Integral to the success of Blaine County is its ability to balance its efforts toward each of these five perspectives.  

• Financial Perspective 

• Internal Process Perspective 

• Customer Perspective 

• Learning and Growth Perspective 

• Public Policy Perspective 

Financial Perspective (includes effective and efficient use of resources) 

Create an organization and organizational culture of fiscal stability which: 

• Uses citizen and taxpayer resources efficiently and effectively 

• Ensures fiscal stability 

• Considers fully the costs and benefits of each expense or cut 

• Balances its budget 

• Is prepared for unforeseen events not otherwise reflected in budget planning with sufficient contingency 
reserves 

Blaine County government improves quality of life by providing efficient and effective public 
services. As stewards of citizens’ resources, we serve our diverse community with  teamwork, 
integrity, and commitment to excellence.

Teamwork Integrity Excellence
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• Plans and prepares for capital improvements and repairs in order to maintain and protect county facilities for 
the future 

• Promulgates appropriate inter-governmental cooperative action 

• Employs accounting best practices 

• Takes the time to assess risk and incorporates risk management appropriately into its decision making  

• Utilizes a stable, transparent and repeatable budget process 

Internal Process Perspective (includes operations and processes) 

Create an organization and organizational culture which: 

• Recognizes the federal and state constitutional and statutory environment in which it operates 

• Models excellent government  

• Promulgates county performance standards, performance measurement and re-evaluation 

• Plans, prepares and responds to economic, social and environmental change 

Customer Perspective (includes customer and stakeholder satisfaction)  

Create an organization and organizational culture which: 

• Optimizes public accessibility to county services and information 

• Empowers public participation in government decision making 

• Understands  its constituency and believes county government exists to serve their needs  

• Understands and focuses on customer and client service 

• Works to meet community needs when determined appropriate and possible  

Learning and Growth Perspective (includes human capital, information capital, and organization 
capital, skills, training, culture, leadership, and systems) 

Create an organization and organizational culture which internally: 

• Provides leadership reflecting the goals and values of the entire Blaine County community 

• Is unified in its sense of purpose 

• Exhibits good morale 

• Promotes a collaborative, team approach to issues and problem solving 

• Maintains a strong ethical foundation 

• Engages in excellent intra- and inter-departmental communication 

• Provides a desirable, responsive work environment 

• Optimizes employee training and improvement opportunities  

• Strives for consistency 

• Sets clear employee performance and evaluation standards and upholds them 

• Strives to exceed expectations 

• Is equipped, trained and very well prepared to protect public safety and health 
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Public Policy Perspective (this perspective is reserved for those positions with public policy 
setting authority)  
Create an organization and organizational culture which: 

• Respects the whole community and its diverse parts and interests 

• Honors the county’s heritage 

• Is mindful of its own legacy 

• Enacts policies and programs to: 
o Serve all socio-economic groups 
o Sustain the county’s high quality of life 
o Conserve our natural environment, including wildlife and significant, varied natural resources 
o Enhance public health, safety and welfare  
o Promote economic vitality 

• Participates in improving Idaho’s constitutional and statutory environment when it is warranted 
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3. Outcome-Based Budgeting  
Beginning with Fiscal Year 2011, Blaine County adopted Outcome-Based Budgeting (OBB) as its budgeting process. 
OBB starts with a set of results (outcomes) that matter to citizens, and allocates available dollars to each of those 
results. This is in contrast to the traditional approach which starts with the previous year’s budget and justifies 
increases or cuts from that base. OBB is considered best practice by the Government Finance Officers Association 
(GFOA) and is intended to provide: 

• A stable and repeatable budgeting process 

• Clear understanding of expectations 

• Incentive to plan and anticipate future outcomes and needs 

• An opportunity to collaborate with strategic partners 

• An opportunity to learn what citizens value 

• An innovative and intuitive approach to budgeting 

• An opportunity to engage citizens and employees in the government process 

• An opportunity to measure our success 

• An opportunity to embrace continuous improvement because managers are accountable for results, and 
programs must deliver the results citizens want most from their tax dollars 

3.1.   The OBB Process Cycle 
The following six steps outline the key elements of the OBB process. Although the process is to some extent linear, it 
should be expected that as new information develops, re-evaluation of the previously acquired information will likely 
help inform the process and provide for an improved final product. 

OBB Process Cycle 
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Step 1 – Determine Amount of Available Funds 
Determine how much money is available. The budget should be built on expected revenues. This includes base 
revenues, any new revenue sources, as well as the potential use of fund balance.  

Step 2– Solicit Input to Identify Priorities 
Identify the most significant programs, projects and activities. Elected officials, department heads, results 
teams and outside agencies present their proposals to the BCC for consideration. Outcomes are developed for each 
program, project and activity proposed. 

Step 3 – Set Priorities 
Prioritize elected office and department outcomes. The objective is to maximize the benefit of available 
resources. The BCC determines which projects, programs or activities are most important to their constituents and 
likely to drive the results that matter.  

Step 4 – Develop a Plan for Each Priority 
Determine which programs, projects and activities will best achieve the desired results. Based on the 
priorities of the BCC, elected officials and department heads develop plans for each selected priority on how they can 
best deliver the results citizens want.  

Step 5 – Allocate Funds Based on Priority 
Allocate resources among high priorities. The allocations should be made in a fair and objective manner and 
incorporate a balanced approach to providing government services. 

Step 6 – Establish Performance Plans  
Set measures of annual progress, monitor, and close the feedback loop. These measures spell out the 
expected outputs and outcomes, how they will be measured, and the consequences for performance. 
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3.2. FY21 OBB Timeline 
Below is a general timeline of the FY21 budgeting process. 

1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4

Strategic Planning 3/1/2020 4/15/2020

TM Performance 
Management: Step One

4/1/2020 4/30/2020

Budget Workshops 4/15/2020 5/12/2020

Budget Packets 4/22/2020 5/18/2020

Community Services 
Agencies

5/18/2020 5/21/2020

Budget Meetings 6/1/2020 6/25/2020

TM Performance 
Management: Step Two

6/1/2020 6/30/2020

TM Performance 
Management: Step Three & 
Four

6/15/2020 7/31/2020

Preliminary Budget to BCC 7/7/2020 7/14/2020

Set Tentative Budget 7/21/2020 7/28/2020

TM Performance 
Management: Step Five

8/1/2020 8/31/2020

Adopt Final Budget and Set 
Levy (NLT)

NA 9/8/2020

FY21 Start NA 10/1/2020

Task Start Date End Date

AugustJuly September OctoberMarch April May June
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4. Performance Management and Measurement  
Performance management and performance measurement are important approaches to improve government 
accountability and build citizen confidence regarding government spending. Measuring and reporting is a necessary 
requirement to improve performance and assure the public that they are receiving value for their investment.  
Performance management is used to establish a framework and to build upon performance measurement by using 
performance information in conjunction with strategic planning, budgeting, program evaluations, organizational 
reviews, and team member performance appraisals. In this way, performance management and measurement become 
central to the processes of direction setting, control, quality assurance, accountability, as well as learning and 
development within our organization. 

Integrating performance management and measurement represents one of the biggest challenges for Blaine County as 
we develop and implement our comprehensive outcome-based budgeting process. The challenge for each of us is to 
ensure that our processes and measurements influence actions, which in turn deliver desired results. The greatest 
obstacles to integrating performance management and measurement are human and cultural, not analytical or 
technical. Ultimately, the real value of performance management and measurement comes not from providing the 
‘right’ answers, but from helping to frame questions and structure a dialogue about how to improve public services. 
Developing a culture of performance requires sustained, collaborative leadership and a systematic approach to 
cultural change. 

Team member performance management and measurement allows elected officials, department heads, and 
employees to evaluate the quality, effectiveness and efficiency of Blaine County in its delivery of service. Successfully 
developed and implemented, team member performance measurement will be integral to Blaine County living its 
vision.  By creating a “line-of-site” for employees, we hope to provide an opportunity for improved employee 
engagement and develop a culture of service to our community. 

In this section of our OBB Development Guide we focus on the following four key areas: 

• Organizational performance management 

• Organizational performance measurement 

• Team member performance management 

• Team member performance measurement 

4.1. Organizational Performance Management 
Organizational performance management is the systematic process of collecting, monitoring, analyzing, and 
communicating performance information to track progress toward planned results. We use performance information 
to inform program decision-making and resource allocation. It is also used to communicate results and to tell Blaine 
County’s story to our community. Primary tools in this systematic process of performance management are 
performance measures, which tell managers, decision makers, and taxpayers what level of service the County 
provides and how effective we are at meeting our objectives.  

Performance management and the use of performance measurement enable managers to assess the results of action, 
the effectiveness of resources, and the degree to which the action and the resources meet goals, outcomes, and 
strategic objectives. A good performance management system yields the necessary data for assessing service needs and 
performance. In this sense, a good system helps elected officials in their oversight responsibilities. It also helps them 
to make objective resource-allocation decisions and to formulate policy.  
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4.1.1. Aligning Performance to Our Strategic Plan 
To ensure our performance has the greatest impact and value to our community we must ensure direct alignment 
exists between our actions and our desired results. We must focus on those goals and outcomes that help accomplish 
our operational missions, support our strategic objectives and align to our vision. The graphic below shows this 
relationship:  

 

4.1.2. Striving for Balance 
To ensure the County, as a single unified organization, brings together a healthy balance in its overall delivery of 
service we employ methods and attributes related to the Modern Balanced Scorecard. The Modern Balanced 
Scorecard is a strategic performance management framework that enables an organization to identify, manage and 
measure its strategic objectives from a balanced perspective. Since its launch, the Modern Balanced Scorecard has 
evolved from a simple measurement and reporting tool into a strategic performance management tool.  

 

 

4.2. Organizational Performance Measurement 
The aims of organizational performance measurement range from the narrowly managerial to the broadly political. 
Different purposes require different types of measures. No single magical measure or set of measures will serve all 
these purposes equally well. To help in our development of a “performance culture,” below is general information 
regarding the purpose of performance measurement and its key attributes. We need to continue to work together to 
fully develop and implement performance measurement into our budgeting process. 
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Purpose of Performance Measurement 
• To help clarify organization goals, directions and expectation 

• To help managers and team members learn how to accomplish outcomes and goals more effectively 

• To communicate the priorities of the County 

• To support strategic/organizational planning by linking broad statements of direction to specific 
operational outputs and outcomes 

• To support budgetary planning and resource allocation process 

• To monitor the operation of programs and to make continuous improvements 

• To motivate our employees and promote pride within the public service  

• To enable citizens to make better informed decisions in the use of public programs 

• To develop public confidence that they are receiving value for money in public spending 

• To assess whether the County is achieving the results that matter to citizens 

• To strengthen internal administrative and external political accountability 

Key Attributes of Performance Measurement  
• It has clearly defined purposes and uses 

• It focuses on outcomes, not just on inputs and outputs 

• It employs a limited, cost effective set of measures 

• It uses measures which are valid, reliable, consistent, comparable, and controllable 

• It produces information which is relevant, meaningful, balanced and valued by the leaders and tax 
payers 

• It is integrated with the planning and budgetary processes 

• It is embedded in the organization, is stable, and is widely understood and supported 

 

4.2.1. Key Performance Questions (KPQs), Indicators (KPIs), and Measures (KPMs) 
If our outcome-based budgeting process is about delivering results that matter, how do we know if we are successful 
in delivering those results? Answer: we need to be able to measure our level of success. How do we measure our 
success? Well, that’s where this gets a little complicated. 

A successful performance measurement program requires Key Performance Measures (KPMs) that are quantifiable, 
relevant, and aligned to our strategic plan. To have KPMs that tell us whether or not we are successful we need to 
identify Key Performance Indicators (KPIs) of that success.  

And in order to have KPIs that are meaningful, we need to follow a process of inquiry that links directly to our 
strategic objectives. This is the only way we can ensure alignment of our actions to our vision. To determine which 
KPIs will deliver real knowledge, we need to develop Key Performance Questions (KPQs) that will provide the 
necessary insight to identify, understand and evaluate our KPIs. 

Key Performance Indicators (KPIs) are designed to provide us with answers. Key Performance Questions (KPQs) are 
designed to raise the most important questions and trigger a search for answers. Too often we focus on finding 
answers without asking the right questions. With our process we must start by asking the right questions. 
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4.2.2. Key Performance Questions (KPQs) 
A KPQ is a management question that captures exactly what managers need to know when it comes to each of their 
outcomes. The rationale for KPQs is that they focus our attention on what actually needs to be discussed when we 
review performance and most importantly, they provide guidance for collecting meaningful performance indicators.  

Too often we jump straight to developing indicators before we are clear about what it is we need to know. By first 
establishing KPQs we are able to identify our information needs and ask ourselves: “What is the best data and 
management information we need to collect to help us answer our key performance questions?” Starting with KPQs 
ensures that, by default, all subsequently designed performance indicators are relevant. In addition, KPQs put 
performance data into context and therefore facilitate communication, guide discussion, and direct decision making. 

KPQs are therefore essential components of good performance management. They allow us to put data into context 
and turn it into knowledge. 

KPQs should focus on the present and future  
KPQs should be phrased in a way that addresses the present or future, not the past. For example, "Is OBB improving 
our budgeting process?" instead of, "Has OBB improved our budgeting process?" By focusing on the future we open 
up a dialogue that allows us to do something about the future. This allows us look at data in a different light and try to 
understand what the data and management information means for the future, which helps ensure we collect and 
interpret the right data for decision making.  

KPQs should be short and clear  
A good KPQ is relatively short, clear and unambiguous. A KPQ should only contain one question. We sometimes 
produce a string of questions which makes it much harder to guide meaningful and focused data collection. The 
language should be clear and free of any jargon or abbreviations that external readers may not understand. Avoid 
management buzz words. Use language and questions that people in your organization are comfortable with, that they 
understand and use.  

KPM

KPI

KPQ
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KPQs are refined through usage  
Once KPQs have been created it is worth waiting to see what answers come back – i.e. how well the KPIs are 
providing answers to the questions, and how well the KPQs help people to make better-informed decisions. Once in 
use, it is possible to refine them to improve the focus even more. 

KPQs need to be linked to strategic objectives and outcomes 
KPQs are derived from strategic objectives and outcomes. Once you have identified your selected outcome and 
mapped it to an appropriate strategic objective you can start designing KPQs. My suggestion is to design between one 
and three KPQs for each outcome. Fewer KPQs are better because every KPQ triggers KPIs, and we don’t want to 
create unnecessary administrative burden by collecting data that is not needed. 

KPQs should be open questions  
An open question opens the door to the respondent and seeks an open-ended response. Open questions invite the 
respondent to think and reflect and provide explanations, opinions or feelings. Open questions often start with words 
such as “what,” “why,” “how,” or “describe.”  Open questions are very different in character, usage and response from 
closed questions, which seek a short and specific response that can be provided with either a single word or short 
phrase, such as “yes” or “no.”  

Examples of KPQs  
Below is a short selection of some open-ended KPQs.  These serve as examples only, as each organization needs to 
design their own unique KPQs to reflect their unique strategy and address their own important issues.  

• How well are we delivering the results that matter to our citizens?  

• To what extent are we improving transparency?  

• How well are we meeting our customer needs?  

• How valued is the service we offer? 

 

4.2.3. Key Performance Indicators (KPIs) 
Key Performance Indicators (KPIs) help define and measure progress toward organizational objectives. Once you 
have analyzed your mission, defined outcomes, selected applicable strategic objectives, identified all stakeholders and 
developed KPQs, you need a way to measure your progress. KPIs are what we measure.  

KPIs are quantifiable indicators, agreed to beforehand, that reflect the critical success factors of an organization. They 
necessarily differ depending on the organization. Whatever KPIs you select, they must reflect your organization's 
outcomes, they must be key to its success, and they must be quantifiable (measurable). KPIs usually are long-term 
considerations. The definition of what they are and how they are measured should not change often. For continuity 
and consistency it is important to define the KPIs and stay with the same definition from year to year.  

Attributes of KPIs 
• They are agreed upon beforehand 

• They retain the same definition from year to year  

• They are quantifiable and measureable 

• They reflect the County’s strategic objectives and the organization’s outcomes 

• They are key to the County’s success 
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• They are limited to those factors that are essential to the County in reaching its objectives  

 

4.2.4. Key Performance Measures (KPMs) 
KPMs are the actual measurements (metrics) used in quantifying our performance. It is also important that KPMs 
drive performance, and create an opportunity for continuous improvement and better management. 

Performance Measurement Criteria 
• Meaningful - reports tangible and significant accomplishments against objectives 

• Clear - easily understand by managers, partners stakeholders; tells clear story 

• Legitimate - accepted or legitimated by those who must use data 

• Consistent - clear definition and data collection methodology 

• Reliable - captures what it purports to measure in an unbiased fashion 

• Granular - able to detect performance movement 

• Responsible - does not have unintended and undesirable consequences 

• Actionable - indicates what is good or bad, driving desired behavior and the timing of action 

• Accountable - related to direct action or influence of an accountable and attributable entity 

• Balanced - one of set of measures providing a clear picture of the full range of performance 

• Feasible - reasonable cost and accessibility of data that is not already collected 

  



Blaine County FY21 OBB Development Guide Page 20 
 

4.2.5. What We Measure 
When describing what we do for purposes of measuring performance the following terms are used: 

• Inputs: all the resources that contribute to the production and delivery of outputs. Inputs are "what 
we use to do the work." They include finances, personnel, equipment, furniture, vehicles and 
buildings. 

• Activities: the processes or actions that use a range of inputs to produce the desired outputs and 
ultimately outcomes. In essence, activities describe "what we do." 

• Outputs: the final products, or goods and services produced for delivery. Outputs may be defined as 
"what we produce or deliver." 

• Outcomes: the medium-term results for specific beneficiaries that are the consequence of achieving 
specific outputs. Outcomes should relate clearly to our strategic objectives. Outcomes are "what we 
wish to achieve." 

• Impacts: the results of achieving specific outcomes, such as reducing poverty or creating jobs. Impacts 
are “the difference we make” in our organization and our community and are described by our strategic 
objectives. 

 

  

Inputs
what we 
need to do 
the job

Activities
what we do

Outputs
what we 
produce or 
deliver

Outcomes
what we wish 
to achieve; our 
results

Impacts
what we aim 
to change



Blaine County FY21 OBB Development Guide Page 21 
 

4.2.6. Mapping Performance Measures 
The graphic below shows alignment between KPQs, KPIs, and KPMs to a selected Outcome and Strategic Objective. 

 

The graphics below show two examples using the above map. 

 

 

  

Strategic 
Objective Outcome

KPQ 1

KPI 1a KPM 1a

KPI 1b KPM 1b

KPQ 2 KPI 2a KPM 2a

Uses a stable, 
repeatable, and 

transparent 
budget process

Develop and 
implement a 

valued results-
based budgeting 

process

How valued is 
OBB 

internally?

Leadership 
satifaction survey

90%+ 
satisfaction

Improved 
effectiveness  of 

budget 
presentations

BCC rating

How valued is 
OBB 

externally?
Community survey 90%+ 

satisfaction

Uses a stable, 
repeatable, and 

transparent 
budget process

Develop and 
implement a 

transparent
results-based 

budgeting 
process

What is a 
transparent 
budgeting 
process?

Implement best 
practices

Implementation 
and 

documentation

Creating public 
access to 
budgeting 

information

Publish materials
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4.3. Team Member Performance Management   
Team Member Performance Management is a collaborative process to help develop an engaged workforce that 
understands what needs to be achieved at the county, department, and team member levels. By aligning our strategic 
objectives and department outcomes with team member goals, we hope to develop a high-performance workforce 
that meets the needs of Blaine County citizens.  

Team Member Performance Management provides employees with five basic benefits: 

• A clear understanding of job expectations 

• An opportunity to demonstrate the importance and value of our employees’ contributions 

• Regular feedback about performance 

• Advice and steps for improving performance 

• Rewards for good performance 

4.3.1. Team Member Performance Management Steps to Success 
 
Step One: Ensure Job Descriptions are Current 

Job descriptions should describe the duties and performance expectations for the position, as well as clearly 
define the job function, required skills, knowledge, and abilities.   

 
Step Two: Ensure Team Members Understand our Vision, Shared Values, Strategic Objectives, and 
Department Outcomes 

Our vision, shared values, strategic objectives, and department outcomes provide clarity to the purpose and 
role of county government within our community.  This also provides a foundation for setting goals and 
creating line-of-sight for team members.  

 
Step Three: Complete the Team Member Performance Appraisal  

Performance appraisals are important for team member motivation, attitude and behavior development, 
communicating organizational aims and fostering positive relationships between supervisors and team 
members. Performance appraisals provide a formal, recorded, regular review of a team member's 
performance, and a plan for future development. In short, performance and job appraisals are vital for 
managing the performance of team members and departments. 
 
Reviewing the appraisal with the team member is important to ensure a clear understanding of job 
expectations and provides an opportunity for the team member to have their supervisor answer any 
questions that they might have about how he/she was evaluated and what they can do to improve. 
Supervisors should develop and administer a written coaching and improvement plan if the team member is 
not meeting expectations. This is an important opportunity for the supervisor to discuss next year’s goals 
and performance measures with the team member. At the conclusion of the meeting, the supervisor and 
team member sign the Team Member LOS Planner and Performance Appraisal with a copy given to the 
team member for their records. 

 
  

http://www.peoplestreme.com/performance-management-1.shtml
http://www.peoplestreme.com/workforce-planning-1.shtml
http://www.peoplestreme.com/objectives.html
http://www.peoplestreme.com/workforce-planning-1.shtml
http://humanresources.about.com/od/performancemanagement/a/PIP.htm
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Tips for Conducting a Successful Appraisal: 
 
• Establish a comfortable, private setting and rapport with the team member 
• Discuss and agree upon the objective of the meeting 
• Allow staff member to discuss the achievements and progress they have made during the year 
• Discuss with the team member ways in which they would like to further develop their professional 

performance, including training, assignments, and new challenges 
• As the supervisor discuss performance for the year and suggest ways in which the team member might 

improve their performance 
• Discuss areas of agreement and disagreement, and reach consensus 
• Examine job responsibilities for the coming quarter and in general 
• The supervisor and employee discuss employee feedback and constructive suggestions for the supervisor 

and the department 
• End the meeting in a positive and supportive manner. The supervisor expresses confidence that the 

employee can accomplish the plan and that the supervisor is available for support and assistance 
• Set a time-frame for formal follow up, generally quarterly 

 
Step Four: Develop Goals and Complete Team Member Line-of-Sight (LOS) Planner  

The Team Member Line-of-Sight (LOS) Planner empowers employees to contribute toward the success of 
the County through achievement of their individual goals.  The LOS Planner promotes greater accountability 
by providing team members a link between their indivual goals and the department’s outcomes. The LOS 
Planner is a working document to be used throughout the fiscal year by the supervisor and team member. 
Creating a LOS Planner for team members is one of the most important tools managers can implement to 
meet department outcomes and strategic objectives.   
 
Not only do managers need to create a LOS Planner for each team members, but they also need to involve 
team members in the process of how their contributions to the department and County are going to be 
measured.  

 
Supervisors are responsible for creating an environment where team members are committed to excellence, 
and to ensure each team member is making positive contribution. Team Member performance data provides 
information needed to improve employees’ performance and ultimately, ensure the success for their 
department and the County. 

Step Five: File the Team Member LOS Planner and Performance Appraisal 
All appraisals must be reviewed by the appropriate department head or elected official and filed in the team 
member’s personnel file. The appraisals will be used to monitor performance over the next year and set the 
base point for following year’s employee appraisals. 
 
Typical Outcomes from Team Member Performance Management  

 
• Communication improves 
• Everyone knows the rules  
• Better recording opens up communication  
• Frequent communication reduces stress  
• Appraisals become relevant for everyone  
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• Employee learning and development improves  
 

4.4. Team Member Performance Measurement  
For team member performance measurement to be successful, team members need to be measured on consistent 
elements from one year to the next. The process of creating team member performance measurements is linking 
team member goals to department outcomes which are aligned to the County’s strategic objectives. The LOS Planner 
provides managers and employees the opportunity to work together designing a performance measurement program 
that is employee specific. With a current job description and a LOS Planner, team members can see the connection 
between their everyday work and the vision for what we hope to be.  

Creating “Line-of-Sight” for Employees 

 

4.4.1. Developing Team Member Goals 
Goals promote accountability and foster a performance culture that is critical to the County’s success. Well-
developed goals should have key characteristics that make the goals SMART.  

Key Characteristics of Goals (SMART Goals) 
Goals are action plans for team members. Goals make the department outcome tangible and therefore should have 
the following characteristics: 

• Specific  
• Measurable 
• Accountable 
• Results-Oriented 
• Time-bound 

 
Goals should have sufficient detail so as to set clear guidance and expectations for the team member. Every team 
member should have an appreciation that every goal is individually important and contributes to the success of the 
department and the County. Defining goals correctly, communicating them clearly and then rewarding their 
achievement builds confidence and morale in team members, department heads, elected officials and County 
taxpayers.  
 
For details on SMART Goals refer to section 1.4. Terms and Definitions.  
 
Clear Purpose of Goals  

• How does the goal contribute to the County’s strategic objectives?  
• How does the goal contribute to the long-term success of the County?  
• How is the employee involved in achieving the goal? 
• How does the goal align with the department outcome? 
 

Team 
Member 

Goals

Department 
Outcomes

Department 
Mission

Strategic 
Objectives

Shared 
Values

Our      
Vision
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4.4.2. Building Team Member Goal Measures 
The success of Blaine County depends on the County meeting its strategic objectives. For the County to be 
successful in meeting its strategic objectives, team members must be productive and successful in meeting their 
individual goals. Employees must know what the County is doing, why we are engaging in various activities, and 
what their individual roles are in contributing the County’s success. Implementing the LOS Planner for an 
employee and identifying ways to measure their goals allows the employee the opportunity to take responsibility 
for their success.  
 
The purpose of developing goal measures is to provide information on the performance of a team member, and 
the efficiency and effectiveness of the services being delivered. Developing goal measures is a process of 
answering the question “How well are we doing?” Measuring team member performance allows the County to 
focus on what is important, and to make sure the activities employees undertake day-to-day are delivering the 
desired results. Good measures provide feedback from staff and customers and give team members the 
information they need to know if they are succeeding.  
 
Key Concepts for Goal-Level Performance Measures: 

• Measures should present a balanced view of the cost, quality and customer satisfaction  
• All measures collected should be meaningful, useful, and sustainable 
• Measures should be developed with stakeholder input, including both employees delivering the service 

and customers receiving the service 
• Team member goals should be measured in terms of activities and outputs 
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5. FY21 Budget Presentation Material & Instructions 
 

Presentation Material 
In an effort to promote the ongoing success of our outcome-based budgeting process, we are providing two options 
for how you choose to present your written information to the Board. 

Option 1 – complete the enclosed Coversheet and Template “A” as you have done in the past. 

Option 2 – complete the enclosed Coversheet, but rather than using the provided Template “A”, provide the Board 
with narrative statements providing the same general information as contained in Template “A”. This approach is 
intended to allow you the opportunity to be more creative in how you “tell your story.” 

Organizational and Community Impacts 
As we move forward with our quest to continuously improve our services and programs, it will become increasingly 
important to show clear alignment between outcomes and strategic objectives. This alignment gives us the 
opportunity to demonstrate our long-term value both to the organization and the community. 

As stated in the OBB Development Guide, impacts are the results of achieving specific outcomes, such as reducing 
poverty or creating jobs. Impacts are “the difference we make” in our organization and our community and are 
described by our strategic objectives. 

Key Partnerships 
Having strong, sustainable partnerships is critical to our success. Please provide the Board with a clear understanding 
of both internal and external partnerships key to your organization’s success. 

Presentation Material Due Date 
All presentation material should be completed and turned in to the Commissioners’ Assistant no later than one week 
prior to the scheduled presentation date.  
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5.1. FY21 Budget Coversheet 
 

General Information 

Office/Department:  Noxious Weeds  

Budget Contact Person: John Cenarrusa  

Budget Team Members:  John Cenarrusa, Noxious Weed Superintendent/ Dept. Manager 

      Kay Draper, Clerical 

BCC Presentation Date:  June 23, 2020 at 1:30 p.m. 

 

Office/Department Profile 

Operational Description 
Blaine County Weed Control protects Blaine County and its citizens from the harmful impacts of Noxious Weeds and 
their spread. It treats Noxious Weeds and other weed species using Integrated Pest Management (IPM). The weed 
department is responsible for enforcement and compliance of Idaho State Weed Law.  We inform the public on 
Noxious Weed issues and the latest weed control measures. We also treat Blaine County properties and rights of way 
for Noxious and as well as non-noxious weed species to meet Vegetation Management Rules for safety and erosion 
control. 
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Department Mission 

To protect Blaine County and its property owners from the harmful impacts of Noxious Weeds. 

Organizational Structure 

 

 

FY21 Proposed Outcomes 
(Provide a bulleted list of your three to five proposed outcomes) 

• Outcome 1 Uphold and comply with Idaho State Weed Laws including increased enforcement and           
notification. 

• Outcome 2 Maintain internal department training and education on new invasive weed species and weed 
control technology. 

• Outcome 3 Maintain public awareness and partnerships.   

 

Outcome 1 
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Outcome Title and Description 

• Outcome 1 – Uphold and comply with Idaho State Weed Laws including increased enforcement and           
notification.   

Strategic Alignment 
 

Financial Perspective (includes effective and efficient use of resources) 

Create an organization and organizational culture of fiscal stability which: 

• Uses citizen and taxpayer resources efficiently and effectively 

• Ensures fiscal stability 

• Considers fully the costs and benefits of each expense or cut 

• Balances its budget 

• Is prepared for unforeseen events not otherwise reflected in budget planning with sufficient contingency 
reserves 

• Plans and prepares for capital improvements and repairs in order to maintain and protect county facilities for 
the future 

• Promulgates appropriate inter-governmental cooperative action 

• Employs accounting best practices 

• Takes the time to assess risk and incorporates risk management appropriately into its decision making  

• Utilizes a stable, transparent and repeatable budget process 

Internal Process Perspective (includes operations and processes) 

Create an organization and organizational culture which: 

• Recognizes the federal and state constitutional and statutory environment in which it operates 

• Models excellent government  

• Promulgates county performance standards, performance measurement and re-evaluation 

• Plans, prepares and responds to economic, social and environmental change 

Customer Perspective (includes customer and stakeholder satisfaction)  

Create an organization and organizational culture which: 

• Optimizes public accessibility to county services and information 

• Empowers public participation in government decision making 

• Understands  its constituency and believes county government exists to serve their needs  

• Understands and focuses on customer and client service 

• Works to meet community needs when determined appropriate and possible  

Learning and Growth Perspective (includes human capital, information capital, and organization 
capital, skills, training, culture, leadership, and systems) 
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Create an organization and organizational culture which internally: 

• Provides leadership reflecting the goals and values of the entire Blaine County community 

• Is unified in its sense of purpose 

• Exhibits good morale 

• Promotes a collaborative, team approach to issues and problem solving 

• Maintains a strong ethical foundation 

• Engages in excellent intra- and inter-departmental communication 

• Provides a desirable, responsive work environment 

• Optimizes employee training and improvement opportunities  

• Strives for consistency 

• Sets clear employee performance and evaluation standards and upholds them 

• Strives to exceed expectations 

• Is equipped, trained and very well prepared to protect public safety and health 

 

Requested Resources and Associated Costs 
(These represent the “inputs” needed to support the outcome.) 

• People 
o Details – Use of existing staff and resources.  Superintendent, weed control assistant & clerical 
o Costs –  $141,445.18 

• Facilities 
o Details – Use of existing facilities. 
o Costs –   N/A 

• Furniture 
o Details –   Use of existing furniture 
o Costs –   N/A 

• Equipment 
o Details –   Use of existing equipment and budget 
o Costs –   N/A 

• Vehicles 
o Details –   Use of existing vehicles 
o Costs –   Lowered fuel cost by $500.00 

• Other (describe) 
o Details –  Supplies:-$2500.00, Incentive program:-$4000.00, Outreach program:-$3000.00, 
o Advertising:-$500.00, Contract spraying: eliminated $1000.00 
o Costs – Total budget request: $253,944.10; decreased from FY 20 by $11,000.00 

Results Teams (optional – as needed) 
(Provide information regarding key partnerships and team members needed to achieve this outcome) 
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• Partnerships: ERC, WRLT, SIBC, CWMA, BLM, SNRA, USFS, ISDL, USDA, ISDA, UofI, Nation Park 
Service, ITD, local jurisdictions 

• Team Noxious Weed Staff, BC Commissioner, County Administrator, County Department heads, Elected 
Officials, Administrative Departments  

Performance Measurement (optional for BCC budget presentation) 
(Provide you KPQ, KPI and KPM for the above outcome) 

o Key performance question – KPQ 
o Key performance indicator – KPI 
o Key performance measure – KPM 

Goals and Performance Measures (optional for BCC budget presentation) 
(Provide a list of individual and team goals that support the identified outcome. For each goal indicate whether it will 
be measured by an “activity,” an “output” or both.) 

• Goal 1 
o Description – Uphold and comply with Idaho State Weed Laws including increased enforcement 

and notification.  
o Measure – activity- Continue to map and monitor weed infestations within County footprint to 

meet State requirements  
o On-time EOY reporting to State and Federal agencies 
o Manage weed complaints/ infestation reports within County footprint 
o  
o Measure – output- Continued CWMA State funding 
o Compliance with State requirements year over year, with no violations 
o Continued positive feedback from State agencies on Work Plan 
o Maintain open lines of communication between State agencies 
o   

• Goal 2 
o Description – Maintain internal department training and education on new invasive weed species 

and weed control technology. 
o Measure – activity- Stay current with State regulations 
o Attend Annual Noxious Weed Conference (all team) 
o Superintendent continue to attend annual Superintendent’s Meetings 
o Maintain annual certifications and license requirements 
o Maintain open lines of communication with State and local agencies 
o Know what resources are available to obtain pertinent information/ 
o Measure – output Department is knowledgeable and effective 
o Department meets needs and concerns of Blaine County citizens 
o Ensure program is compliant with local, state and federal regulations 
o - 

• Goal 3 
o Description – Maintain public awareness and partnerships 
o Measure – activity- Continue to host Annual Fall & Spring CWMA meetings 
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o Continue to host Annual Noxious Weed Workshop 
o Continued partnerships with ERC & WRLT  
o Run newspaper ads 
o Continued team education & training 
o Annual presence at Blaine County Fair 
o  
o Measure – output- Active CWMA members 
o Continued increase year over year at Annual Noxious Weed Workshop 
o Positive feedback from community and agencies in regards to weed control efforts 
o Positive feedback from community and agencies in regards to newspaper 
o Increased community awareness of State/ local ordinances  
o  

• Goal 4 
o Description –  
o Measure – activity 
o Measure – output  



Blaine County Weed Control

FY2020 Midyear Report     (What did you do with the money last year)

FY2021 Budget Request    (What you still need money)



Mission Statement

To protect the property owners Of Blaine County from the harmful impacts of 
Noxious Weeds.



Our Dept. is required by Idaho Law
We answer to the Blaine County Commissioners but also to these others.

Title22 Chapter 34 Idaho Code Noxious Weed Law.

Rules and Regulations Idaho Code.

FIFRA Federal Insecticide, Fungicide, & Rodenticide Act.

US EPA Environmental Protection Act.

US Clean Water Act.

Idaho Dept. of Environmental Quality.

And we deal with many other Federal, State and Local Agencies 



Our Staff,       NO,        Our Team.

 Matt Dilworth    Weed Dept. Assistant



Kay Draper    Dept. Support Specialist



John Cenarrusa Weed Supt./Dept. Manager



New Equipment.  Thank You.



Control Methods: Herbicides, Bio-Control, 
Reseeding, Incentive program





A lot of Public Awareness:  Newspaper 
adds, Radio adds, Displays etc.







Spraying County Property



We do a lot of ROW spraying



CWMA Spray Days







Lots of Training



Enforcement Spraying



Before



After



Watching for problems





Funny but True



FY21 Budget Request
Department Request

Total A Budget $118,019.87

Total B Budget $82,072.00

Total C Budget  $0

Total D Budget $53,853.04

Weed Dept.  Total $253,944.10

Decrease of $9,522.90 from FY20

Feel free to increase any or all budget line items 



This request is a barebones 
budget, even with it, some 
of the programs will be cut 
back or in some cases 
eliminated.
Thank you for your time.

We can go through the budget line by line if you want, and I can show you my 
changes.

Do you have any questions.
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