PEMPAL TCOP thematic videoconference on
Russian Federation Experience in in treasury bodies’ performance evaluation
November 14th, 2013
According to the TCOP Activity Plan for 2013-2015, a thematic videoconference was held on November 14th, 2013, devoted to the Russian Federation experience in treasury bodies’ performance evaluation. This videoconference was a follow-up discussion after the TCOP workshop held in April 2013 in Kiev. The meeting was attended by representatives of Armenia, Azerbaijan, Belarus, Georgia, Moldova, Kazakhstan, Uzbekistan, Ukraine and Russian Federation.  The meeting was attended as well by members of the TCOP resource team: Elena Nikulina and Ion Chicu.
Many participants to the workshop in Kiev have expressed their interest to learn more about Russia’s experience in evaluation of the efficiency of treasury system. In order to respond multiple questions of the TCOP members, Alexander Demidov, deputy head of Federal Treasury of Russia, prepared a presentation on his country’s experience in treasury bodies’ performance evaluation, and presented it during the videoconference. The presentation is embedded below.


In his presentation Alexander Demidov has familiarized the attendees with the approaches applied in Russian Federation in order to ensure a balanced treasury system. Also, he presented in detail the methodology of calculating the personnel workload in the treasury system of his country. Alexander Demidov has talked about the justification of the need to establish a performance evaluation system, as well as about the performance evaluation methodology applied in the Russian treasury system.   
Detailed information on the mode of determination of the organizational and personnel structure on the basis of assigned functions and competences has been brought to the videoconference participants. A 6 levels process is being used in the treasury of RF in order to determine  the appropriate organizational structure, including: analysis of Federal Treasury functions, description of business processes, determination of operations related to the business processes, needed time estimation, determination of number of operations, and calculation of workloads for specific functions. 
The speaker demonstrated several formulas used for calculating the personnel needs in the treasury bodies, personnel strengths, employee’s performance index, performance index of structural subdivisions of Federal Treasury, etc. He also brought many practical examples on the discussed topic. 
[bookmark: _GoBack] A questions&answers session followed after the presentation. The videoconference participants were in particular interested to learn more about the way the performance evaluation system was developed and approved (Answer: The system was developed by a working group created within the Federal Treasury. The methodology was approved by the management of the Federal Treasury).  Also, several questions referred to the logistics of organizing the evaluation process, timeline, staff involved, etc (Answer: There is a division within the Federal Treasury responsible for evaluation process. Evaluation lasts 9 months and is performed by 5 specialists). Several questions were related to the risk assessment process in the treasury subdivisions, and Alexander Demidov brought concrete examples in this area. He expressed his readiness to continue sharing this experience for the TCOP members in the future.
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Goal: ensure proper balance between tasks and the resources allocated to fulfill these tasks 

Background:

   - In 2005 the Federal Treasury became an independent federal executive agency (operating on the basis of MoF’s Treasury agencies) 

-   Russia’s Treasury system had a three-level structure in 2005 - Central Administration of the Federal Treasury, Territorial Offices of the Federal Treasury (83) and Federal Treasury branches (over 2200);

  - Over 56,000 employees;

  - Multiple and constant requests from Territorial Offices of the Federal Treasury to provide more personnel and financial/material resources; 

- Pilot working group establish for one of the Territorial Treasury Offices to research the needs

Approaches to ensuring balanced treasury system
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Ratio of assigned functions to resources (human, material, financial) 
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Financial resources 



Workplaces 



Number of employees 



Equipment and technologies 
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1. Analysis of Federal Treasury functions 

6. Calculation of workloads  for functions



2.  Description of business processes

3. Determination of operations under business processes

5. Determining the number of operations

4. Estimating time requirements for executing operations

7. Determination of organizational and personnel structure

Determination of organizational and personnel structure on the basis of assigned functions and authorities 
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Personnel needs calculation formula



Чш = То / Фп  



Where: 

	Чш – estimated personnel needs;

	То -  total work time of the operations performed by personnel

	Фп -  useful fund of working time per employee per year 

(the difference between the normative working time fund (2000 hours) and the number of estimated absence days for reasons of annual leave, sick leave etc (estimated on the basis of accounting data* (estimated value – 10% of normative working time fund)  





* On average, useful fund of working time per employee per year equals 1,910 hours

*

*

The number of employees at the Treasury is on the rise – general approach
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Formula for calculating personnel strength at Federal Treasury agencies (Ч)

                                 Ч = Ч ф + Ч ю + Ч о + Ч р + Ч моп

Ч ф = К лс / К н – personnel strength of the “operations area”,

                                where: 

       Клс – number of “conditional” client accounts;

	    Кн  = 5, workload ratio

                    (number of client accounts per employee of the operations area)

     К лс = К п х 1 + К р х 0,43 + К ад х 0,4 + К вр х 0,3,

                                where: 

      Кп – number of accounts of public agencies -recipients of public funds; Кп = Клс/ Чф

	 Кр – number of accounts of public funds’ administrators;

       Кад – number of accounts of revenue administrators;

       Квр – number of accounts under temporary management

      1; 0,43; 0,4; 0,3 – weighted ratios of the workload for servicing accounts of respective types to the workload of servicing accounts of public agencies - recipients of public funds 
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Formula for calculating personnel strength of Federal Treasury agencies (Ч)





    Ч ю = Т ю / Ф п – personnel strength of the legal department,

                                where: 

       Тю – work hours for the tasks of the legal department,

	 Фп – useful fund of the working time per employee per year;

                    

      Ч о = Ч ф х 25 / 100 – personnel strength of the logistics area, 

                                where: 

       Тю – work hours for the tasks performed by employees of the logistics area

	 Фп – useful fund of the working time per employee per year;



      Ч р – personnel strength of the management;

    Ч моп  = (Чф + Чю + Чо + Чр) х 15/100 – personnel strength of junior management

*
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Justification for the need to establish a performance evaluation system



Performance evaluation







At qualification exams 

During competence assessment/certification 

Information on performance evaluation 

Linkage of performance 

evaluation results

*

For providing bonuses, 

salary/material 

incentives





For moral incentives and 

promotion decisions
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 Performance evaluation system at the Federal Treasury 

External performance assessment of the Federal Treasury - government, customers, society

		Performance evaluation of territorial agencies of the Federal Treasury 

		External performance assessment of Federal Treasury territorial agencies 



Performance evaluation of divisions and departments of the central administration of the Federal Treasury, divisions of territorial agencies

Performance evaluation of employees of the central administration and territorial agencies of the Federal Treasury

*





Performance evaluation, 

Federal Treasury



Performance evaluation, 

Federal Treasury Agencies 



Performance evaluation, 

Structural Subdivisions 

of the Federal Treasury



Performance evaluation, 

Federal Treasury employees 
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Formula for calculating employee’s performance index 

(Рс):





                                  Рс = 100% - Он, 

     where:

    Он – weighted ratio of unfulfilled indicators

                                  Он = О1+О2+…,

	where:

	О1, О2,… -  assessment of each unfulfilled indicator



*
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Example of Federal Treasury’s Employee Performance index table

*

		Name of the civil servant, position, agency 

		Performance index of a federal employee -  civil servant who works at the central administration of the Federal Treasury		Total performance assessment 
Ообщ (100%)

		Lack of irregularities at hiring, transferring and dismissing employees, as detected/reported by controlling and supervisory authorities
 (О1)		Control over the terms and procedures for certification and performance reviews of civil servants 
(О2)		Control over the terms and procedures for conducting qualification exams of civil servants 
 (О3)		Lack of grounded complaints from employees over hiring, working or being dismissed
(О4)		Ensuring the protection of employees’ personal data
(О5)		Providing required reports on time, veracity of the reports 
 (О6)		Providing required reports on time, veracity and quality of reports and other materials provided to the leadership of the Federal Treasury, Russia’s Ministry of Finance and other line ministries and agencies (О7)		Following the instructions from the Head of the Department, his or her Deputy in charge of human resources-related issues (О8)		Observing work behavior rules and regulations 
(О9)

		Ivan Ivanov, Head of the Human Resources Department at the central office of administrative division
		15%		10%		10%		10%		20%		15%		10%		5%		5%		100%
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Formula for calculating performance index of structural subdivisions of Federal Treasury Agencies 

(Рп)



Рп = Р1 +Р2 + Р3 + Рэв…+ Рi /i,



                 where:

   

Р1, Р2, Р3, Рi  – performance indicator for fulfilling tasks №1, №2, №3,  №i; 



Рэв – index of efficiency of cooperation between structural subdivisions

                                              Рi = 10 – Ci * Hi,

               where:

10 – top grade for fulfilling a task; 

Ci – sanctions for violation or non-performance of the task;

Hi -  number of violations for the respective task.





*















*
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Pi = 10 – Ci * Hi ;

		where:

		Pi – performance index for the implementation of respective task;

		10 – top grade for fulfilling a task; 

		Ci – sanctions for violation or non-performance of the task;

		Hi - number of violations for the respective task

Performance calculation and evaluation table for structural subdivisions of Federal Treasury



*

		№		Functions 		Tasks 		Number of violations
(Нi)		Sanctions 
(Сi)		Performance index (Рi)

		1		2		3		4		5		6



		TOTAL 
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Performance calculation and evaluation table for Human Resources Department of the Federal Treasury. Example 

*

		№		Function 		Tasks 		Number of violations
(Нi)		Sanctions 
(Сi)		Performance index (Рi)

		1		2		3		4		5		6

		1		Organization and conduct of competitions for vacancies at _________		Conduct of competitions for vacancies at _________		None		2		10

		2		Organizing and ensuring the organization of qualification exams of civil servants 
_________		Assigning grades to civil servants 
________ 		None		2		10

		3		Organization and conduct of certification of public servants 
_________		Conduct of certification of public servants ___________		None		2		10

		4		…………		…………		…………		…………		…
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Formula for calculating performance index of Territorial/regional Offices of the Federal Treasury:                                                                

                  ROFT = Р1 + Р2 + Р3 + Рвн….+ Рi / i,     

      where:

      i  – number of tasks;

      Р1, Р2, Р3, Рi  – performance indicator for fulfilling tasks №1, №2, №3,  № i; 

      Рвн – external evaluation.





                                      Пi = 10 – Ci * Hi ;

	where:

	Пi – performance index for the implementation of respective task;

	10 – top grade for fulfilling a task; 

	Ci – sanctions for violation or non-performance of the task;

	Hi - number of violations for the respective task

*
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Incentives/bonus system at the Territorial Offices of the Federal Treasury

Office of the Federal Treasury Performance Bonus 

(1 per year)

Department/unit Performance Bonus

(1 per year)

Employee Performance Bonus 

(1 per month)

Draft regulation of the 

Federal Treasury

under

development 

*



Performance assessment 

results 

of the

Federal Treasury 

Office

Performance assessment 

results of the

departments/units at the 

Federal Treasury Office

Performance assessment results 

of employees 

of the

Federal Treasury Office, including leadership  
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Bonus calculation methodology

1. Пфф1 = Ппф1 х ROFT/10,  

      where:

      Пфф1 – actual bonus fund of the Federal Treasury territorial/regional office;

      Пфф1 – planned bonus fund of the Federal Treasury territorial/regional office;

      Руфк – performance index of the Federal Treasury territorial/regional office.

2. Пфф2 = Ппф2 х Рп /10,

      where: 

Пфф2 – actual bonus fund of the structural subdivision;

Ппф2 – planned bonus fund of the structural subdivision;

Рп – performance index of the structural subdivision.

3. Пфс3 = Ппс3 х Рс /100%, 

      where:

Пфс3 – performance bonus fund of the employee;

Ппс3 –  planned fund per employee

Рс –  performance of the employee.
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