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Why assess financial
management?

= Financial sustainability is not only about money
= Good financial management is critical to fiscal resiliency

= Financial management performance has organization-
wide and community-wide implications
= Supports successful delivery of direct services
= Enables better decision making by elected officials
= Good financial management enhances public trust
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Why the CIPFA-GFOA FM
Model?

= The need for a self-assessment tool
= Consistent with GFOA'’s best practices mission
= Logical next step to GFOA's set of best practices
= A cost-effective tool for GFOA members (no consulting required)

= Why borrow from CIPFA (UK Chartered Institute of
“ PUblIC Finance & Accounting)?
= .n CIPFA s FM Model i in use since 2004, in 3 generation — proven
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What the FM Model Provides

= The CIPFA-GFOA FM self assessment model self-
assessment model helps governments

= Understand current status of financial management within the
organization

. _Highlight strengths and weaknesses
= ldentify predominant style and roles of financial management
| _):/,__:___Chart a path for progressive improvement

i

= Not a “box-checking” exercise

"__{/'- ility t reak do _r)_r_esults lets you see the story behind the
> ‘

/'./

‘State ecome the source of improvement
. | stem
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What it does

= The CIPFA-GFOA FM Model allows government leaders
to examine financial management in depth, across their
organizations, to:
= Understand the predominant style of financial management.
' See how financial management style supports strategic goals.

Promote a conversation about the role of the financial function
gnd how it will evolve
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Essential Characteristics

= Profile strengths and weaknesses
= |dentify role and style of the finance
function
Charts a path for progressive improvement
= Encou ages collaboration
=y "H!'h nlzatj.(;n’

u rganization
-
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Progressive & Multi-Dimensional

= FM model features:
= 3 “styles” of financial management
= 4“dimensions”
' These combine to form a progressive and
ulti-dimensional assessment approach
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3 Styles of Financial
Management

1. Securing Stewardship
= Control, accountability, regulatory requirements

2. Supporting Performance
~ Customer focus, efficiency, effectiveness

s
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yling Transfc "tio_n,

ge . sk; receptive to new ideas
e g i
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4 Management Dimensions

1. Leadership
=  Strategic direction, business management, “tone from the

petenues and engagement of staff
anagement and control of financial processes

//:;' omer focus, relationships with

anC|aI health L~
/f':::
\}% How effective is your jurisdiction’s
//}mp‘m—em financial management? FMModel@gfoa.org | fmmodel.gfoa.org | 312-977-9700 10
3 FM Model Community



The FM self-assessment system Is
multi-dimensional and takes a
progressive perspective

Securing
Stewardship

Supporting

- Performance

Enabling
Trans-
formation

//>mw

Leadership

Good Practice
Statements &
Questions

Good Practice
Statements &
Questions

Good Practice
Statements &
Questions
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What Is your financial
management style?

Enabling

transformation

Supporting
| performance
- ‘ //f

. —~ o~
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Financial Management Styles

= Securing stewardship

= The baseline style, the bedrock of financial
management
= Emphasizes control, probity, meeting regulatory
equirements, and accountability.

= Traditional role of finance function
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Financial Management Styles

= Supporting performance
= Going beyond securing stewardship

= this style emphasizes

= resp ns_jy_gness to customers,

| fficiency and effectiveness, and
"bommitment to improving performance

L = Both within the function and at the organizational level
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Financial Management Styles

= Enabling transformation

= At this stage, organizations can transform themselves
Into:
; = jurisdictions that are strategic and citizen-centered,
- g . anted toward the future,
= proactive in managing change and risk,

gused on outcomes, ?’d/,
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Financial Management Dimensions

= | eadership

= Focuses on strategic direction and business
management, and,;

= The impact on financial management of the
~vision and involvement of the organization's
- Board members and management team;

The tone set from the top will be critical.

~ -~

2
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Financial Management
Dimensions

= People
= which includes both the competencies and

= the engagement of staff,
= within and throughout the organization

e
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Financial Management
Dimensions

= Processes

= examines the organization’s abllity to
" design,
= manage,
= control and

P
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2s to support
strategy. /i
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Financial Management
Dimensions
= Stakeholders

= acknowledges the relationships between the
organization and those with an interest in its financial
‘health.

ublic service organizations interact with a web of
~ stakeholders from government, inspectors,
~ taxpayers, partners, suppllers customers or clients.

18 stakeho ders have legitimate expectations
i ﬁ!’fl finances of the organizations. This is

2 public interest.

-
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Financial Management
Dimensions

= Boards, Finance professionals, and
Management can use the FM Model
together

- = Promotes collaboration

= Itwill give the Board a picture of FM practice in the organization,
creating a profile of strengths and weaknesses, the predominant
style, and how style supports (or fails to do so) the organization's
n /7 ariety of uses, including testing existing
good practlce and |dent|fy|_g.

//
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The Self-Assessment Process

Conduct survey Analyze results Create roadmap

= Subscribe = Define participants = Review survey = Agree on improve-
= Review Statements and roles results ments needed
= Decide on goals = Administer survey = Conduct follow up = |dentify action items
interviews = Create timeline
= |dentify opportunities = Assign responsibilities
for improvement

O
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Review statements

Individual contributor
feedback - Statement L6

| |- L6 : Statement Questions previous statment Statement Overview
next statement Back to Dashboard
Don't
Statement Yes Ho Partly Know
L6 The Government integrates its business and financial planning so that it aligns resources to meet current and future

objectives and priorities. Performance management is enabled through measures of outcomes and efficiency.
1. Has the City Council setthe strategy expressed in the Strategic Plan?
2. Does afocus on results that matter to citizens permeate strategies, processes, and decisions?

Does a Business Plan describe the organization’s goals/objectives design to achieve the strategies in the Strategic Plan,

3.
activities to reach the goals, and link these with financial impact and resource requirements?
4 |5 the Business Plan directly linked to allocations in the budget? Do changes in budgetary allocations link directly to a
’ change in strategy/policy as articulated in the Business Flan?
5. Does the Business Plan estimate resource needs and impacts for at leastthree years into the future?
Contributors No comment yet -
Comments:
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Decide on Goals: articulate and
communicate them
Each jurisdiction has its own goals

General Goals: Assure, move toward, attain, and
best practice-based public sector financial

/ igement, based on areas of strength and
your goy arnment wants to emphasize.
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Goals Example
Arden Hills, MN

= How do we objectively and comprehensively
evaluate our performance

= Customer service ethic

B inuous improvement

= Alearning organization

78 .kl_ng the_-—_v‘\nu‘lgggto improve (change)

i

Initiate > -
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Goals Example
Redmond, WA

= Look at major activities

= Fiscal policy advice and
guidance

= Department leadership
= Department administration

e

/ on of Redmond Finance Department

bl “ atively ead and support business solutions
//e promote accountable and efficient
ons for he beneflt of the Redmond

- =
- =
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Develop a Communication Plan

= Articulate the purpose of the self-
assessment (you can use this throughout
the process)

o

ldentify key stakeholders
= Who are your key stakeholders?
e Vhat wil ey want tC)’gnow’P

Sntive to survey part|C|pants
S tlme |
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Conduct Survey

= Define participants and roles
= |dentify which survey questions to assign

= Administer survey

./'-' - -~
-

Z /|
Conduct survey | ‘u}\m
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Contributors Complete Survey

Staterment Yes Mo  Party DOMt
know
L1 There is an effective framework of financial accountability that is clearly understood and applied throughout the
/ \ Government from the CAO through executives, to senior managers, to front-line service Other Finance,Other Finance.
1, Does the CAQ set the tone that finance matters? 8 @ & 8
5 Are there written policies and governance arrangements that define the financial managerment roles and -~ & I I
) responsibilities at all levels?
3 Does the CAQ have an overview of the Government's financial position, including from component units and o ~ - ~
' important partners that provide government senices (including major private contractors)?
4 Does the CAOD have an overview of the Gavernment's risk exposures, including fram companent units and important o ~ - ~
' partners that provide government services (including major private contractors)?
5 Are external audit and associated management letter free from concerns about the Government's governing policies, -~ o - -~
' accountabilities, or decision-rmaking rights?

How far does this statement apply?

- Hardhy Somewhat Mosthy Stronghy 1 0 0 /0

00 05 10 15 20 25 30 35 4.0
c 6 6 6 6 & 6 6 o of the questions

I 2bove

W Yes: 40%
- W o 40%
B Partly: 20%
Don't Know: 0%

Comments: The County is currently undergoing & strategic planning
process with budgeting for outcomes included. An ERP system
will also be installed to track process of BFOQ and strategic
plan process.

m 7’ previous statment ° Back to Index °

CO N d u Ct S u rv ey next statement o Back to Dashboard o

\) . . . . . .
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Monitoring Progress

== \@ CIPEA-GFOA i Pursuing World-Class Performance
=+ FM Model Community in Public Financial Management

HOME | MNews | About | User Guide | Best Practices | Purchaser Dashboard Lead Dashboard | Log off | Change Password | Create POF |

Lead dashboard

As lead person of the FIM model for your organisation you can perform a variety of tasks from this
dashboard.

The five colored blocks will take you systematically through the process of setting up surveys and sub
surveys, managing contributors, monitoring responses and completing Master Survey

EE R
100% 67.9% 3 0% 7

Complete Complete Average Complete Reports available
0 unread 66.3% of statement 0 Average score
messages questions scoring on
complete survey
Phrase Setup Unlock Contributors o Contributor feedback Complete survey View reports (p ]

00

Contributor Setup Contributor Messages o Auto Complete

0000

Conduct survey
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Analyze Results

= Review responses
= Compare participant responses to Master

= | ook at differences between categories of
tributors

/' cores related to styles and dimensions

, .,. unders d why means — tentative

¥ e g >
/ ’ o - / 4
Ny 4 5 r .
7 rd ‘1,.,.’ :., ‘ -
| g Ay S
V4 /l/
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A

Analyze results

)‘9@
/) CIPFA-GFOA
L FM Model Community
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Analyze Results

: B REF:REPTL1 ) Printing your report
Green: existing Traffic light report using

1 H 1~1 To create a POF ofthe page click on the "Create PDF link abave.
flnanCIaI pOIICIeS average from maSter suwey To printthis page out click "'CTRL+F" or click on the "Print’ link above.

are aligned with
strategic goals
Yellow: some

Master average scoring Master coring by Managerment dimension/Financial management styles

Harizantal ar chart here, y axis as below, x axis 1-5 score:

- Leadership average

mlsallgnment Of People average
oo Processes average
p0||C|eS and ~ Stakeholders ’

goals Securing stewardship average
: Supporting performance average
Red . Enabling transformation average

Misalignment
between financial
pOlICIGS and Leadership average

People average

gOaIS Processes average

Stakeholders

Contributor average scoring

Harizontal ar chart here, v axis as below, x axis 1-5 score:;

Securing stewardship average
Supporting performance average
Enakling transformaticon average

Ze results
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Analyze Results

= Results are aide to guide the
Agree on Improvement plan

Improvements

needed = |dentify Strengths / Weakness

Identify action | .. Develop Road Map for
items - Improvement

Create timeline B |ge nt| | to C0||ab0rate
ASSign - / / = ,/H,’.-"" _— g y
responsibilities L // | =

financial management? FMModel@gfoa.org | fmmodel.gfoa.org | 312-977-9700
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Gather more information to
get in-depth information

= |dentify what you want to know more about
= Use follow up interviews with individuals

= Use focus groups to learn more, try out
1 §ible solutions

pand the appllcatlon of the survey tool itself

>
Analyze results
| .-‘-;4‘@ . . . . ..
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Communicate the Results

= Communication is not just at the end, it's
at the beginning and the middle

- Understand the implications of assuming
“others have as high an opinion of you as
- you do

ere is alw ys somethlng good to report

C seIf assessment IS
Agalzecouie /,
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Develop Roadmap

= |dentify who to collaborate
@ ) with

= \WWork as a team rather than
iIndividually

= Be particularly careful not to

draw Incorrect conclusions
‘Find out more about why

~ respondents scored statements
- as they did through
interviews/focus groups

Create roadmap
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Develop Roadmap

/ N = |dentify strengths, make sure you
keep these

= Be selective about what you want
to change

= Develop a timeline, tasks and

~ accountabilities

Lééﬁouztpqt:gggf

ﬂmy | il o~

Create roadmap i -~
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Re-Assess

= Compare to baseline

= |dentify who will participate
= Continually improving?
Slip in some grea?

P /
o R ,v(

Create roadmap 7/ — h_
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Case Study — City of Redmond

= Deployed the model on three levels

= Focus internal to finance
=  Self assessment — internal norms, beliefs, opinions

= Focus on city management team
et “Department directors and senior managers
= Confirm or challenge Finance assessment
Customer’s perspective
S on city politice leadershi
g " ER et 2

' cess improvement efforts
SPE - ””

o

- P f’L R—
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Case Study — City of Redmond

= Redmond Culture
= Strong mayor form of government
= Very good (safe) politics
Progressive / engaged community

= Pride in their local government
. o

-

e ‘ - e
| // nt a “team sport”
101 tcomes

" . :" -
anaaemen
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—
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Case Study — City of Redmond

= What Redmond learned
= Have only deployed in phases 1 and 2 thus far

= They assumed they had a very good finance function,
but
- = Observed many “gaps’
Compared gaps to organizational vision, goals and
- culture to prioritize next steps
~ = Alignec FM NV odel learning with city’s internal

// ment” efforts

y true where customers have identified

= =
T

e
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City of Redmond
Gaps: internal assumptions vs external perceptions

Statement Yes Mo Partly

81 External stakeholders have confidence in the integrity of the Government's financial conduct
Does the budget document and on-line presentation include a concise summary and guide to the key issues and = = = =5
aspects of the operating and capital components of the budget, which is accessible to non-expert users? == =

Is a summary of year-end financial information presented in a way that is accessible to non-expert users, such as =
an on-line popular annual financial report (FAFR) ==
Are there appropriate public-facing mechanisms to support public confidence in basic stewardship (e.g.. whistle-
3 blower protection policies; ethical standards/codes of conduct: disclosure of conflicts of interests; fair and open ] @ ) )
purchasing policies)?

Does the Government publicize how the public can register concerns or complaints (e.g., a 311 telephone number, =

@ (] (]

¢ website)? " =
5 Do the Management Team and Council openly advocate for and actively promote high ethical and professional @ P P P
i standards? 2 : 5

How far does this statement apply?

eameenenen 100%

00 05 1.0 1.5 2.0 25 30 35 490 :
of the questions

L = S L L L L . a bove

B Yes: 20%

B MNo: 60%

B Partly: 20%
Don't Know: 0%

/ ot

/13
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Case Study — City of Redmond

= Next steps

* Intend to extend tool (on limited basis) to
policy makers
= Expect to have (continue) active dialog about
~ how we can enable transformation
\Will leverage Budgeting for Outcomes dialog with
il m DS i,:ons L

lget r Outcomes is an active source of
Sil 0g with our council and community

[ o e
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Case Study — City of Arden Hills

= Have deployed to:

= City management team
= City Administrator
‘Director of Finance and Administrative Services
s Communlty Development Director
= Public Works Director / Clty Engineer

ial Pl g 9 & Analysis Committee

// ee appointed by the Clty

| |

’ﬁx‘

/(= -
g g
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Case Study — City of Arden Hills

® Arden Hills learnings

L1 Very different results between the

Management Team and the Citizen Committee

The Government's long-term financial planning process
underpins financial sustainability. Sub-survey average Category average

All survey groups average score

Al 1 2 3 4 5
Individual survey group average score: FPAC Financial Model All sub-surveys 31 NIS 27 NI/IS NIS NIS
Test
FPAC Financial Model Test 34 NIS NIS NIS NIS NIS
Individual survey group average score: Management Team Management Team Financial Model Test 15 NIS 15 NIS NIS N/S
Financial Model Test
Mgt Team FM Model Test 27 NIS 27 NIS NI/IS NIS
Individual CMgmt T FI Model
Tnesl:rl ual survey group average score: Mgmt Team ode EPAC FIf Model Test 35 NIS NIS NIS NIS NIS
Individual survey group average score: FPAC FM Model Test
0 1 2 3
——
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Case Study — City of Arden Hills

® Arden Hills learnings

L] Overall scored well in securing stewardship, but
not so well in other areas based on contributors

Contributor average scoring Contributor scoring by Managerment dimension/Financial management styles

Horizontal bar chart here, y axis as below, x axis 1-5 score:

Ei ol i PR
F

Management
Leadership Styles:
Securing
People Stewardship
Supporting
Process T RTTITED
Enabling
| Stakeholders Tranzformation
0 1 2 3 4
Score
Securing Stewardship
Supporting Perfarmance
Enabling Transformation
4 ) ‘-.
- | .
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Case Study — City of Arden Hills

= |nternally Arden Hills
finance department felt
they had a very good
finance functlon they saw

nd a need to

Master average scoring

Leadership

Master Scoring by Managerment dimension/Financial management styles

People

Process

Stakeholders

0 1 2 3 4
Score

Securing Stewardship

Supporting Performance

/ | Enabling Transformation

- Leadership

How effective is your jurisdiction’s
financial management?

e

/ CIPFA-G
FM Model COmmunlty

- People

0 1 2 3 4
Score

Contributor average scoring

Contributor scoring by Managerment dimension/Financial management styles

Horizontal bar chart here, y axis as below, x axis 1-5 score:

Process Stakeholders

Process

Stakeholders

0
Score

1
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Case Study — City of Arden Hills

= Arden Hills’ next steps

= |ntend to extend tool to all internal staff to
identify issues and misperceptions

- =We t00 'expect to have (continue) active dialog
~about how we can enable transformation

———

-

o~
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Case Study - Yolo County

= Looking for financial management model that supports
financial sustainability.

= Found the FM Model
- // Used survey tool to assess current practices
g F nalyzed deviations from best practices

- 'f,"

4*‘ Ioped plan to phase in Improvements

pANETIEC PLalio é:-l_‘asks for inclusion in Tactical Plan

e dge

/ :‘__f-/ / o f‘ p’; -
A 1 . S/ - ) .:, ‘—f =5 e . /o
: r, -'/’ _.‘/,/
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Case Study - Yolo County
Wanted to Understand Shortcomings

Result of the financial management assessment
shows where improvement is needed:

Financial Management ) )
Management Dimension

Leadership Stakeholders
23 2.1 2.3 2.4

| Supporting Performance 1.9 1.8 1.9 1.6

Securing Stewardship

Enabling Transformation 21 1.7 1.8 1.6
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Case Study - Yolo County
ldentify Gaps & Improvements

= Strategy: correct basic deficiencies first

Color code Management Style Priority [ Include in improvement plan?
Securing Stewardship 1 Yes
Supporting Performance 2 Yes
. Enabling Transformation 3 No. Defer.
xample of how to identify improvement:

Managers understand they are responsible for delivering services cost- 1.9
effectively and are held accountable for results.

agers understand that they must create Public

sion, including using resources effici r

ncial outcomes and
for their appraisal?
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Walk-thru the FM Model

@I How effective is your jurisdiction’s
FMModel@gfoa.org | fmmodel.gfoa.org | 312-977-9700

financial management?
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Pursuing World-Class Performance
In Public Financial Management

= Testimonials

= “If you've been working with your own locality for years, you've
grown accustomed to its CAFR, its practices, its budget process
and its policies. The FM Model is a way to take a new look at
~what your locality has in place and to survey the practices, using
~an objective questionnaire. It helps open the eyes of
organizational managers, provide ideas for improvement, and
validate the good things already in place.”
— Chris Morrill, City Manager, Roanoke, Virginia
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