THE CHALLENGE

The city’s existing system had grown complex over time:

¢ Fragmented metrics: Each department tracked its own measures with inconsistent

definitions.

e Reporting overload: Staff spent significant time preparing static reports few people

used.

e Low clarity: Data told what happened, not why or what should happen next.
Leadership realized that information abundance was not the same as insight.
Departments were “reporting to report,” and council lacked clear visibility on results across
service areas.

“We had a lot of data, but not a lot of decisions driven by it.”
— Manager, Corporate Performance, City of Calgary




RESULTS

After two years of implementation, the shift delivered measurable benefits:

Metric 2019 (Before) 2022 (After)

Number of KPIs in corporate 600+ ~120
report

Departmental reporting time per ~ 6—8 weeks 2-3 weeks
quarter

Citizen satisfaction with 54 % 72 %
information clarity

Use of performance data in Minimal Regular agenda item
council discussions

Decision-making also became faster and more targeted — staff could trace how
budget reallocations affected key outcomes, allowing for real-time course corrections
during emergencies like the 2020 flood response.

“The focus moved from reporting to learning — that's when performance became
meaningful.”

— Director, City Strategy, City of Calgary




LESSONS LEARNED

1. Less is more.
Fewer, sharper indicators create more clarity and conversation than pages of data.
2. Link measures to purpose.
When people understand how their metric contributes to a larger goal, data
becomes motivational.
3. Visual storytelling builds trust.
Dashboards made results visible — to leadership, staff, and the public —
reinforcing accountability.
4. Performance culture needs coaching, not compliance.
Managers who used data to guide dialogue saw the greatest engagement gains.

PRACTICAL TAKEAWAYS

e Audit your current metrics — ask what each one changes or explains.
e Reduce duplication by aligning measures across departments.

e Visualize outcomes using open or shared dashboards.

* Train leaders to interpret data as stories, not spreadsheets.

e Publicly share results to build credibility and continuous learning.
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