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Index of Questions

Over-arching Questions
Results Accountability (for whole populations)
Performance Accountability (for programs, agencies and services systems)

|. Introduction

0.1 What is the purpose of this guide?

0.2 How do | use this guide?

I1. Starting Points (Over-arching Questions)
A. BASIC IDEAS

1.1 What are the basic ideas behind results and performance accountability, and
results-based decision making and budgeting?

1.2 How is this different from all the other approaches we've seen over the years?
Why is this not just the latest fad?

1.3 How do we get people to care about this work?

B. STARTING AND SUSTAINING THE WORK
1.4 Where do we start?

1.5 How do we get people together to do this work

1.6 Where do we start in a (state, county, city or community) that wants to do
this? Where do we start in one that doesn’t want to do this?

1.7 What do we do with people who are cynical and burned out from the last time
we tried this?



1.8 How do we fit together different approaches when there is more than one
approach to results and performance accountability being used in my area?

1.9 How can we work on long term well-being in a political environment with term
limits and demands for immediate success?

1.10 How is this work different in the executive branch vs. legislative branch?

1.11 How do we do this if the levels above us (e.q. federal, state, county, cit
don't care and won't help?

1.12 How do we keep this simple? (Or What do we do when things go off track?)

1.13 How long should all of this take?

I1. Questions about Results Accountability
(for whole populations)

A. BASIC IDEAS

2.1 What are the basic ideas of results-based decision making and budgeting?
2.2 What is the dlfference between populatlon well-being (results accountablllty)

2.3 How do we get people to understand the difference between indicators and
performance measures?

B. IDENTIFYING POPULATIONS

2.4 What are some populations for which results can be developed and used?

C. CHOOSING RESULTS

2.5 How do we select results for a given population?

D. SELECTING INDICATORS

2.6 How do we identify results in terms of everyday experience?



2.7 How do we select indicators for a result?

2.8 Where do we get the data for indicators? How do we get better data?
2.9 What do we do if we don't have any good data at all?

2.10 How do we create a report card and what do we do with it? (on child and

family well-being, for other populations, for an entire community quality of life

E. CREATING BASELINES

2.11 How do we create a baseline (trend line) for an indicator?

F. IDENTIFYING WHAT WORKS AND CREATING A STRATEGY

2.12 How do we identify what works to improve conditions of well-being?

G. DEVELOPING AN ACTION PLAN AND BUDGET

2.13 How do we create an action plan and budget?
2.14 How do we finance a results-based plan?
2.15 OK, so what's the link to the budget?

2.16 How do we create a Family and Children's Budget (an Elder's Budget, An
Environmental Budget) and what do we do with it?

2.17 How do we create a Cost of Bad Results report and what do we do with it?
2.18 How do we present a results-based plan to the public, to political leadership?

2.19 How can we get more flexibility in the use of the money in the service system?

H. IMPLEMENTING AND MONITORING THE PLAN

2.20 How do we oversee the implementation of a results-based plan?

2.21 How do we report on progress?



V. Questions about Performance Accountability (for
programs, agencies
and service systems)

A. BASIC IDEAS

3.1 What are the basic ideas behind performance accountability?

3.2 How do we get people to understand the difference between results and
performance accountability? (reprise)

3.3_What is the difference between indicators and performance measures? How do
results and performance accountability fit together?

3.4 What is the relationship between performance measurement, performance
accountability and evaluation?

3.5 Where do we start in an organization that wants to do this?

3.6 Where do we start in an organization that doesn't want to do this?

B. IDENTIFYING PERFORMANCE MEASURES

7 How do we help people identi erformance measures for their program or
service?

3.8 What is the difference between measures that answer: "How much did we do?
How well did we do it? and Is anyone better off?"

3.9 What is the difference between the 4 Quadrant performance measures and
logic model performance measures?

3.10 How do we identi erformance measures for administrative functions like
personnel, budgeting, etc.?

3.11 What are some examples of performance measures we can use for my
program or service?

C. SELECTING PERFORMANCE MEASURES



3.12 How do we select the most important " headline: performance measures for
my program or service?

________ 3.13 Where do we get the data to do this work? How do we get better data?

D. USING PERFORMANCE MEASURES
TO IMPROVE PERFORMANCE

3.14 What do we do with performance measures once we have them? How can we
use performance measures to improve performance?

3.15 How do we use performance measures in writing and overseeing grants and
contracts?

3.16 How do we use performance measures in budgeting?
3.17 How do we use performance measures in writing grant applications?

3.18 How do we use performance measures to improve Cross agency service
systems?

3.19 How do we create a performance improvement system in our organization?
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0.1 What isthe purpose of this guide?

Thisguideisintended for those brave soulswho are working to
actually implement some form of results or performance
accouptability in their gommunity, city, school district, county, state | | Next, check out " How to Use
or nation. |mplementation isno small matter. The leap from theory to| ihe Guide"

practice requires cour age, time, discipline and some knowledge about | 2. Click on theunderlined
HOW to do thework. Thisguideis devoted to thislast ingredient, | Wordstoseemoreinformation.
how to do thework. It isan attempt to summarize as much of what we %i;gzza(:k Keytoreturn to
know about implementation as possible.

Tips

Theguideisorganized by question. And we havetried to find the hardest questions, the onesyou
might ask, and then give the best answer we could. Trying to answer tough questionsistough and
trying. Thereis gill much we don't know about thiswork, and, in truth, there alwayswill be. This
work is, by itsnature, a process of experimentation and discovery. For that reason we also see
thisguide asawork in progress, wherewe will add new knowledge as we gather it. You are part of
that gathering process. Asyou read thisyou will find that you have ideas and experience to offer.
And we would liketo hear from you about this. (Usethe back key toreturn tothispage)) You may also
think of tough questions you would like answered, and wewould liketo hear these aswell. Or you
may not be satisfied with the answer offered here. Writeto us, tell uswhat you think iswrong, and
we'll try again.

The answersto the questionsin this paper have two purposes. First to inform those doing the
work. And second to help those doing the work explain and, where appropriate, " sél” the
approach to others. Those others might be elected officials, decison makers, or new partners.

Wetry not to skimp on answers. Thetext isedited to make it readable, to present the main ideas
quickly. But we have also loaded into this guide everything we can think of that may be useful,
including detailed (and sometimestechnical ) answers, pictures, formatsand other toolsyou can
use. The guideincorporates significant material from prior publications but also includes much
material that has not been published anywher e before.

Finally, it isimportant to note that the guide has a point of view. It isnot a neutral summary of
work in thefield of results and performance accountability. Rather it isdesigned to help
implement an approach to thiswork previoudy developed by the guide's principle author (with the
assistance of many generous friends and colleagues) and presented in publications of The Finance
Project, The Center for the Study of Social Policy, The Foundation Consortium, the UCLA
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Center for Healthier Children, Familiesand Communities and the Fiscal Policy Studies Ingtitute.

(See Author and Sponsor credits, Acknowledgements, and the publicationslisted in Resour ces
and References).

We hope you find this guide useful. Please let usknow.

P.S. If you arelooking for easy answer s go to easyanswer s.com.

0.1
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0.2 How do | usethisguide?

Because thisis a web-based guide, there are many different waysto
useit. You can read it asa normal paper from beginning to end. Or you
can jump around to find things that interest you. There are many tools
to help you find what you want. See the choices on thehome page. The
paper can be accessed in any of the following ways (click on any to go
there):

Index of Questions: The guideisbuilt around a series of
questions and answer s. All the questionsin the paper arelisted
in one place. You can read through them, click on the oneyou
want to read, and go to a special page with a short answer, a full
answer, and a listing of tools, tips and case studies.

Onequestion after the other: Start at any question and click
"next," or "back" and you can read the answersto the questions
in order for as many questions as you want.

Tips

1. Usethenavigation bar at
thetop of the pageto get
around the guide.

2. Remember, if you want to
gotothepreviouspage, use
the Back Key.

3. For those with littletime
or patience, each pagehasa
" Short Answer" at thetop
which can beread quickly,
and aligt of Tipsand Toals.
4. When printing, the best
copy may be obtained by
setting your printer to print
black and white only.

Index of Topics: Topicsare presented in two ways. by major section of the paper (e.g.
Results Accountability, I dentifying I ndicators etc.) and by an common index of words
or conceptsin alphabetical order. After each topicisalist of the numbered questions

that addressthat topic.

Active Schematics: There aretwo pictures, one of the results accountability thinking
process, and one of the performance accountability thinking process. You can click on
any part of these schematics and go to thefirst question that addressthat particular

element of the process.

Index of Toals: Thisisaseparatelist of all the tools, formsand picturesreferenced in
thetext so you can look at these without going through all the answers.

Sear ch: You can sear ch the entire paper using a key word or phrase.

Case Studies: Thisisa separate list of all case examples so you can look at these

without going through all the answers.
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Read the Complete Paper in order just likea " regular paper” (And print it out if you
like) Start at the beginning. And when you get to the end, stop.

Advice from practitioners: Read advice on how to do thiswork from people who have
actually doneit, or aredamn good at talking about it..

Resour celist: Go directly to an inventory of written and organizational resour ces
which might help. Many can be accessed on line directly from the guide.

If you can think of some other way you would like to use or access this guide, please contact us
with your suggestions.

0.2
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What arethe basic ideas behind results and performance
accountability, and results-based decision making and budgeting?

The Short Answer

1. Start with ends, work backward to means. What do we want?
How will werecognizeit? What will it taketo get there?
2. Beclear and disciplined about language.
3. Use plain language, not exclusionary jargon.
4. Keep accountability for populations separ ate from accountability
for programsand agencies.

a. Results are end conditions of well-being for populations:
children, adults, familiesand communities.

b. Customer or client resultsare end conditions of well-being for
customers of a program or agency.
5. Use data (indicator s and perfor mance measur es) to gauge
success or failure against a baseline.
6. Usedatato driveadisciplined business-like decison making
processto get better.
7. Involve a broad set of partners.
8. Get from talk to action as quickly as possible

Full Answer

The5 minuteor

one page version .
— Results and performance accountability starts
Resultsdecision

with a crucial diginction: between resultsfor

makingand | \whole populationslikeall children, all elders,
Mgd_lng_ all citizens - and resultsfor the customersor
Schematic clientsof a particular program, agency or
The L anguage of | Service system. The most important reason for
Accountability | thisdigtinction isthe differencein "whois
: . accountable." Performance accountability can
Diagnosing be assigned to the manager swho run the
Language Usage various programs, agencies or service
What about systems. Results accountability for populations
Mission. Vision. ||can not be assigned to any oneindividual,
Values, Goals, nrnanizatinn nr lamxd nf anviar nmaont Thawhnla

11

Tools

1. Thel anguage of Accountability
2. The 5 minute version of results
and performance accountability

3. Resultsdecision making and
budgeting Schematic

4. Diagnosing L anguage Usage
5.a HIFT...from PROGRAMS

IoRESULTS

6. Results accountability leadsto
new questions

Stories

1. Tillamook County turnsthe

Ccurve on teen pregnancy
2. MADD turnsthecurveon

alcohal related traffic deaths.
3. Other Case Studies

Tips

1. Useresults examplesfrom the
newspaper and everyday life.

2. If things go off track, always go
back to the basicidea of what we
want for childrenin plain
language (e.g. " children are

safe’ = aresult wewant).

Advice from:

Organizational
Resour ces

References
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Objectives, Problems . . . o
and | ssues? community, public and private sectors, must shareresponsibility for results.

For a copy of the - .. . .
Whatvfgrksponcy Results accountability, results decison making and results budgeting are
Brief: "Financing | Often used interchangeably. Her e are some digtinctions worth noting:

Reform, Refor ming
Finance, contact the

Results accountability isthe overarching idea which includes

Foundation . . . . S
Consortium at results decision making and results budgeting. Accountability is
consortium.net by someone to someone for something. Results accountability is

accountability BY THE COMMUNITY (city, county or state) TO
THE COMMUNITY (city, county or state) FOR THE WELL-BEING
(RESULTS) OF A POPULATION (children, adults, families, all
citizens...). Resultsaccountability isa different way of thinking. It
organizesthework of programs, agencies, communities, cities, counties
and states around the end conditions we seek for those who livein our
community. It usesthese end conditions asthe grounding for all of the
work, including decison making and budgeting.

Results decision-making uses results (the desired conditions of
well-being) asthe starting point for making decisions. It isa business-like
processthat startswith ends and wor ks backwardsto means. It first
defines success in measur able terms and uses those measuresto gauge
success or failure.

Results-based Budgeting isa particular kind of decison making, usng
resultsto steer the development of budgets. Thisincludes budgets for
population results which span acr oss departments and beyond the formal
boundaries of the agencies governed by the budget processitself. And it
includes perfor mance budgets which use client resultsto drive budgets
for the programs, agencies and service systems of the city county state or
nation.

Perfor mance accountability is accountability BY managers TO
stakeholders FOR the performance of a program, agency or service
system. It involvesidentifying the most important performance measures
for programsand agencies and holding manager s accountable for doing a
good job on those measur es.

The L anguage of accountability: The most common problem in thiswork isthe problem of
language. People come to thetable from many different disciplines and many different walks of
life. And theway in which wetalk about programsand servicesfor children and familiesvaries,
literally, all over the map. Thismeansthat the usual state of affairsin planning for children and
familiesisa Tower of Babel, where no onereally knowswhat the other person is saying, but
everyone politely pretendsthat they do. Asa consequence, thework isdow, frustrating and often
ineffective.
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It ispossible to exer cise language discipline in thiswork. And the way to do thisisto agreeon a
set of definitionsthat start with ideas and not words. Words arejust labelsfor ideas. And the
same idea can have many different labels. The following four ideas arethe basisfor definitions
used at the beginning of thiswork. Alternative labels ar e offered:

Results (or outcomesor goals) are conditions of well-being for children,
adults, familiesor communities, stated in plain English (or plain Spanish
or plain Korean...). They arethingsthat votersand taxpayers can
understand. They are not about programsor agencies or gover nment
jargon. Resultsinclude: " healthy children, children ready for school,
children succeeding in schoal, children staying out of trouble, strong
families, safe communities."

Indicators (or benchmarks) are measures which help quantify the
achievement of aresult. They answer the question " How would we
recognize theseresultsin measurable termsif wefell over them?" So, for
example, therate of low-birthweight babies helps quantify whether we're
getting healthy birthsor not. Third grade reading scores help quantify
whether children are succeeding in school today, and whether they were
ready for school threeyearsago. Thecrimerate helps quantify whether
we areliving in safe communities, etc.

Strategies ar e coher ent collections of actionswhich have a reasoned
chance of improving results. Strategies are made up of our best thinking
about what works, and include the contributions of many partners. No
single action by any one agency can create theimproved results we want
and need.

Perfor mance M easur es are measur es of how well public and private
programs and agencies are working. The most important performance
measures tell uswhether the clientsor customersof the serviceare
better off. We sometimesrefer to these measuresasclient or customer
results (to distinguish them from cross-community resultsfor all children
and families)

Theprincipal diginction hereis between ends and means. Results and indicators are about the
endswe want for children and families. And strategies and perfor mance measures ar e about the
meansto get there. Processesthat fail to make these crucial distinctions often mix up ends and
means. And such processes tend to get mired in the all-talk-no-action circlesthat have
disillusoned countless participantsin past efforts

It is possible to use the definitions above to " diagnose” thelanguageusage | kqr 3 discussion
of a group working on results and performance accountability. Twotoolsare | of these concepts
included in thisguide to help you do this. First isa diagnoss technigue which applied to all
provides a structur e to analyze language usage and identify duplicative and children 0to 5

1.1



Inconsstent use Or 1anguage. Secona Is a Crosswalk tool wnicn allows any healthy and ready

planning process to becrosswalked to the results and performance for school. see
accountability framework in this guide. " Result’s

- o Accountability for
The Results Accountability Thinking Process Proposition 10

Commissioners.”

Results accountability involves a very simple, but business-like, thinking Click hereto go
process that can help direct thework of creating a strategy for improvingthe | to the UCL A ste
well-being of a population or subpopulation in a geographic area. Itisa to read this
smple set of notions: " What do we want for this population in plain English?" paper.

" How would werecognize it in measurableterms?” " What will it take to get

there?" Click hereto seethis processdisplayed in graphic form. In thefollowing paragraphswe
will take a quick passat the basicideasin each step of the thinking process. And then in later
sections, we will go back and explore how to do each step in mor e detail.

WHAT DO WE WANT?

Population: Results accountability startswith a whole population. A population might include all
children in a county or state, or all elders, or all elderswith a disability. Or it might includeall the
residents, and address the quality of lifefor all. The thinking processisthe same whether the
population in question is children, eldersor whales.

Results: Results are conditions of well-being we would like to say exist for this population. These
conditions are stated in plain English (plain Spanish, plain Viethamese, plain Fars...) not
bureaucratic jargon. Resultsinclude such statementsas " all children ready for schoal, all
children safe, all children succeeding in school, strong and self sufficient families” They can also
include such statementsas. " our community with affor dable housing for everyone,” " our
community with an adequate sustainable water supply,” " our community without graffitti,”
"forrests not proneto devastating fire," " a prosperous economy,” " a clean environment."

These are statements that the public can under stand, that can be used to anchor and communicate
the basic purpose of thework. In fact, aresult iSANY plain language statement of a condition of
well-being for children, adults, familiesand communities.

HOW WOULD WE RECOGNIZE IT?

The next two questions have to do with how we would recognize these conditionsif we fell over
them, first in terms of experience and then in terms of data.

Experience: How would we recognize these resultsin our day to day livesin the community?
What would we see, hear, fed, observe? If theresultsis children healthy and ready for school, we
would see children playing outside. We would hear young children with good communication skills.
Wewould fed that children were respected and loved in our community.

Indicators. How would we recognize these conditionsin measurable terms. Here we ar e looking
for piecesof datathat tell uswhether these conditionsexist or not. If the condition is child health,
we might look at therate of low birth-weight babies, or therate of emergency room accidents. If
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theresult is" children succeeding in school" we might look at the percent of children reading at
gradelevd or graduating from high school. Some of this data we currently have and can use today
in the planning process. Other data, which wewould like to have, becomes part of our data
development agenda.

Basdlines: For each indicator, we present a pictur e of where we've been and where we're headed
if we stay on our current course. These pictures are called baselines. They allow usto define
success as doing better than the baseline.

WHAT WILL IT TAKE TO GET THERE?

Story behind the basdlines: Why do these baseline pictureslook the way they do? What arethe
causes and forces at work? Thisisthe epidemiology part of the work. Digging behind the pictures
helps us get a handle on what's going on in our community and what might work to do better. As
we do thiswork we bump up against things we wish we knew mor e about. This becomes part of
our information/resear ch agenda. W€'ll gather thisinformation asbest we can between mesetings.

Partners. Who arethe potential partners (people and agencies, public and private) who have a
roleto play in doing better ?

What works: What do we think would work? What would it take to do better than the basdinesin
this community? What hasworked in other places outsde our community? What doesthe
resear ch tell us? Just importantly, what does our own personal experiencetell usabout what
would work here? The answers should draw on the possible contributions of partners; and should
involve no-cost and low-cost ideas.

Criteria: If we comeup with along list of thingsthat might work, how do we choose what to
actually do? What criteria should guide this selection process? Some criteriato think about
include: specificity (Istheidea about specific action not rhetoric?), leverage (Will it make a big or
little difference?), values (Isit consistent with our personal and community values?), and reach (I <
it feasibleto do it thisyear, next year or 3to 10 years?).

Strategy, action plan and budget: What do we proposeto actually do? This should take the form
of a multi-year strategy and action plan laying out what isto be accomplished by when. We can
then assign responsibilities and get started. Once you decide on thingsto be done, projects,
programs, no-cost and low-cost actions etc. you can use per for mance measuresto track their
progr ess.

Thisdoes not haveto takeforever. You can take a pass at thisthinking processin an hour or so.
And then go through it again each time you get together. Every time you iterate this process, your
action plan gets better.

Perfor mance Accountability Thinking Process:

Be clear about what program or agency isbeing measured. Thefirst order of businessin picking
theright performance measuresisbeing clear about what program or agency isbeing measur ed.

1.1



Thisisa" fencedrawing" problem. First we draw a fence around the thing to be measured. It
could be a program, like child care center , or a component of a program with some or ganizational
identity, like infant child care. Or it could be an entire organization or agency, like a residential
treatment center, or a department of social services. Or it could be an entire service system, like
the entire child welfare or child care service system, involving many agencies and their programs.

Next we ask our selves a few questions about what'sinside the fence. Who are our customers?
Customersincludethedirect recipientsor beneficiaries of the service. But they also include
otherswho depend on the program's performance, likerelated programsand partners. For
example, the customers of child care program include the children of the program, but also the
parents of those children, and also the local elementary school where many of these children will
enter kindergarten. It isimportant to consder the full range of customers, because, just likein
business, success depends on doing a good job for your customers.

Consder thefour types of performance measures and choose the most important.

All performance measuresfit into one of four categories, derived from the inter section of quantity
and quality vs. effort and effect.

QUANTITY QUALITY
What did wedo? | How well did we
How much doit?
EFFORT servicedid we | How wdl did we
ddiver? deliver service?

|sanyon L | sanyone better
€ lsanyone petter
off (#)7

off (%)?

How much ;
EFFECT | changefor the What quality of
better did we change for the
roduce better did we
P produce?

Not all performance measuresare of equal importance. There aretwo general classes of
performance measuresthat are most important: those that tell whether the service and itsrelated
functions are done well (upper right quadrant). These measur esinclude such things astimeliness
of service, accessibility, cultural competence, turnover rate and morale of staff. These measures
are used by managersto steer the administration of the program. If things arelate, they work to
make them timely. If turnover ishigh, they work to retain staff.

Themost important measurestell uswhether our clientsor customers are better off asa
consequence of receiving the service (lower right quadrant). We call these measures™ client or
customer results’ These are measureswhich gauge the effect of the service on peopleslives.

Usually, in programs which directly deliver servicesto people client results have to do with four
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dimensions of " better-offness.” Skills, attitude, behavior and circumstance. Did their skills
improve, did their attitude changefor the better, did their behavior changefor the better, istheir
life circumstance improved in some demonstrable way? So, for example, if you are overseeing a
child care program, you would want to measur e such things as the per cent of children with basic
literacy sKkills (skills), the percent of children with a positive self image (attitude); the per cent of
children exhibiting disruptive behavior (behavior) and the percent of children who are up to date
on their immunizations, and the percent who go on to succeed in 1st grade (circumstance).

Don't accept lack of contral as an excuse. Now thefirst thing you're going to say is" Wait a
minute. What does child care have to do with whether or not children are up to date on
immunizations? Thisisa good example of a performance measure where child care hasvery little
control over whether the circumstance improves. Child care can make a contribution to the
immunization status of its clients. Quality child care can help parentsand children under stand the
importance of regular preventive health care and can help parentsunder stand and accessthe
health care system. But child care by itself can not do these things. Soisn't it unfair to track
immunization ratesfor children in care?

If you look at the other measureslisted for child care (literacy skills, self image, disruptive
behavior, first grade success) you will notice that these measur es ar e also beyond the capacity of
the child care provider to completely control. And the point isthat all programs performance
measur es ar e affected by many factor s beyond the particular program's control. Thislack of
control isusually used asan excuse for not doing performance measurement at all. Turnover rate,
staff morale, you nameit is" beyond my control”.

In fact, the moreimportant the performance measure (e.g. children successful in 1st grade) the
less control the program has over it. Thisisa paradox at the heart of doing performance
measurement well. If control werethe overriding criteriafor performance measuresthen there
would be noperformance measures at all. Thefirst thing that we must do in performance
measurement is get past the control excuse, and acknowledge that we must use measureswe do
not completely control.

Create a performance accountability system useful to managers. - one that takes this control
paradox into account. We do thisin three ways. First, we ask manager sto assess their

performance on these measures - not on the basis of some absolute standard - or on how other
providersaredoing - but on whether they are doing better than their own history. We do this
using the same technique used for cross community indicator s the notion of baseline. For each
performance measur e we ask manager sto present a baseline of the history of their program’'s
performance, and wheretheir performanceis headed. We ask them to do better than their own
baseline.

Thisisthe central way in which businesses use data. How are we doing compared to our own
history. Later when you have the sophistication and the data, you can begin to develop and use
comparisonsto the performance of other smilar providerswith smilar mixes of easy and hard
cases. And later till, we can compar e to standar ds, when we know what good per for mance looks
like.
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In some services, like child care, we have progressed to the point where we have standar ds for
thefirst type of performance measure above. In child care we know what quality service delivery
lookslike. We have standardsfor staffing ratios, percent of staff with certain qualifications,
timeliness of service, safety etc.

Next we ask manager sto think about the partnerswho have aroleto play in doing better.
Programs cannot produce the most important resultsfor customers by themselves.

And, finally managers must ask and answer: What worksto improve performance?’ Out of this
thinking we ask manager s to present their best thinking about what needsto be done.

Thisthinking processis summarized in the Seven Questions Central to Performance
Accountability. These questions should be asked and answered at every inter section between a

supervisor and a subordinate throughout the system.
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1.2 How isthisdifferent from all the other approaches we've seen over
' the years? Why isthisnot just the latest fad?

The Short Answer

1. Maybethisisjust another fad. How well it isdone will determine
that.

2. But theresults themselves (conditions of well-being for children,
adults, families and communities) are hereto stay. Resultslike " all
children healthy and ready for school” will still beimportant in 100
years.

3. Theframework issimple and yet complete. It addresses
accountability from the highest level view acr oss systems and acr oss
communities to accountability for the smallest program in the
bureaucracy, and everything in between. And it getsfrom talk to
action fast (the major source of cynicism and failurein the past.)

4. The notion of using data to gauge our success has been part of
almost all successful enterprisesin the past. It ishereto stay in work
on population well-being and program performance.

5. One of the biggest differencesistheclear distinction between
community accountability for population results vs. manager
accountability for program client results. These have been badly
mixed up in the past. Without making this distinction clear, we make
manager sthink that their program isafailure unlessthey can
demonstrate a measur able impact on population well-being. It israre
that any one program can do this. This samethinking leadsto the
mistake of assigning responsbility for population changeto just one
agency (e.g. the Public Health Director isresponsiblefor " healthy

Tools

1. The5 minuteversion of

resultsand performance
accountabilit

Stories

1. Case Studies
Tips

1. Don't bedefensive. Thereis
nooneright answer. |f people
prefer another way of doing this
work, that'sOK.

2. When things get off track,
always go back totheresults-
the conditions of well-being- the
common pur pose, the common
ground, that all can agreeto.

Advice from:

Organizational
Resour ces

References

children") when we know this result can not be accomplished without the work of many public and

private sector partners.

6. The performance measurement framework discussed in this guide breakswith past work in a
number of ways. It skipsweeks, months, sometime year s of analysis, flow charts, program
descriptionsand other " preparation,” and goes directly to the identification of performance
measures. Most people know their program well enough to identify performance measuresright
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away without alot of preliminaries. It starts by sorting the program's performance measuresinto
common sense plain English categories (How much did we do? How well did we do it? Isanyone
better off?). Then, starting with the data you have, the most important 3to 5" headline"

per for mance measur es ar e chosen, and these measures arethen used in a disciplined processto
engage partnersand get from talk to the actions necessary to improve performance. The entire
processissummarized in 7 questions, and a first pass can be accomplished in about about an
hour, not weeks months or years. Every iteration of the 7 questionsimprovesthe action plan. See

also Get to the Point Planning.

Full Answer

Results and performance accountability could be a fad. But population results and client results
are hereto stay. Healthy children or safe communitieswill be just asimportant 50 year s from now
astoday. Programswhich improve thelives of their clientsin measurable ways will be valued
above othersaslong as programs exist. So the foundation of the work — the notion of well beingin
plain language and then in measurable terms—is, aimost certainly, enduring.

For these very samereasons, resultsand performance accountability isnot new. There have
been many past efforts which attempt to structure our thinking, planning, budgeting and
management processes around getting results.

These are some of the reasons why results and perfor mance accountability in someform ishere
to stay. What is different about this particular approach?

(1) Not just any approach: First, the approach discussed in this paper isnot just any approach
which happensto usethewords” result,” “outcome” or " performance measure,” but a
specific coherent framework articulated in a series of papersover a5 year period by the
Center for the Study of Social Policy, The Finance Project, The Foundation Consortium
and the UCLA Center for Healthier Children, Familiesand Communities. (See
references.) If you look at the entire body of work on population and performance
accountability you will find that they use different words but the underlying conceptsare
conver gent with thisframework (See crosswalk: Answer 1.8).

(2) Language discipline: Thedefinitionsused in thisframework start with ideas, not words.
Wordsarejust labelsfor ideas, and oneidea can have many different labels. Rather than
get hung up on which word isused, the framework startswith three central ideas and
allows different states counties, citiesand communitiesto attach whatever labelswork for

them. (See the Language of Accountability.)

(3) Smpleand complete: Theframework issmple, and yet accountsfor everything from the
highest level view of whole populationsto the smallest program and everything in between.
It can function at the community, city, county, state or national level. And it can be applied
to both public and private sector roles and responsbilities. It is, in fact, a fractal, using the
same basic thinking process at every level of " magnification.” (SeeResultsand

Performance Budgeting Formats - Volumel and 11.)
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(4) Theframework clearly distinguishes population accountability from program or agency
accountability. These are two profoundly different types of accountability that often get

mixed up together. Thisframework treatsthem separately, for a very smple reason.
Accountability for population well-being can not be pinned on any one person or
organization. (The health of all children in the County isnot the sole responsibility of the
county, the state, the federal government or any of the many public and private partners
who have aroleto play. It isby definition a shared responsbility. Program and agency
accountability, on the other hand, can be assigned to the manager of the program or
agency.

(5) Direct and business-like: Theframework uses data driven decison making at every
level. It getsquickly totheheart of the matter. Where other approaches take weeks,
monthsor years, the basic questions at both the population level and program level can be
answered for thefirst timein one hour. (SeetheTurn the Curve Exercise (for
populations).) This approach getsdirectly to measurement in the form of indicators and
performance measures. It breaks with the past military model of mission goalsand
objectives and goes directly to the questions: “What do you want? How will you recognize
it in measurable termswhen you get it?,”" What will it taketo get there?"

(6) Breakswith the past on the relationship between population and program
accountability. Thereationship between population and program accountability is not

linear. This may sound like an ar cane technicality, but it isa profound break with the
past. In most previous efforts (and many current efforts), thereis a continuous
progression from population well-being to agency and program performance. For
example, “ Healthy children’” flows seamlesdy (in asingleline) to the Health
Department and down to its various programs like childhood immunization. In the
results and performance accountability framework, thereisabreak after the
population in the“ chain of responsbility.” No one agency isresponsiblefor any
population result. Imagine many lines connecting Healthy children to all of the public
and private agencies and partners.

(7) Instead of treating accountability asjust one seamless continuum from population

to programs, wetreat population and programs, in this framework, asthe two
profoundly different thingsthey are. For those of you with an interest in the history of

thiswork, thislast point isworth emphasizing. We develop each (population and
perfor mance accountability) and describe about how they are different but
connected.

Thisisin fact trueto theway theworld really works. There areindividualswho are
solely accountable for programs and agencies. There are not individuals solely
accountable for any aspect of population well-being, whether itsthe environment the
economy or the well-being of children and families.

Treating these two kinds of accountability as different, not a seamless continuum,

dispelsthe myth that population responsbility can in fact be lodged in one placein
our political and cultural system. Thismyth haslead to inappropriate blame when
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things go wrong and inappropriate credit when things go right. But moreimportantly,
it haslead to a history of isolation and fragmentation in matters of public policy. " If
othersin my community are not accountable why should they spend political capital to
make me successful? And if | alone am responsible, why should | dilute my credit for
success by involving others. The myth isa power ful disincentive to collabor ate.”

So results accountability, as crafted here, and as distinct from performance
accountability, is arguably an antidote for the continual erosion of our sense of
collective responsibility.

(8) Past work on performance measurement has often created thousands of pages of

useless paper and wasted untold hours of time. " If it's not useful to managers, don't
doit." The performance measurement framework discussed in thisguide breakswith

past work in a number of ways. It skipsmission vision values goals objectivesand
goesdirectly to theidentification of performance measures. (The useful parts of
mission vision and values can be done later) M ost people know their program well
enough to identify performance measuresright away without weeks or months of
preliminaries. The process sortsthe measuresinto common sense categories based
on the quantity and quality of effort and effect. (How much did we do? How well did
we do it? |sanyone better off?). The process does not allow the excuse” | don't have
any data." It startswith the data you have and identifies a data development agenda
to get better in the future. The 3to 5 most important " headling” performance
measur es ar e chosen from those currently available based on their power to
communicate with stakeholdersand how well they get at the heart of the program.
These measures arethen used in a disciplined processto engage partners, identify
what worksto improve performance and get from talk to action. The entire processis
summarized in 7 questions, and afirst passat it can be accomplished in about an hour,
not weeks monthsor years. Every iteration of the 7 questionsimproves the action
plan. And it's simple enough that it can be used at every inter section of a supervisor
and subordinate throughout the system. Instead of thousands of pages of useless
paper you have new tools for managersto useto run their programs, that link readily
to budget development and public accountability processes.
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1.3 How do we get peopleto care about thiswork?

Tools
The Short Answer

1. Partner s Profiles
1. Appeal to their sense of right and wrong.

Stories
2. Appeal tother self interest. 1 Case Studies
Full An Tips
() A_ppeal tother s_a_wse_of righ_t and wrong: Impr(_)vin_g_thewell-being ;bizrsr::;f'r.]zseends' Beflexble
of children and familiesistheright thing to do. Doingit in a :
Advice from:

disciplined way istheright way to doit.

(2) Appeal to their self interest: If people dorrt care because it=s the ;W
right thing to do, the best way to get peopleto care about anything is .

to understand and appeal to their self interest. When it comesto the Organizational
well being of children and families one clear area of sdlf interest for Resour ces
most decision makersisthe enormous amount we as a society pay

when things go wrong. Unlesswe take actions now to invest in

children and families, we will pay and inevitable escalating cost when References
thingsgo wrong. Thisisnot just good social policy, it's good fiscal

policy. See 2.17 How do we create a Cost of Bad Resultsreport and

what do we do with it?

(3) The" Partners Profiles’ tool providesfirst person reasonsto " invest” in children and families
from the per spective of over 20 different partners. Some of these paragraphs, or the document as
awhole, may be helpful in winning support.

(4) Seealso the answer to 1.7 : What do we do with people who are cynical and burned out from
thelast timewetried this?
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14 Where do we start?

The Short Answer

1. Anywhereleadsto everywhere. It doesn't matter whereyou start,
you will eventually get to everything.

2. Start wher e people ar e passionate.

3. Don't let outsiderstell you whereto start. Start whereit feelsright
for your county, city or community.

4. Thework can proceed on parallel tracks. Don't let the work be
structured as a long sequence.

5. Get from talk to action as quickly as possible. Make surethereis
an action track toturn acurveearly in thework.

Full Answer

(1) Themost important principle hereisto Asart whereyou aref As
Con Hogan of Vermont says: " Anywhere leadsto everywheref
(Click hereto see Con Hogan'schart.) Thework isiterative and you
can pick up new pieces of the work on the next iterative pass. Aslong
asyou eventually get to all or most of the pieces, you can begin
anywhere.

(2) Start with what people are passionate about. Create a tableto
take action to turn a curve. Demonstrate that disciplined thinking can
produceresults. Then apply that disciplineto other areas.

(3) The second important principleisthat the work isnot linear but
should proceed along paralld tracks. Hereis a basic action plan that
could be used to steer the work.

Tools

1. Anywhereleadsto

Everywhere- C. Hogan'schart
2. A Basic Action Plan Outline

Stories

1. LosAngeles Children’s
Planning Council usesthe
power of outcomesand
indicatorsfrom planning to
budgets

Tips

1. Don't try to do too much too
soon. One successwill build on
the one before.

2. Getting to action should be
your first priority.

Advice from:

1. YolieFlores Aquilar,
Executive Director of thel 0s
Angeles County Children’s
Planning Council, and
Jacquelyn M cCroskey, M ember
and DATA Committee Chair,

LA Children’s Planning
Council

Organizational
Resour ces

Refer ences

(4) A more complex and more complete version of thisaction plan ispresented in " A Strategy
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Map for Results-based Budgeting." The schematic version of thisis given asatool below. The
full paper which describesthis chart may be accessed through the Einance Proj ect website.

(5) Not only isthework parallel within a community, city, county or state, it isalso paralld
between them. That isto say, the work may proceed at each level independent of the others.
(See: 1.11 How do wedo thisif the levels above us (e.g. federal, state, county, city) don't care and

won't help?):

(6) The notion of pathways: thereisno oneright way to do thiswork. Whilethis paper presentsa
particular sequencein which to do thework (results - indicators - baselines - story behind the
basdlines - partners - what works - strategy, action plan and budget), there arein fact many
Apathwaysfl through these stepsin the thinking processthat are equally wor kable and effective.
The chart below shows the thinking process of results-based decison making and the arrows
describe different pathways through this thinking process. (To be developed)

(7) Wheredataisa particular problem, asis often the case in communities, the process can
follow a pathway wher e experience and the data development agenda serve as proxies for
indicators. In other words, thetop of the chart lists the population and results as usual. But the
work on indicatorsyieldsonly an experiential version of theresults and a data development
agenda. These can be used as proxiesfor indicatorsin thisway: Ask " What worksto produce the
experiences we want? What would it take to impact the data development measuresif we had
them/" Whilethese questions can be used to get started, the obvious problem isthat you will not
know how to measure progress. Therewill beno curvetoturn. See2.9 What do wedo if wedon't

have any good data at all?

(8) Some starting pointsfor the legidative branch can befound in the” 11 Thingsa L egiature
could consider to advance results accountability.”
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15 How do we get peopletogether to do thiswork?
The Short Answer Tools
o 1. Linksto Report Card Web
(1) Organizational: sites

(a) Build on existing forums: collabor atives, children's cabinets,
coalitions, family and child advocacy or ganizations and United
Ways or similar convening or ganizations.

(b) Create tables wher e people can work on what they are
passionate about. Use theresults framework to keep these
processes disciplined. And make surethey get from talk to
action quickly.

(2) Political:

(@) Thewell-being of children and familiesis often a area of
non-partisan common ground. Use thisto leveragejoint
sponsor ship of the creation of collaborative and over sight
sructures, the creation of Children'sreport cardsand other
tools, and the use of results and performance measuresin
budgeting.

(b) Accountability for resultsis powerful rhetoric. Call the

question and useit for real change. Be smart about creating a
win-win visble success and building on it.

Full Answer

Part 1. Organizational consderations: In many placesthereare
already natural forumswherework on resultsfor children and

familiesis or can belodged. Theseinclude:

(1) Children'scollaboratives: These usually include public and
private sector partnersin formal structure established in

15

Stories

1. San Mateo County's
Children's Summit Moves 350

Participantsfrom Talk to
Action.

Tips

1. Find common ground.
2. Sharecredit.

Advice from;:

1. Advicefrom Susan Ferren

Project Coordinator for the San
Mateo County's Children’s
Report and Summit

2. Advicefrom Gary Stangler
and CorneliusHogan

Organizational
Resour ces

1. The Finance Project

2. The National Conference of
State Legislatures

3. The National Governor's
Association

4. National Association of
Counties

5. Conference of Mayors

References

1. " Informed Consent: Advice
for Stateand Local Leaderson
I mplementing Results-Based
Decisionmaking," Sara
Watson. Finance Pr oi ect. 2000



state or local law (See Cal 997 councils, etc.)

(2) Children'scabinets. These are usually governmental entities made up of the* cabinet”
level officersresponsiblefor major departmentswith servicesfor children and families
(including: social services, health, mental health, education, juvenile justice). Education
may or may not be a part of such cabinets depending on the political relationship
(organizational and personal) of the Super indent to therest of state, county or city

%ﬂ I W

government. (See Maryland and Contra Costa County)

(3) Children'scoalitions. These are usually lessformal alliances of
advocacy or ganizations which may or may not include public sector
partners. (See Philadelphia Coalition for Kidswhich produced " Report [RiERisieil

Card 2000: The Well-Being of Children and Youth in Philadelphia”) e h \
i .-t'-

#
4

(4) Individual Family and Child advocacy organizations: In somestates, |/ 5% &
counties and citiesthereisone or more advocacy or ganizations which can sponsor the
work. (See California Children's Advocacy I ngtitute which produced the " California
Children's Budget Data Report" series, or Family Action of Sonoma |
County.)

(5) United Way or smilar “neutral” organization: United Ways have been
central to the organization of results accountability effortsfor children
and families (and other populations such asthe ederly) in many
counties and cities across the country. Because United Ways often
undertake strategic planning efforts spanning the community they are
natural sponsor s of the development and use of results, indicators, report cards etc.
Examples of United Ways taking leader ship rolesin results accountability include the
United Way of Santa Cruz California, the United Way of I ndianapalis, Indiana, the
L ehigh Valley United Way in Bethlehem Pennsylvania, the Metro United Way in
L ouisville, Kentucky, the United Way and Community Chest of Cincinnati, Ohio, the
Aloha United Way in Honolulu, and others.

Itisraretofind a county or city without one or mor e of these kinds of organizational platformsin
place. It isalmost always best to use one of these (or preferably all of these) asthe sponsors of
thework.

An interesting dilemma liesin the question: Isit better for thiswork to lieinside or outside of
government? My view isthat thework will have the greatest long lasting effect if it isrecognized
or sanctioned by state, county and city gover nments. The intent of results accountability isto
move decison makerstoinvest in strategies that will measurably improve the well-being of
children and families. Many of the most important investment decisionsliein the public sector
budget and palitical processes. And gover nment use of these planning tools and techniques will
mor e likely lead to influence of the significant dollars already spent on children and family
services. (Asof 2001: Inside gover nment — see Contra Costa County; Outside gover nment see
Sonoma County.)
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Thereare several important reasonswhy gover nment budget offices should develop Family
and Children'sbudgets. First is credibility. Second, a children’'sbudget developed “insde” the
budget process hasa greater chance of influencing the budget whileit isstill under development.

Part 2: Palitical consder ations:

(1) The power of children and familiesissues: The well-being of children and familiesis often an
area of political common ground. For thisreason it is sometimes possible to make progress on
results accountability without the usual palitical wrangling. This meansthat actionsto sponsor the
creation of a children's council, the authorization of a children'sbudget, or hearings on specific
results may be taken with bi-partisan support.

(2) The power of accountability: It always soundslike good stewar dship to pressfor accountability
through the business like use of data.

(@ Thiscan work for population well-being (all children, all familiesetc.) but ismuch
less often seen there. Thisis partly or mostly because thereisno single entity to

" hold accountable." 1t must thereforetake the form of a series of questions: " How
are WE doing for children and familiesin this state/county/city? How can WE do
better?" The palitical energy for thiswork can sometimes be garnered from the

" embarrassment factor.” Isthe state/county/city doing wor se than compar able
jurisdictions? Arethere some numbers (likereading scores or juvenile violent crime)
that arein the media and can be used as jumping off points?

(b) Performance measurement, on the other hand is much more straightforward. I's
the bureaucracy performing asit should? Few can argue with the need to test
performance of programs and agencies and hold the manager s of those programsand
agencies accountable. Thetrick isto find a useful version of this process. M ost past
performance accountability processes have been paper exercisesthat arerightly
ignored in both the executive and legidative branches. The point of greatest leverage
isof coursethe budget process. And thelogical starting point isto usethisasa
platform to test the use performance data to inform decisions. Pick a processthat can
start small, proveitsutility and then be brought to scale.

(2) Pdlitical capital, reelection and the chances of success: The chance of successis probably the
key political consideration. Success, in palitical terms, means some tangible accomplishment

which gets good publicity, builds palitical capital and helpswith redection. With term limits, this
often meansthat some tangible accomplishment must be produced in a fairly short period.
Program perfor mance improvements can be produced reatively quickly - another reason why this
isthe easier thing to do. Population well-being takes a lot longer to turn around. How can the need
for short term success be squar ed with the long term natur e of progress on population indicator s?
It isoften possible to use the concept of " investing” in children and families, and the plausible
effectson later health and safety asthe bridge. Other tangible accomplishmentsinclude report
cards, resultshearingsin the area of child population well-being. Attached isalist of 11 thingsa
legislatur e could consider doing to advance results and per for mance accountability.
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Another political consideration when using population or performance dataisthat the data may
not " look good.” Someone must therefore be at fault. If dataisnot improved over the course of a
given term, that fault may boomerang. By some calculationsit is better not to look at the data
than to take the political risk of being blamed for the data. The high visbility response to this
involves cour age and the use of political capital. A lower visibility route may make sensein highly
volatile palitical environments. The use of bi-partisan or non-partisan approaches may also help
defuse political risk. The bottom lineisthat political leader s have a political stakein the
well-being of children and families. Most are genuinely interested in progress, both short and long
term, and arewilling to support sensible actionsto advance well-being. The palitics of that
progress can usually be managed if the problems are seen as" no-onesfault” and the credit for
successis shared among the many partnerswho contributed.

15



The Results and Performance Accountability Implementation Guide

16 Where do we start in a (state, county, city or community) that wants
' to do this? Where do we start in one that doesn’t want to do this?

Tool
The Short Answer 00lS

1. Anywhereleadsto
1. For a community that wantsto do this, use the mainstream political | Everywhere- CHogan's chart

structuresin a broad based partnership. g —é&aﬁgiaﬁztiﬁﬂtoggg
. y

. . . . to new questions
2. For a community that doesn't want to do this, use existing, or if

necessary, new advocacy organizations or coalitionsto get started, Stories

and seek mainstream political support. .
1. LosAngelesChildren’s
Planning Council usesthe
power of outcomesand
indicatorsfrom planning to

Full Answer budgets
Tips

Much of thelong answer can be found in the answer to question 1.4
"Wheredol start?" - which offerschoices about starting pointsand ||1. Start wherepeopleare, not
tracks of work, and boils down to " start whereyou are." whereyou want them to be.

Advice from:
Given the answer to this question, a community that “ wants” to do
thisismorelikely to have the mainstream support of gover nment,
and it will be possible to craft broadly based sponsor ship that includes

the executive and/or legidative branches of gover nment. It will be Or ganizational

possible to proceed simultaneoudly on all or most of the paralld Resour ces
tracks discussed above.

Wher e states, counties, citiesor communities” don’t want” to do this, Refer ences

it isprobably necessary for advocacy organizations, aloneor in

combination, to start thework and later bring in gover nmental 1." Informed Consent: Advice
partners. for Stateand Local Leaderson

Implementing Results-Based
. . . . . Decisionmaking," Sara
Some starting points for the legidative branch can be found in the Watson, Finance Project, 2000

" 11 Thingsa L egidature could consider to advance results
accountability.”
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1.7 What do we do with people who are cynical and burned out from the
' last timewetried this?

Tool
The Short Answer 00lS

1. Food, candy, sedatives...

1. Acknowledge that some cynicism isjustified. Stories

2. Get to action quickly. Taking action which makes a differenceis
the best curefor cynicism.
Tips

3. Jettison jargon.

1. Don't be defensive.

2. Don't over promise
4. Involverespected partners. 3. Don't spend too much

. . psychological energy on this.

5. Recognize that some people will never come around.

Advice from:
Full Answer
Thisisa big problem. There have been many past effortsthat have Organizational
been all talk and no action. People arerightly cynical about new Resour ces
effortswhich promise change.
(1) Perhapsthe most important thing to do with such cynicism isto Refer ences

recognizeitsvalidity. People have heard “ thiswill be different”
enough timesto be justifiably suspicious.

(2) The second most important thing to do isto have a track of work which getsto action quickly.
Don't involve the cynical peoplein the parts of the processthat will take monthsto get to a
tangible product or action. Get them involved in a turn the curve process which gets|lots of
partnersactively involved in creating and implementing a strategy to turn a particular curve
(whether it’s grafitti or juvenile crimeor the drop out rate). Taking action which makesa

differenceisthebest curefor cynicism.

(3) It may also be helpful to help them under stand the idea of results, the conditions of well-being
you want for your children, familiesand community, stated in plain language. They may have been
put off by all thejargon used in past efforts. If you can st down and say, “Here’swhat’s
important: children areborn healthy, they' reready for school, they succeed in schooal, they grow
up to be productive and contributing adults, we live in a safe and supportive community.” These
conditions may turn out to be thingsthey also think of asimportant. If you can then show how the
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work will move from rhetoric about these good things to some meaningful action, they may be
mor einclined to participate.

(4) Don't create new cynics. The best way to do thisisto waste people’stime at endless meetings.
Make sureyour meetingsare crisp and business like and action oriented. (Seethe* Agenda”
over head)

(5) Involve respected partnersin thiswork. Sponsorswho are seriouswill add credibility.

(6) Finally, recognize that there are some people who will never come around. Berealistic about
when it istimeto cut your losses and let a partner go... for thetime being. But If that person is
important in the (state, county city or community) come back to them later (or periodically) and
check in. If your effort really is making a difference, they may want to sign on later. Successwill
attract partnersyou never thought possible.
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How do we fit together different approacheswhen thereis morethan
1.8 | one approach to results and performance accountability being used in
my area?

Tools
The Short Answer

1. Choosing a Common
1. Useacrosswalk to let people see how different frameworksare ||Language

related. Whileterminology and structure may vary, most approaches| 2- Crosswalk - blank

areactually trying to accomplish the samething and differ principally | 5 StosSualk=toL.ogic 5 a'ktoLo'C

in the labels used for ideasand . 4. 4 Quadrant link to other
performance measure terms
2. The crosswalk tool presented in this guide can be used to: Stories

= Defusetension and let people see how their work fitstogether.

» Analyzedifferent frameworksfor completeness, and add Tips
missing components
* Merge approaches, although one must be car eful not to create :
a hybrid that iswor sethan either parent. Advice from:
Full Answer Organizational
_ Resour ces
(1) Thewords*result” and “ outcome” arenow commonly used in
many different effortsand many different publications. These words
are often used without any discipline about their meaning or the
References

larger framework into which they fit.

(2) Therearemany different published approaches and efforts under

way in the area of results and performance accountability. It is not

uncommon for more than oneto be actively used in the same state, county, city or community.
Most frameworksthat are being used address only program or agency performance. A few have
tried to address both population results and program performance, but most of these have fallen
prey tothetrap that thereisalinear reationship between population and performance
accountability (e.g. Theresult " healthy children” isthe responsibility of the Health Department;
theresult " safe communities' isthe responsbility of the police department.) (TX, NC)
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Oneway to help bring these effortstogether isto use a crosswalk to let people see how they are
related. Much of the best work in thisfield isheaded in the same direction. While ter minology
and structure may vary, the different approaches are actually trying to accomplish much the same
thing. Thiswork is* conver gent."

(3) A crosswalk isatool that shows how the elements of a framework and the wordsthat label
them arerelated. The oldest version of a crosswalk isthe Rosetta Stone which crosses Egyptian
Hieroglyphicswith Greek and Latin. A version of this isshown in the attached L anguage M enu
chart. More sophisticated crosswalks allow the direct comparison of not just language but ideas
and thinking processes. The attached Crosswalk T ool arraysthe framework thinking process
used in this guide down the left sde of the page. This shows population accountability at the top of
the page and perfor mance accountability at the bottom, and the sequence of stepsin each
thinking process. Two blank columnsare provided to theright. Thefar right column isused to
show the corresponding terminology and thinking process from another framework. Each entry is
theterm used in the alter native framewor k which corresponds to the concept/term on theleft. The
middle column is a space wher e examples could be shown. One completed form is provided which
crosswalksresults and performance accountability to the Logic Model used by the United Way
for performance measurement.

You can usethese crosswalksin a number of different ways.

(@) To help allow different frameworksto coexist and defusetension Blank Crosswalk
between different approaches. The cross walks can make the point that -
thework we aretrying to dois basically the same and here's how they Crosswalk to L ogic
relate to one another. Thereisno need for you to stop doing what you're | nodd / United Way
doing. (Although we may both learn something from each other about how

todoit better.) 4 Quadrant link to

. : . Other Performance
(b) To analyze differences between two frameworks. It is possible to see M easur ement
wher e one framework is more complete than another or uses a different Terms

thinking processfor the same set of ideas. For example, the logic model

thinking process works up the page (from inputsto process to outputs to outcomes) while the
results and performance framewor k wor ks down the page (from clientsto client outcomesto
baselines, what wor ks and an action plan and budget). It is possible to see that most frameworks
in current use address only performance accountability and not population accountability; and that
some logic model framewor ks leave out upper right quadrant perfor mance measures which
addressthingslike timeliness, staff turnover, and cultural competence of services. Thiskind of
analysis could be used to make these other frameworks more complete.

(c) To help merge different approachesfor a state, county, city or community. It would be possible
using this crosswalk to agree on a common thinking process and set of terminology that bridges
two different approaches. The caution hereisthat you don't producea" transporter accident.”
Onemust be careful not to create a hybrid that isworsethan either parent. Theresulting
framework must be conceptually clear and coherent. For example, it would be possible for
agencies and programsto use the logic model thinking processto develop client outcomes
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(ingtead of the 4 quadrant method) and then pick up with the performance accountability thinking
process from client outcomesto basdlines, to partners, what works and an action plan and budget.
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1.9 How can we work on long term well-being in a political environment
' with term limits and demands for immediate success?

The Short Answer

1. "Doing thingsto get reelected” isalegitimate concern of elected
officials. Look for waysin which work to turn the curveson child and
family well-being can be " good news' for elected officials.

2. Short term progressvs. long term progressis a false choice. We
need both and can produced both. See the Progress Report
Prototype.

3. The best way to createroom for along term agenda for children
and familiesisto have short term successesto celebrate. Recognize
that these short term successes will most likely be traditional
accomplishments, like opening a community center or performance
measur e improvements like increasing child support collections.

4. The use of business-like modelsto present the baselines and what
it will take to turn them can bring a refreshing honesty and discipline
to the process and may make even those with a short time horizon
mor e receptive. A cost of bad results analysis can convey the fiscal
urgency of action and the potential fiscal payoffsin both the short and
long term.

Full Answer

It isnatural for political processesto focus on short term success.
There-election process demandsthat elected officials have

Tools

1. Progress Report Prototype
Stories

1. Some examplesof short term
progresson indicators

2. LosAngelesChildren’s
Planning Council usesthe
power of outcomesand
indicatorsfrom planning to
budgets

Tips

Advice from:

1. Advicefrom Gary Stangler
and CorneliusHogan

Organizational
Resour ces

References

1." TheMatter of Evidence: A
Short Treatise on the Rules of
Evidencein Budget Court" on
the EPS| websdite.

accomplishmentsto show the voters, and promises of long term success or benefits down theroad
don’t cut it. How then isit possible to advance work on results accountability which may take

yearsto pay off?

(1) Theanswer liesin not allowing thisto beframed asan " either or" question. Short term
progressvs. long term progressisa false choice. Most elected officials go into public office
because they are concerned about the quality of lifein their communitiesor districts. Quality of
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lifeiswhat results are about. Any condition of well-being that can be stated in plain languageisa
result. “ Communities with healthy children’” and “ Communitieswithout graffiti” are both results
statements.

________ (2) In some casesit is possible to make progress quickly (in one election cycle) on an indicator.
The mogt politically popular indicator on which to make progressisthe”crimerate,” often used
asan indicator of safe communities. There are numerous examples of real progresson crime
ratesin selected cities and neighborhoods. In 1996, Boston got serious about the juvenile
homicide rate and cut it to zero for two and one half years. New York City'swork on reducing the
crimerateiscontroversial, but the numbersare unambiguous. Several states, including Missouri,
Oregon, and Maryland have made progress on childhood immunization ratesin about 18 to 24
months.

Many if not most indicator curves will take yearsto show change from the basdine. Elected
officials will always be pressing for quick “results.” How do you deal with that? It may not bethe
answer you expect, but deal with it honestly. Elected officials aretired of false promisesfrom the
bureaucracy. An honest assessment of how hard thisisand what it will take may actually bea
breath of fresh air.

(3) And thisiswherethediscipline part of results accountability pays off. If you can show in a
business like way, the baseline, the causes, the partnerswho have aroleto play, and what it will
taketo turn thecurve, you are morelikely to be given credence than someone who promisesthat
"'money for my program will solve the problem.” What has been missing from much of the work
on long term progressisthiskind of discipline (and thiskind of honesty). And lack of discipline
leadsto lack of credibility. Budget committees are jaded about the false claims of agencies and
programs seeking mor e funding. To be successful you must under stand the rules of the game:
how budget processes work, how they use information, what passes as evidence (See” The
Matter of Evidence: A Short Treatise on the Rules of Evidencein Budget Court" on the EPS
website . Theresults accountability framework displayed in the Talk to Action schematic closely
mirrors business planning processes. It will help get business leader sto the table. And the use of
business like for ms (see Budget formats: Volumel and I1) will help present investmentsin
children and families as good fiscal policy, not just good social policy.

(4) The Cost of Bad Resultsanalysis can play arolein bridging from short term to long term

per spective. The cost of bad results analysis shows the baseline for the costs of remediating the
problems of children and families after they occur. These costs ar e often treated as entitlement or
quais entitlement programsin the state or local budget process. Any eected official with an
interest in the budget process will be familiar with at least some pieces of thisanalysis. But the
analysis as a whole will most likely show that remediation costs are consuming an increasing
portion of discretionary dollars. And the sooner we get serious about dowing growth in these
costs the sooner we will seereduced pressure to spend scar ce general funds on remediation, the
more money therewill befor other priorities, and such actions may even lessen pressure on tax

policy. Seealso 2.17 How do we create a Codt of Bad Resultsreport and what do we do with it?

(5) Finally, the best way to createroom for along term agenda for children and familiesisto have
short term successes to celebrate. Such successes add credibility and momentum to the overall
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effort. So make surethat the planning work has a good mix of short term accomplishmentsto
show. Recognize that these short term successes will most likely be traditional accomplishments,
like opening a community center or performance measureimprovementslike increasing child
support collection. We have traditionally settled for these kind of accomplishments asthe end.
Now we can seethem as means to the ends of better resultsfor children and families. And they
can also be leverage for sustained interest in those long term ends. See also 2.21 How do we

report on progress?
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1.10 branch?

How isthiswork different in the executive branch vs. legidative

The Short Answer

1. The best work isa partnership between the executive and
legidative branches. A results framework which startswith the
well-being of children and families can provide common ground for
political playersand make executive and legidative partner ships
easier to create.

2. Executive branch roles can include: Creation of a children's
cabinet, creation of a children'sreport card or budget, sponsor ship of
a"turn thecurve' tableand use of client results (performance
measur es) in budgeting.

3. Legidative branch roles can include: Authorization of state and
local children's collabor atives, children'sreport cardsand children's
budgets, holding results hearings, and using resultsfor all children
and client resultsfor programsin budget hearings.

Full Answer

(1) The best work on results and perfor mance accountability isin fact
a cooper ative effort between the executive and legidative branches
of government. It isnormal for thereto be an adversarial relationship
between the executive and legidative branches. Even wherethat isa
deeply entrenched part of the culture, it is possible for the two
branchesto create the infrastructure necessary to establish state and
local partnerships, to establish children'sreport cardsand children's
budgets, and to cooper ate on developing strategies to measurably
improve the well-being of children and families. (In one state, the
work on results was seen as an exclusively executive branch
enterprise. Thelegidature decided to undertake its own version of
results. Thetwo efforts diverged. Neither took hold and lasted.)

1.10

Tools

1.11Thingsal egidature
could consider to advance
results accountability

2. An Exerciseto Design a
L egislative ResultsHearing
3. An Exerciseto Design a
L egidative Performance
Hearing

Stories

1. In one (unnamed) state, the
executive branch did not involve
thelegislaturein development
of resultsand indicators. The
wor k was unnecessarily
adversarial and was not
sustained past the next
gubernatorial election.

2. TheVermont legislature
authorized 10resultsin law in
the 1998 session.

3. The Oregon legislature
established the Oregon
Progress Board and has
endor sed the Benchmarksfor
successive biennial sessions
since 1988.

Tips

Advice from:

Organizational
Resour ces




(2) In States and counties wher e 1Ssues or child and rfamily well-being References

are addressed in a non-partisan or bi-partisan manner, executive and

legidative branch partnershipsare easer to create and sustain.

Resultsfor children and families (like" all children ready for schoal,"

" all children succeeding in school,” " stable and self sufficient families') are statements of ends,
not means. And using a results framework allows palitical playersto find common ground in a set
of results statements, even wher e they continue to disagr ee about means.

(3) Therdativerolesand power relationships between the executive and legidative branches
vary from stateto state, county to county and city to city. So a smple summary isnot possible.
Following are some examples of executive and legidative branch roles:

(4) The executive branch roleisusually one of convenor, sponsor and co-producer of the work.
Executive Branch functions might include:

- Children's cabinet

- Children'sReport Card

- Children's Budget

- Production of state and local indicator data for usein planning

-"Turn thecurve' teamsfor agiven result or indicator

- Development and use of performance measuresfor management and budgeting

(5) Thelegidative branch most often playstherole of authorizing and reviewing the work.
L egidative branch functions might include:

- Authorize the creation of state and local children's collabor atives

- Hold results budget hearings

- Authorize/require the creation of a children'sreport card, children’'s budget and cost
of bad resultsanalysis

- Independent analysis of the Executive branch children's budget

- Use performance measuresin budget review

Seealso: " 11 Thingsa L egidature could consider to advance results accountability."”
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How do we do thisif the levels above us (e.g. federal, state, county,

1.11 city) don't care and won't help?

Tools
The Short Answer

1. The Cosmology of Financing
1. Don't allow thisto be an excuse. Thework can proceed in paralld. |inAnwer 2.14

The states shouldn’t wait for the federal government. Counties Stories
shouldn’t wait for the state. Cities shouldn’t wait for the counties.
And communities shouldn’t wait for any of the above. 1. Tillamook County turnsthe

curve on teen pregnancy

2. Don't give up on such help, but work to gain it in a politically smart | Without new money in thefirst
twoyears.

way. 2. TheMatter of Alignment
3. And be creative about financing your what works strategy, so that Tips

you are not solely dependent on grants from above.

Advice from:

Full Answer

Organizational

(1) Whileit would be best if all levels of government werein
Resour ces

alignment, it isnot necessary. (SeetheMatter of Alignment.) The
states shouldn’t wait for the federal government. The counties

shouldn’t wait for the state. The cities shouldn’t wait for the counties, |/ % Thecenter for the Sudy of

Social Policy hasdone

The communities shouldn’t wait for any of the above. extensive work on this
challenge under therubric of

(2) Don't let thisbe an excuse for inaction. Lack of support from " governance” Seethe CSSP.

“above” isoften given asthereason for not taking action. The work website

on results at these different levelsisparallel work. And it is possible Refer ences

for any one of them to make progress at improving conditions of

well-being without the others. Tillamook county made progresson

teen pregnancy without any new resour cesfrom the statein the first

two years of its effort (See theTillamook County case example). Many communities are making
progress through community development cor por ations without any explicit gover nment support.
(See the New Development Cor poration from Newark, New Jersey!)

(3) Asyou have your "what works' discusson, make a point to include actions which potential

partnersin other levels, both public and private, could contribute. For example, you may want to
use child care funding mor e flexibly to help victims of domestic violence gain work and
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independence - and the waiver of a state regulation would help access the money. Include these
and other potential partner actions and then pursuethem as part of your action plan and, if they
areimportant, go after them in a politically smart way. But do not create an action plan which
solely dependsfor itssuccess on the actions of others. It isalmost always possible to make great
progress without the support of other levels of government, and often progressis madein spite of
deliberate opposition.

(4) Dataiisan important area where one level of work (e.g. state) can help another (e.g. county).

See thedisccusion under 2.8 Where do we get the data for indicators? How do we get better data?
on how towork to get better data even in an uncooper ative environment.

(5) And of coursefinancing isan area where help from above can be important. See2.14 How do

we finance a results-based plan? for a systematic way of thinking about financing that goes
beyond dependence on grants from above.
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How do we keep this simple?

1.12 (Or What do we do when things go off track?)

Tools
The Short Answer

1. Talk to Action Schematic
1. Always go back to results, common ground end conditions of 2. The Seven Questions Centrall
well-being that people care about. When people are clear about the | |to-Performance Accountability
ends, it clarifiesthe conflicts about means. Thereisnot oneright 3. Thel.anquageof
S > g Accountability
answer . Everyone can contribute. 4. The5 minute version of
results anq _performance
2. Return to the smple questions that drive thiswork: What dowe | 2ccountability
want (in plain language)? How would we recognized it in measurable Stories
terms? How are we doing on those measures? Who arethe partners
who have aroleto play in doing better? What worksto do better?
What do we proposeto actually do?

Tips
Eull Answer 1. Driveout the use of jargon.
2. Bedisciplined about
(1) Always go back to results, common ground. If you get off tract, language usage.
and there are countlessways to do this, take people back to their 3. Welcomein new peopleand
. . new ideas about what works.

common ground, a commitment to the resultsfor _chlldr_ei_w and 4. Passion and discipline - the
families. When people are clear about the ends, it clarifiesthe ingredients of successful
conflicts about means. Thisisnot about the one and only right change.
strategy, program, etc. It=s about how these can contributeto the Advice from:

results...

(2) Imagine a place where we had a good report card on children and .
families. Thereport card showed theresultswe want for children and Or ganizational
familiesand set out indicatorsthat gave usa good picture of whether Resour ces
we wer e getting these results or not. Now what would we do if we

wanted to make the number s better ? What would we do if we wanted

to makejust one number better? Thisistheidea behind results Refer ences
accountability. What would we do? What would each of usdo

differently in our individual jobs? What would we do differently

collectively.

(3) In effect, results accountability isaway of " calling the question” on our rhetoric about

children and families. It says, " OK, you want all children to be safe and healthy. How could we
tell if children were safe and healthy in (objective) measur able terms? How are we doing on those
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measures? What would it take to do better?" These questions are morethan they seem. They
requirethat we pursue making a difference that actually showsup at the population level. This
means that we can not fool ourselves by taking a collection of actions that sound good and hoping
for the best.

Results accountability meansthat we have set out to make a change, not by chance, but by
choice. And the deliber ate nature of thiswork isdifferent. And it requires a different way of
thinking about and or ganizing the work. We must make the best choices possible for indicators.
Wemugt striveto get better indicatorsover time. We must recognize that baselines are the only
real businesslike way to measure change for the better or worse. We must work to under stand
why the baselines ook the way they do, so that we can target our efforts most effectively. We
must bring in many partners, public and private, parentsand youth, to contribute their wisdom and
where possible their resour ces.

We must struggleto find thethingsthat actually work to make change at the population level.
Thismeanswe must search for thingsthat have worked in other places and search deep in
oursalvesand our community for things we think will work here. We must not accept the easy or
politically correct answers, but test everything by whether it will make a difference here. And we
must get started on action. We must take those stepsthat can be take easily and inexpensively
first, and gather resourcesto take the harder and more expensive actions as soon aswe can. We
must track our progressand be honest with our selves about whether we arein fact making a
difference. We must make changes and improvementsto our plan over time. And if wedo all this
well, we must celebrate and share credit. And then get back to doing more...

(4) In essence, results accountability asks usto answer the question: " What if we werereally
serious about this? (children safe, healthy ready for school etc.) What if thiswasn't just rhetoric.
What if thiswerea life or death matter that required usto pull out all the stops, and do whatever
was hecessary. What if lives hung in the balance and time was of the essence? What would we do
differently? What would | do differently?

Thisway of thinking may help explain the ideas, may help motivate people, may help keep the
wor k simple enough to be successful.
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1.13

How long should all of thistake?

The Short Answer

One hour and 15 minutes.

Full Answer

Some of the answer depends on who is doing the work, the partners
at thetable, and whether there are paid staff devoted to the tasks.

Wheat isreasonable to expect in thefirst year? If you have a
pre-existing collaborative or coalition from which towork, and some

dedicated staff, it would be possible to start the process on
establishing results and have a good working set of indicators by the
end of thefirst year. It would be possible for the work to begin on
developing areport card which might be published in the second year
of work. A turn the curvetable could be set to work on oneindicator
using the disciplined process described in xxx (see also Prop 10
paper), with regular reportsto an elected body. It would be possible
to bring new partnersinto the coalition, either to theturn the curve
effort or the general group or both. Thework might be endorsed or
authorized by executive and/or legidative branches.

In year two it should be possible to have a politically grounded set
of resultsand indicatorsand a first report card. Theturn the curve
group should be ableto show someinitial accomplishments (actions
implemented) and aregular disciplined processfor tracking progress
and adding to the set of partnersand set of actions. The process
might begin on developing atable or set of tablesfor other resultsor
indicator s wher e people can come together and track the indicator
and develop strategies.

Tools

1. Stopwatch

2. Cattleprod

3. Book of Prayers

4. What's Next: A Basic Action
Plan to pursueresultsand
perfor mance accountability

5. A Strategy Map for Results
Based Budgeting

Stories

Tips

1. Thework runson parallel
tracksand isnot linear.

2. Thisisamulti-year effort.
Don't expect to get it perfect in
oneyear.

3. Get from talk to action as
soon as possible and buy

your self sometimeand
credibility.

Advice from:

Organizational
Resour ces

References

In yearsthreetofive it should be possibleto develop a first generation children's budget. It
should be possible to hold one or moreresults hearingsin the legidative branch (eg. A hearaing
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on children ready for school — see Maryland) And begin to use report card and children' s budget
datain the budget development and review process. Thefirst turn the curve tables should be
showing some measur able deviation from the basdline. And the data development agenda should
be producing new, mor e accur ate and mor e timely data on child and family well-being.

[Hit Counter]
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2.1

budgeting?

What arethebasic ideas of results-based decision making and

The Short Answer
1. Start with ends and wor k backward to means.

2. Use data to drive decisions, not just measur e success or failure
after thefact.

3. Results are desired conditions of well-being, the ends we want, for
children, adults families and communities

4. Improving results means getting from talk to action. And getting
from talk to action meansfollowing z disciplined thinking process.

Results: What conditions of well-being (results) do we want for
children, adults familiesand communities, stated in plain
language?

Experience: How do we experience theseresultsin our
everyday lives?

Indicators: How could we recognize these conditionsin
measur able terms?

Baselines: Where have we been and wher e are we headed on
theindicators?

Story behind the Basdlines: Why do thesetheindicator
baselines look the way they do? What ar e the causes?
Partners: Who arethe potential partnerswho havearoleto
play in doing better?

What works strategy: What works? What do we think it will
taketo do better?
Action Plan and Budget: What do we propose to actually do?

Full Answer

2.1

Tools

1. Talk to Action Thinking
Process Schematic

2. Results Accountability:

What isit? Why doit? " one
o

3. Turnthe Curve Exercise

4. Exercise One Page

Instructions

5. TheWhole Distancefrom

Resultsto What Works,

Exercise

6. Story Analysis Exercise
Stories

Tips

1. Start with the plain language
resultsthat peopleagreeare
important.

2. Explain theresultsthinking
processlikeabusiness, and
resultsarethe equivalent of
profit.

Advice from:

Organizational
Resour ces

References




Results based decison-making startswith the end conditions of well-being (results) we want for
children, adults familiesand communities, and wor ks backward to the meansto get there. There
isin fact asmple progression of thought at the heart of this process:

(1) What do we want?
(2) How will werecognizeit?
(3) What will it taketo get there?

WHAT DO WE WANT?

Population: Results accountability startswith a whole population. Thiscan beall children
in a state, county or city; all eldersin a state, county or city. Or it can bea population in a
smaller geographic area (all children in the Fairfield neighborhood). Or it can bea
subpopulation (e.g. all children 0to 5; or all disabled children in the county). (Note Prop 10
population isall children, prenatal to age 5 who livein the county. It also includes, by
extension, all thefamiliesin which these children live, or are about to be born. Thisis
important because many of the things which will work to improve the health and school
readiness of children involve helping their families, and in particular, their parents, be
successful. So Prop 10 isabout the well-being of the population of all children and their
families.)

Results: Results are conditions of well-being we would like to say exist for this population. These
conditions are stated in plain English (plain Spanish, plain Viethamese, plain Fars...) not
bureaucratic jargon. Examples of results statementsinclude: “all children born healthy; all
children healthy and ready for school (Prop 10); all children succeeding in school; all youth
making smart choices; all youth becoming happy productive contributing adults, stable and self
asufficient families; self sufficient eldersliving in setting of their own choice” There are many
possible results statementsfor any given population. (The Prop 10 legidation includesthe
results: Achildrenenter school in good health, ready and ableto learn, and emotionally well

communicate the basic purpose of Prop 10 and anchor thiswork. There are of course many other
resultsfor children and familieswhich areimportant, e.g. all children safe, all children succeeding
in school, strong and s&lf sufficient families. Prop10, if successful, will also make a contribution to
these other results.)

HOW WOULD WE RECOGNIZE IT?

The next two questions have to do with how we would recognize these conditions if we fell over
them, first in terms of experience and then in terms of data.

Experience: How would we recognize theseresultsin our day to day livesin the community?
What would we see, hear, fed, observe? e.g. We would see children playing outside. We would
hear young children with good communication skills. Wewould fed that children were respected
and loved in our community. _

Indicators: How would we recognize these conditionsin measur able terms. Here we are looking
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for pieces of data that tell uswhether these conditions exist or not. If the condition is child health,
we might look at the rate of low birth-weight babies, or therate of emergency room accidents. I f
the result isAchildrensucceeding in school@ we might look at the percent of children reading at
gradeleve or graduating from high school. Some of this data we currently have and can use today
in the planning process. Other data, which wewould like to have, becomes part of our data
development agenda.

Baselines: For each indicator, we present a picture of where we've been and wherewere
headed if we stay on our current course. These picturesare called baselines. They allow usto
define success as doing better than the baseline.

WHAT WILL IT TAKE TO GET THERE?

Story behind the basdlines: Why do these basdline pictureslook the way they do? What arethe
causes and forces at work? Thisisthe epidemiology part of the work. Digging behind the pictures
helps us get a handle on what=sgoing on in our community and what might work to do better. As
we do thiswork we bump up against things we wish we knew mor e about. This becomes part of
our information/research agenda. Wesll gather thisinformation as best we can between meetings.

Partners: Who arethe potential partners (people and agencies, public and private) who have a
roleto play in doing better?

What works: What do wethink would work? What would it take to do better than the baselines
in this community? What hasworked in other places outsde our community? What doesthe
resear ch tell us? Just importantly, what does our own personal experiencetell us about what
would work here? The answers should draw on the possible contributions of partners; and should
involve no-cost and low-cost ideas.

Criteria: If we comeup with along list of things that might work, how do we choose what to
actually do? What criteria should guide this selection process? Some criteria to think about
include: specificity (Istheidea about specific action not rhetoric?), leverage (Will it make a big or
little difference?), values (Isit consistent with our personal and community values?), and reach (Is
it feasibleto do it thisyear, next year or 3to 10 years?).

Action plan and budget: What do we proposeto actually do? This should take the form of a
multi-year action plan laying out what isto be accomplished by when (goals and objectives). We
can then assign responsibilities and get started. Once you decide on thingsto be done, projects,
programs, no-cost and low-cost actions etc. you can use performance measuresto track their
progr ess.

Thisdoes not haveto take forever. You can take a pass at thisthinking processin an hour or so.
And then go through it again each time you get together. Every time you iterate this process, your
action plan gets better.

Theresults accountability section of thispaper isorganized around thisthinking process.
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What is the differ ence between population well-being (results
2.2 |accountability) and client well-being (per for mance accountability) and wh
ISit important?

The Short Answer

1. Results accountability is accountability for the well-being of a whole

Tools

1. Techniqueto help agroup
under stand the difference

population. And population accountability isbigger than any one program | Retween population and progran

or agency or onelevel of government. In fact, it's bigger than
gover nment. It requires the whole community, public and private

accountabilit
2. An advanced view of the

relationship between indicator

partnersto make a difference. (" It takesa community to turn a curve.") ||and performance measures

2. Performance accountability is accountability for the performance of a

program, agency or service system. The most important performance
measur es ar e about the well-being of a client population (i.e. those who

receive service or otherwise benefit from the program.)

3. Thisdigtinction isimportant because it both explains and deter mines
who is accountable for what. M anager s are accountable for the

performance of the programs, agencies and service systemsthey
manage. They are not accountable for the well-being of whole
populations. Population accountability lieswith the whole community

Full Answer

(1) Population well-being is clearly beyond the responsibility of any one
organization or any one level of government. It is, in fact, beyond
gover nment itself. People can seethisdistinction clearly when an

exampleisused.

TECHNIQUE: Help a group see how population accountability
isbeyond any one agency, organization or government itself: Ask
the group to namethe potential partnerswho havearoleto play in
“All Children Being Healthy.” (Or choose another result about
children and familiesor for the entire population like* Clean
Environment” or “ Prosperous Economy.”) Ask the group if any
one of these partnerscan or should be held responsible for the
result. Notethat, in the case of " healthy children,” it iscommon

2.2

3. Funders Rolein Results
Accountability

Stories

Tips

1. People havetroublewith the
idea that a single piece of data c
play two roles (performance
measurerole: measuring the
performance of a program and
indicator role: a proxy for
population well-being). Try the
image of afamous actor playing
tworolesasaway to explain th
2. Thesedoublerolesare
particularly important to those
agencies (e.g. public health,
education, and the environment
wher e programs often serve mc
or all of the population.

3. In prevention programs, som
lower right quadrant measures
will beindicatorsof the
prevalence of the condition to b
prevented in the general
population.

Advice from:



for thisresponsbility to be pinned on just one department, the
Health Department. Now that we have a fuller list of partnerswe
can seethat thisisnot right. The Health Department should,
perhaps, take the lead in convening the partners (around atable),
and organizing the process, but can not assume full responsibility.

Organizational
Resour ces

(2) Programs and agencies serve client and customer groupsthat are References
(amost always) lessthan the total population. It ispossibleto identify

agency and program manager swho can be held formally responsible for

the performance of that program or agency.

Chart: |- (3) Advanced view of the reationship between indicators and performance
Advanced View of |Measures: When a program or agency issmall, it isnot hard to distinguish the
the Relationship client population from the total population. But there are sometimeswhen a
between | ndicators | Prodram (or agency's) clients are closeto or the same asthe total population. ,

and Performance | & Program'sclient population approachesthetotal population (of the state,
" Maeaqirec |lCOuNty, city or community), program performance measures begin to play a
doublerole. First they are measures of how well the program is performing. An
they can be used asindicators, proxiesfor the well-being of the whole population.

M easur es

EXAMPLE 1: Thismost often happensin education and public health. The school
superintendent and her senior staff go off on aretreat. The group discusses performance
measuresfor the school district asan organizational entity that they areresponsible for
running. One of the most important performance measuresis™ high school graduation
rate.” Thenext day the superintendent goes down the street to the monthly meeting of the
family and children's collabor ative. Her e, one of the population results the group has
established is" all children succeeding in school,” and one of the indicatorsis™ high school
graduation rate." Thedata for the graduation rateis playing two different roles, first asa
management performance measure, and second as a proxy for the well-being of all school
age children.

Notethat the data element " graduation rate" isplaying two different ROLES. Thisislike an actor
playing two different parts,. same actor, but one day Hamlet and the next day Lear. So graduation r
isone day a performance measur e and the next day an indicator. This not mean that performance
measur es ar e sometimes indicator s, anymor e than it meansthat Hamlet is sometimesLear. The
constant isthedata. Therolesare different.

EXAMPLE 2: The Public Health Department is operating a campaign to improve childhood
immunizations. The campaign can be seen as a program to be managed. And assuch it he
per formance measur es. Such performance measur es might include the unit cost of the
vaccines or the accessibility of the service as measured by percentage of staff hoursin
mobile vansvs. clinics (upper right quadrant measures). Client or cussomer well-being ca
be measured (in the lower quadrants) by the number of children immunized and the perce
thisrepresents of the total population. But it can also be measured by the per centage of 1
total population that isimmunized or the childhood disease ratefor immunizable illnesses
These aretotal population measures which usually serve asindicators. Herethey are als
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used in therole of performance measurefor theinitiative.

(4) Thisdoublerole of data helps explain why these ideas have been so mixed up together over the
years. It has been quite common in past (and unfortunately many current) performance measur emer
effortsto hold agenciesresponsble for indicators. If it's" safe community” then it must bethe polic
department. If it's" healthy children,” then it must be the health department. And so forth. This has
lead to consider able, and well justified, cynicism about performance measures. Because the heads o
these agencies can easily see that they are one of many playerswho must work together to do bette
And yet the performance accountablity system pinsit on them alone. Oneway to deal with thisin
agency presentations (to the public or the legidative branch) is asfollows:

Make sure every presentation hastwo parts. Part 1 displaysthe Seetheformat fc
community-wide results and indicator s the agency istrying to impact as " aResults-basec
part of a broad partnership. Part 2 displays the specific performance Budaet: Volume get: Volume
measur esfor the agency and it's component parts. and 11

EXAMPLE 3: The Health Department Director's budget testimony: " We are here today
to present the budget of the Healthy Department for the next fiscal year. On page one you
can see at thetop of the page the most important indicators of the health of our citizensin
this (state, county, city). The Health Department ispart of a health coalition addressing
these indicators. This coalition includes the hospitals, doctor s, nur ses, managed care
organizations, aswell as schools, teachersand parents. Her € swhat we as a coalition will
be doing in the next year to turn the curve on the indicator s you see before you. And here
isthe Health Department’'srolein that effort. Some of these actions require your approval
in the budget for the Department. The actions of other partnersis contributed and paid for
by those partners. On the lower portion of the page you can seea summary of the
Department and its component divisions. Presented for each are 2 or 3 of the most
important performance measures. Thesetell you whether that particular part of the
organization isworking well. We use these measur es, and many others, to manage the
department and work to provide the very best possible service. When we get to the budget
for each division, we will show you the basdlinesfor each of these measures, and what we
propose to do to improve performance.”

Thevery structure of thus presentation separ ates population accountability from agency and progra
performance accountability. Thistwo part structure can be used in everything from pressreleasestc
theannual report. It helps kegpsthe department’'srole clear. And it helps policy makers seethat if
they really want to make progress on population indicator s (like immunization rates, high school
graduation rates, juvenile crimerates, poverty rates, etc. it will take the actions of many partners, ar
significant, not token, investment.

(5)Another place where the boundary between performance measures and indicatorsisimportant is
discussion of service“systems.” Service systemsinvolve many different agencies and service
providers. Theimportant thing to remember hereisthat these systems provide service and have
clientsor customers. In other wordsit is possibleto distinguish peoplein the system receiving servi
from those outside the system not receiving service. Thismeansthat the measuresfor the service
system performance ar e performance measures. So for example, take the entire child welfare syster
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therate of repeat child abuse and child neglect (that is children who come back through the system ¢
second time) is a performance measure for the system. Thisisdistinct from the actual population ra
of child abuse and repeat child abuse, which in theory can only begatherred from population survey:
and studies. Again, services system performance measur ement data will often play a doublerole as
indicators.

(6) Prevention programs. prevention programs by their natur e attempt to influence the behavior or
condition of an entire population before they have need to enter the formal service system. In effect
their client population isan entire population. In this case client results and population resultsare tt
samething. So prevention programs must be judged on measureswhich are most often used only as
indicators. It isalso possible to measur e the effects of prevention on the much smaller group of thos
people “ contacted’ by the prevention program (e.g. those children who attended a traveling theater
production on violence prevention.) Thiskind of measurethen cleanly followstheruled for
performance measur es. Prevention programs should have both kinds of measures.

(7) Grantmaking: Grantmakers must view their grantmaking agenda asfitting into a larger strategy
Just asno program or agency can, by itsdlf, turn the curve on an indicator, so too, no grant agenda c
If grantmakers wish to make a contribution to population well-being, they must articulate what they
think would be necessary and how their funding fitswithin this strategy. Seethe chart on the Funde

rolein population change.
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3 |HOW do we get people to under stand the difference betwee
' indicator s and perfor mance measur es?
Tools
The Short Answer
1 Advanqed view of the

Indicator s are about whole Performance measures are gfé—m%%and
populations. about dlient populations. Indicators
Indicatorsare usually about Performance measures are 2. Summary: TheDifference
peoples’ lives, whether or not  usually about people who m
they receive any service. r eceive service. Measures

Performance measures are
about a known group of people
who get service and conditions
for thisgroup can often be
accurately measured.

Indicators are proxiesfor the
well-being of whole populations,
and necessarily matters of
approximation and compromise.

Full Answer

See the answer to (1) Much of thisanswer to this question is
5o What isthe | addressed in the answer to 2.2. Pleaseread this

differ ence between | first

Wd|%glrjlli gat (Iroeisults (2) Why isthisimportant? We have a long history

accountability) and of holding individual agenciesresponsiblefor

dlient well-being population well-being. No one agency, by itself can
(performance turn the curve on any indicator. It isunfair and

accountability)? unproductive to hold a single agency responsible.
We need to reframe the way we talk about

accountability for whole population resultsand indicators. Rather than
say: “The Health Department isresponsiblefor " all children being
healthy.” We need to say “ The Health department isresponsible for
assembling a team of public and private partnersand creating a
community strategy to make all children healthy.” The difference hereis
not just phrasing. It isthe difference between having one agency to
blame when things go wrong and accepting joint responsbility. It isthe
differ ence between expecting the Health Department to do it all by itsdlf,

2.3

3. Separating the Wheat from t
Chaff: Typesof Performance
M easuresfound in each
Quadrant

4, Administrative Unit
Performance M easures

5. Performance Measure

Examplesfor Programsand
Services

Stories

1. San Mateo County's
Outcome-Based M anagement
System Aligns Program

Performance M easur es, Count
Budget and Community Result

Tips

1. People havetroublewith the

idea that a single piece of data

play two roles (performance
measurerole: measuring the

performance of a program and
indicator role: a proxy for
population well-being). Try the
image of a famous actor playin
tworolesasaway to explain th
2. Thesedoublerolesare
particularly important to those
agencies (e.g. public health,
education, and the environment
wher e programs often serve mc



ana recognizing tnat tnis 1S Not Possinie, tnat tne Contripution or many or all of the population.

partnerswill berequired. 3. In prevention programs, som
lower right quadrant measur e
will beindicatorsof the

e |(3) Thedisciplined distinction between indicators prevalence of the condition to b

Seethel anguag ' .
of Accountability and performance measuresisanew ideafor many | prevented in the general
people. They are used to using theword “indicator” | population.
interchanggaply.to d&ecripe pqpulation qnd. program measur es. Using Advice from:
language discipline to distinguish them, indicator s are measureswhich
help quantify the achievement of a result. Performance measuresare

measur es of how well public and private programs and agenciesare .
working. Organizational

Resour ces

References

(4) Here are some differences:

The Difference between the Role of Indicators
and the Role of Performance M easur es

Per for mance measur es ar e about client
populations.

Indicator s are about whale populations.

Indicatorsare usually about peoples
lives, whether or not they receive any
service.

Performance measures are usually
about people who receive service.

Indicators are proxiesfor the Performance measures are about a
well-being of whole populations, and known group of peoplewho get service
necessar ily mattersof approximation  and conditionsfor thisgroup can often
and compromise. be accurately measured.
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2.4

What are some populations for which results can be developed and
used?

The Short Answer

Tools

1. ldentifying Populationsand

1. Populations and subpopulations can be defined by geography or by | Subpopulations

both characteristic and geography.

2. Examples of populationsinclude: all children in the county, all
children Oto 5in the county, all children Oto 5in the Fairfield
neighborhood of the county; all eldersin the state, all eldersin the
state with incomes below the poverty level, all citizensin the city, all

citizenswith disabilitiesin the city.

Full Answer

View Populations!| (1) Populations can be defined by geography or
and by both characteristic and geography.

Subpopulations

Chart Geography Example: all children in the county,
all eldersin the state, all citizensin the

community

Characteristic and Geography Example: all school age children

Stories

1. Santa Cruz County'sunited
effort turnsthe curve on teen

alcohol use: Together for
Youth / Unidos Para Nuestros
Jovenes.

2. Tillamook County turnsthe

curve on theteen pregnancy
rate.

Tips

1. Any population or
subpopulation isOK aslong as
it isnot a service population
(i.e. al peoplein that population
receive servicefrom asingle
program or agency)
2.Inthoserarecaseswherea
service population isthetotal
population, see 2.3 How dowe

get peopleto understand the
difference between indicators

with disabilitiesin the county, all frail eldersover age 85 in the | and performance measures?

gate, all familieswith children in the community

(2) We arefamiliar with geographic subpopulations. States are
geogr aphic subpopulations of the entire country. Countiesare
subpopulations of states. Cities and communities are subpopulations

of counties.

(3) Subpopulations by characteristic are also commonly under stood.
For example, the children's collabor ative might consider the
well-being of all children and familiesin the community. Another
group might consider the well-being of all children from a particular
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3. Thereareimportant
subpopulations (e.g. disabled
children, or ethnic
subpopulations) whereit will
often be necessary to use
results accountability in
addition towork at thetotal
population level.

Advice from:

Organizational




ethnic or cultural group, or al children Oto 5, or all children with Resour ces
disabilities. These are subpopulations. And the entire thinking
process outlined above can be applied to these populations as well.

For examplewe could put the population “ All Hispanic Childrer? at References
the top of the page, articulate the results we want for these children,

how we would experience these results, identify indicators, create

basdlines, develop the story behind the basdlines and ask who arethe

partnersand what worksto turn the curveto do better.

(4) The principle difficulty with results accountability for subpopulationsisdata. Asthe group gets
smaller and smaller it isharder to get reliable timely data to use asindicators. This meansthat
the process can follow the pathway wher e experience and the data development agenda serve as
proxiesfor indicators. (See 1.4 Wheredo | start?)

(5) A unique and important population to consder in thiswork isthe TOTAL population of a state,
county, city or community. Much of this guide is about the populations of children and families
with children. But these same principles can be applied to the total population. And in fact, thisis
the basisfor the quality of life community well-being report cardsthat are being produced across
the country. Some of the best work hereisin Oregon (The Oregon Benchmarks), and Santa Clara
County and Santa Cruz County California. SeeCase Studies.)
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2.5

How do we select resultsfor a given population?

The Short Answer

1. Reaults are plain language conditions of well-being for children,
adults, familiesand communities.

2. Choosing resultsis a political process mor e than a technical
process. You arelooking for a set of statementswhich are
under standable to the public, say something important about the

well-being of a given population, and which arereasonably complete.

3. Create a process which has a highly respected steering committee,

iswell staffed and haslots of room for broad participation. Make
surethe development processiskept on track with a clear and
coherent framework.

Full Answer

(1) Choosing resultsisa political process, and it isimportant to
recognize that at the beginning. So we will discuss approachesto
organizing the political process and then the technical process of
selecting results.

(2) Political process. The most successful processes for selecting
results seem to have the following components:

(@ A highly respected steering committee made up of public
and private sector representatives. For examplethe
Georgia Family and Children's Policy Council has
prominent business leader s, faith community leader s, and
high level legidative and executive branch
representatives. (GEORGIA, SEE ALSO MISSOURI
FIT, OREGON PROGRESSBOARD ETC.)

(b) A framework: It isessential that the group adopt a

2.5

Tools

1. Technique: Generatinga
ResultsList from scratch

2. Anywhereleadsto
Everywhere: Con Hogan'schart

that helps people under stand
theinter connected natur e of

results

Stories

1. San Mateo County's
Children's Summit Moves 350

Participantsfrom Talk to
Action.

2. The Santa Cruz county-wide
data book isa powerful tool for
community change.

3. Missouri and Vermont:
Building Senior L eader ship
Support for Resultsand
Performance Accountability: A
Dialogue Between Gary
Stangler and Cornelius Hogan

Tips
1. Any condition of well-being
that can be stated in plain
languageisaresult.
2. Tryto build consensuson a

list of results. Thereisnoright
or wrong list

Advice from;:

Organizational
Resour ces



conceptual framework for thework to keep it coherent and
disciplined. (The RPA framework presented here has References
served this purpose in many states and counties.)

(c) Staff. If you pick theright peoplefor the steering group
they will not have timeto do much of thiswork. Y ou will need one or mor e staff people
to do theresear ch, staff the meetings and make recommendations.

(d) The steering committee and staff take the time necessary to get their act together and
develop a version of results and indicator sthat they think is pretty good. Thiswill take
some back and forth between commissionersand staff. While this process should not
be closed to the public, it should allow for plenty of give and take. The product should
be something that could stand asthe final best thinking of the group. Thisproduct is
then offered asa starting point for discussion in the next phase.

(e) Broad participation. The best processes used many different waysto obtain local input
including hearings, focus groups, aswell as paper and dectronic distribution methods.

(3) Thereisadebatethat often takes place about whether it isnecessary or desirableto gather
public input BEFORE the steering group developsits recommendations. Thereisnot aright or
wrong answer to this question. But agreement on a framework is absolutely essential before
broad based input is sought. In other words, the steering committee and staff must have a
structured way to hear, to organize and to inter pret what people offer asrecommendations. In one
state wher e thiswas not done, the public input process gener ated recommendationsfor all the
stepsin the RPA thiking process (results, indicator s, story behind the baselines, what worksetc.).
It isexactly what you would expect from that kind of process. The group did not have a clear
method for sorting the difference between indicators and what works ideas and performance
measur es efc. and the consequent product was a hodge podge of many different (non-paralle)
components. It made the subsequent work difficult and confusing and the process was ultimately
abandoned.

(5) Technical How to: Hereisan exercise which workswith groupsto develop resultsfor a
population starting from a blank date. An important thing to remember isthat different groups
will produce different lists of results (or anything else). You can run this exercise once with a
single group and then usethe product (with refinements) aspart of an external review process. Or
you could run this exercise with many groups and craft their many productsinto something that
represents common ground.

TECHNIQUE for Generating ResultsList from Scatch

Purpose: Createa list of 10 plain language results.

Pre-requirements: all participants must have been trained or instructed so
they have at least a basic under standing of the difference between results
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indicators and performance measures. Preferably all participants will have
training in the full results-based decison making process.

Step 1. Ak participantsin the whole group to brainstorm endingsto the
sentences:

Wewant children who are...

Wewant familiesthat are...

We want to livein a community that is...

Step 2. Break into three groups (by children, family and community) Have
each group paretheir list of answersdown to 5 for children, 3 for families,
and 2 for the community. (Option: have each group designate” emissaries
to the other two groupsto discuss potential duplication and overlap and
other issues necessary for the work of the groupsto fit together.)

Step 3. Bring the large group back together and have each group report.
Have the large group make recommendations for changes that will make
thelist function asawhole.

Variations.

Wewant adults/elderswho are...
We want an environment which is...
We want an economy that is...

Taken from FPS| Training
for Trainersand coaches,
June, 2000

(6) We are now accustomed to theidea of resultsfor children and families. But the idea appliesto
almost any condition of well-being you can imagine. For example here are some
" non-conventional” results:

Community with adequate affor dable housing for all

Community with adequate sustainable water supply (LA, Santa Fe)
Forrests not proneto fire (pick any western state)
Communitieswithout graffiti

(7) An important pitfall: Starting on one result without a complete list of results createsthe
tendency to load everything onto that oneresult becauseit isthe only gamein town. So if

" healthy children” ispicked asthe only result the collabor ative hasidentified to work on, then
every part of the well-being of children can be made subordinate to health. So, for example, family
self sufficiency ispart of health because families with higher incomes have better nutrition and
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better accessto medical care etc. The next month atask force on family self sufficiency
concludesthat health is subordinate to self sufficiency because in order to be self sufficient
families must be healthy etc. Thisisin fact just another version of the old game wher e the whole
world is seen through the eyes of just one agency or one profession. It is probably better to
develop at least a complete working list of results before choosing which onesto work on.

(8) A word about the reationship of state and local development of resultsand indicators. The
wrong way tot do thisisto develop a set of resultsand indicators at the state level and then
impose them on local folks. Thereisalegitimate stateinterest in having a core set of resultsand
indicatorswhich allow different parts of the state to be compar ed. But this does not mean a
monoalithic top down process. There aretwo solutions that have been used in other statesthat
seem to work well. In Georgia, the state has developed a set of core results and benchmarksand
then allowed local Family Connection Councilsto add to thislist. In Oregon, the goals and
(approximately 92) benchmarks provide a thorough picture of quality of life, counties, cities and
communities can choose which of these to adopt for local use. M utlinomah county, for example
hasidentified a subset which it calls" urgent” benchmarks. Whatever approach you decideto
take, make sureit is respectful of the legitimate differences which exist between local conditions,
valuesand priorities.

(9) Product: Theresultslist can be presented in many different forms. In anumber of states
(notably Vermont, Missouri and Georgia) , theresultsor outcomeslist isa well-known
communication tool all by itself. The most usual format for presentation of results and indicators
isareport card on the well-being of children and families. See 2.10 How do we create a report

card and what do we do with it? (on child and family well-being, for other populations, for an entire
community quality of life)
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2.6 How do we identify resultsin terms of everyday experience?

The Short Answer

1. Ask people how they experience theresults (e.g. healthy and safe
children) in their every day lives. What do we see, hear, feel? For
example, for safe children, we might observe children wearing bike
helmets.

2. Experience’ isthe bridge between plain language results and
indicators. Each experienceisa pointer to a potential indicator.
Observing bike helmets might be a pointer to bike accident rates with
head injury or rates of unintended injury for children and youth.

Full Answer

(1) Theprinciple function of developing or articulating an experiential
version of aresult isasa set of pointersto potential indicators. So
ask the group, “How would you experience healthy children in your
day to day lives? What would you see hear feel observe asyou
walked around the community?”

(2) Identifying experienceisafirst step in identifying indicator s, but
it has a value above and beyond thisfunction.

Tools

1. Experiencelist for children

healthy and ready for school
2. Exercise: TheWhole

Distance from Resultsto What
Works

Stories

Tips

Advice from;

Organizational
Resour ces

References

(a) Experience of aresult isanother way to ground theresult (and the idea of results)
in everyday experience. It isanother way to connect with the partnerswho are
parents, youth, businesspeople, faith community membersand otherswho are put off

by jargon and exclusonary language.

(b) Experiential versions of a result can actually be used to steer the planning process
in theabsense of good data, or while data isbeing developed. (LINK TO

PATHWAY S DISCUSSION)

(3).... TECHNIQUE: Brainstorm alist of experiencesfor each indicator. Asyou do this, it is
quite common for members of the group to offer up ideasthat come later in the framework. M ost
common among these are actual indicatorsthemselves or what worksideas. For example if you
areleading a processto generate a list of experiencesfor “ Children Ready for school” you might
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get:
| would see children playing well on the playground (experience)
The young children | meet would know their ABC's (experience)
The percent of children promoted from kindergarten to first grade (indicator)
Every child who needs child carewould get it. (what works strategy)

It isimportant for theleader of this processto be able to identify when the suggested item is off
task. But it isalso important to deal with thisin a respectful way that helpsreinforce peoples
knowledge of the thinking process (“ That’sa great idea, but it’s a suggestion about what works
and we’ll get to that in thispart of the process—refer to the schematic). It isalso important not to
lose theidea. One way to do thisisto have blank flipchart paper on thewall for indicators, story
behind the curve, partners, and what works, so that ideasthat come up at any time during the
work session can be captured in theright place.

See the attached examples of how we experience children healthy and ready for schoadl.
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2.7 How do we select indicators for aresult?
Tools
The Short Answer
1. Indicator Selection
1. Start by assessing theresult in terms of everyday experience, Worksheet

what we see hear, or feel about children ready for school or stable ||2-lndicator Selection Criteria

families.

3. LinkstoReport Card Web

sites
2. Brainstorm alist of candidate indicators. Each entry isa data Stories
statement, e.g. % of children reading at grade level, rate of foster L ContraCosa County’
. LLontraCosaCounty s
children per 100,000. Children’s Report Card tracks
state, county and neighborhood
3. Assess each entry on the basis of communication power (do trendsfor 23 Indicators under 5
people under stand it) proxy power (doesit represent theresult) and |Results.
data power (do you have quality data on atimely bass). Tips

4. Develop athreepart list: the 3 or 4 headline indicatorsyou could | 1. When rating indicators on the
usein the public squar e, the secondary indicator s you will use for threecriteria, listen tothe

the story behind the curve and other behind the sceneswork, and a

dissenters; they often know
something important that the

data development agenda so you can get better datain thefuture. | res of the group doesn't.

2. Anindicator takestwo forms:

alay definition that everyonecan
Eull Answer under stand and a technical

definition that describes exactly

(1) Indicators (or benchmarks) are measures which help quantify the| how it iscalculated.

achievement of aresult. They answer the question " How would we |3 Don't create compound

recognize theseresults in measurable termsif we fell over them?”

indicators that combinea
measureand atarget. Keep

So, for example, the rate of low-birthweight babies helps quantify targetsas a separate process.

whether we're getting healthy birthsor not. Third gradereading

Advice from:

scor es help quantify whether children are succeeding in school
today, and whether they wereready for school threeyearsago. The
crimerate helps quantify whether we are living in safe communities,

etc. Organizational
Resour ces

________ (2) All indicators and performance measurestake two forms. alay

definition and a technical definition. The lay definition (e.g. teen

pregnancy rate) should rate high on communication power, Refer ences

something that layper sons can under stand. The technical definition

Aocrrihoc avarthvy hnw tha Adata doement ice conariicted and wherathao
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data comesfrom. For example: Theteen pregnancy rateisthetotal

number of birthsto teens, asreported by the largest hospitalsin the county, divided by thetotal
population of females age 12 to 17, calculated asthe per cent of such age group in the last census,
multiplied time the current CPS estimate of total county population, adjusted for population
growth.

It isactually important to reach agreement on both the lay and technical definitions of the
indicator (or performance measure) in the selection processitsalf. This may require some help
from a data expert, and may take sometimeto completely resolve. Get asfar asyou can in the
first sesson without getting hung up, and then refine the definition in future meetings of the
group. Hereswhy thisisimportant:

Every time you change the technical construction of an indicator you create a new indicator! This
new indicator must be consdered (rated on CPD powers) against other choices. When talking
about variations most of the discussion is about data power (Do we haveit? Isit any good?) and
proxy power (Doesit represent what we want it to represent?). Takethe example of " rate of
domestic violence," the lay definition of an indicator usually used asa proxy for aresult like

" safe and stable families" When it comesto technical definition, there arealot of choices,
particularly for the numerator. Isthistotal of monthly incidences reported from police records, or
from requestsfor help from domestic violence sheltersand programs, or from a household survey
of prevalence conducted by the local university, but produced only once? In some communities,
police records are thought to be unreliable and to under state incidence. Shelter records

under count incidence because on those women who seek shelter are counted. Neither count is
unduplicated. Either might still be a good proxy, provided that these problems ar e fully explained
in the" story behind the curve," and figured in the inter pretation of the data.

(3) Theplain truth isthat it is often hard to find good data about the well-being of children and
families. Datafor young children isparticularly difficult. We often donst count things until
children enter school. Data systemsfor young children lag behind data systemsfor all children,
which lag behind data systems used by gover nment which lag behind data systems used by
business and the private sector. To compound the problem, what we count isusually thingsthat
have gone wrong: child abuse, child neglect, injury, death, hospitalizations etc. Very rarely do we
count positive situations, characteristicsor eventsi?

In spite of these problems, it ispossible to find indicatorsfor child and family well-being. It is
important first to revist the purpose of choosing indicatorsfor aresult. It isto help usknow how
we could recognize this desired condition of well-being, and how we can know if we are making
progress. Without indicator data, we are left to argue about per ceptions and anecdotes which
cometo our attention through the media or other sources. If we areto be business-like about
improving the conditions of well-being for these children, then we must be business-like about
using data to steer our decisions and assess our progress.

(3) Hereisa step by step way of identifying indicators:

I Start by assessing experience: How do weexperience children healthy and ready for schoal,
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or children succeeding in school or stable and self sufficient families? Partnersaround thetable
can create aworking list of Aexperiencesfl in a brainstorm session. It is possible to add to thislist
from consultation with community members, professionals, parents and the academic community.
By experience, we mean, how do we see, hear, or fed the condition? What do we see on the
street? What do we seein our everyday work and personal lives? Remember that different
cultures and communities may experience health and school readinessin different ways.

Therearetwo reasonsfor starting with experience. First, each experienceisa pointer toa
potential indicator. If we experience children absent from child care or kindergarten dueto
ilIness, we can possibly count absentee ratesin child care or kindergarten. If we experience
children playing safely on playgrounds, we can possibly count rates of playground injury for young
children .

The second reason for starting with experienceisthat it groundsthework in the common sense
view of every day citizens. Too often, planning processes ar e the province of professionals and
providerswho talk in esoteric and inaccessible ways. If thiswork isto take hold in the community
and ener gize the community to take action, it is necessary to build and communicate the work in
clear and common senseways. Thisisnot an argument against rigor and discipline. Quite the
opposite. It isan argument to start thedisciplined thinking process where our partnersand our
constituentsare.

Finally, the way we experience results can be used to drive the thinking and planning process
whereindicator dataisinsufficient. We may have trouble finding good data to assess whether
children arewell nourished or have good motor skillsat school entry. This does not mean that
these conditions are unimportant. We can think together about Awhat worksfi to produce these
conditions and use thisthinking to fashion our action plan. See 2.9 What do we do if we don't have

any good data at all?

I Develop a set of candidate indicators: The collaborative or working group should brainsorm
alist of candidateindicators. In most cases, it should not be necessary to start from scratch.
Many states and counties have developed a set of resultsand indicator s and have published
report cards presenting actual data on the indicators. There are a number of resour ces available
to help which can be accessed on line. INSERT LINKS The Foundation Consortium has
developed a guideto indicatorsin Californial3l And communities may have unique resourcesin
thisareaif, for example, they have commissioned surveysof familiesor youth.

Remember: It isimportant to include as many member s of the community as possiblein
thisthinking process. And be sureto tap the expertise of your partnersin the academic
community, some of whom have spent their whole car eer sthinking about these very
questions.

A word about the notion of leading and lagging indicators. | n economics, we have leading and
lagging indicator s of the health of the economy. Leading indicator s are indicator swhich show a
change of direction before the change appearsin the general economy (e.g. ordersfor durable
good). Lagging indicator sreflect the change in the economy after it has happened (e.g.
unemployment rates). When it comesto the well-being of young children (prenatal to age 5) much
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of the data we have are lagging indicators. The percentage of 37d gradersreading at grade leve i<
alagging indicator of how ready those children werefor school 3 or 4 yearsearlier. Theseare
still valuable measures. And it ispossible to gear the planning process around AWhat would it
take to produce better 374 grade reading scores four years from now?§ Lagging indicatorsbring a
healthy and useful per spective.

________ ! Choosethebest of what=s available: Given a set of candidate indicators, it isthen possible
tousecriteriato select the best indicatorsto represent theresult. Using the best of what=s
available necessarily meansthat thiswill be about approximation and compromise. If we had a
thousand measures, we could still not fully capture the health and readiness of young children. We
use data to approximate these conditions and to stand as proxiesfor them. Therearethree
criteria which can be used to identify the best measures:

Communication Power: Doestheindicator communicate to a broad range of
audiences? It is possible to think of thisin terms of thepublic squaretest. If you had
to stand in a public square and explain to your neighbors" what we mean, in this
community, by children healthy and ready for school," what two or three pieces of
data would you use? Obvioudy you could bring a thick report to the square and begin
along recitation, but the crowd would thin quickly. It ishard for peopleto listen to,
absorb or understand mor e than a few pieces of data at time. They must be common
sense, and compelling, not ar cane and bur eaucr atic. Communication power means
that the data must have clarity with diver se audiences.

Proxy Power: Doestheindicator say something of central importance about the
result? (Or isit peripheral?) Can thismeasure stand as a proxy for the plain English
statement of well-being? What pieces of data really get at the heart of the matter?

Another smpletruth about indicatorsisthat they run in herds. If oneindicator is
going in theright direction, often othersare aswell. You do not need 20 indicators
telling you the same thing. Pick the indicator s which have the greatest proxy power,
I.e. those which are most likely to match the direction of the other indicatorsin the
herd

Data Power: Do we have quality data on a timely basis? We need data which is
reliableand consistent. And we need timely data so we can see progress - or the lack
thereof - on aregular and frequent bass. Problemswith data availability, quality or
timeliness can be addressed as part of the data development agenda

I |dentify primary and secondary indicators, and a data development agenda. When you have
assessed the candidate indicator s using these criteria, you will have sorted indicatorsinto three

categories.
Primary indicators: those 3 or 4 most important measures which can be used as proxiesin the

public processfor theresult. You could use 20 or 40, but peoples eyes would glaze over. We
need a handful of measuresto tell ushow we=re doing at the highest level.
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Secondary indicators: All the other data that=s any good. We will use these measuresin
assessing the story behind the baselines, and in the Abehind the scenesi planning work. We do not
throw away good data. We need every bit of information we can get our hands on to do thiswork
well.

A data development agenda: It is essential that we include investmentsin new and better data
asan active part of our work. This meansthe creation of a data development agenda - a set of
priorities of wherewe need to get better.

It isajudgement call about how much to spend on such an agenda. Spending for data or any
other administrative function should be car efully balanced with spending which directly benefits
children and their families. Asa rule such spending should not exceed 5to 10% of a budget. And
data invessments are only part of that amount. This meansthat other partnerswill have to make
contributionsto this effort. And it meansthat not all data hasto be of the highest resear ch quality.
At thisstage of our learning about how to use data to make decisions, it isOK to use sampling
and other techniquesto get usable information that may not meet strict academic research
standar ds/él

........ (4) Do not create compound indicators: When constructing indicatorsit is best if you do not
combineindicatorsand targets. For example: Teen Pregnancies will decreaseto no morethan 5
per 1000 births. Thereare several reasonsfor this. First you do not want to change your
indicator every timeyou change your target.. Second, you set your self up for avery particular
kind of damaging criticism. If you define theindicator in terms of a specific level of
accomplishment or increase, then you will be often be asked " are you there yet?" You will be
backed into reporting your statusasfailureif you arenot yet at your defined target. Third you
inadvertently communicate that a certain leve of failureis OK. Our indicator is90% high school
graduation rate, suggeststhat it's OK if 10% do not graduate. Finally, it isimportant to set
targetsin relationship to a basdline for them to be believable. There are many waysto do this
(LINK). But putting the tar get into the definition of the indicator itsalf makesthis much more
difficult. The basdine will change, the sense of what is possible will change, and tar gets should
change accordingly.
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2.8 || Where do we get the data for indicators? How do we get better data?

Tools
The Short Answer

1. Report Card Web Sites,

1. Look at what others have done. There are many websites with which show how othershave
report cards and data sourcesthat others have used. (See tools.) solved thedata problem
Stories

2. Get your partnersto help accesswhat now is produced. Sometimes

the best data on child and family well-being comes from the public 1. Contra Costa County’s
health and education systems. State data centersare charged with Children’s Report Card tracks
helping businesses and people access census and other data. The %W%
state employment service produces data for the Bureau of L abor 5Results

Statistics that you can use.

Tips
3. Get the owners of the data to produce special runsfor you. Thisis
particularly important for communities. The section below gives some
tips on the politics of how to do this. Advice from:

4. Asalast resort, produce new data. Samplesand surveysare OK.
And, with some common sense, you don't have to be an expert to do

this. Organizational

Resour ces
Full Answer

(1) There’sgood news and there’s bad news. The good newsisthat References
we have made enormous progressin thelast 20 yearsin developing

and making accessible a wide range of data on the conditions of

children and families. The bad newsiswe are still 30 to 50 years

behind the private sector in thetimeliness, accuracy and utility of our data systems.

Connect to child

and family report _ :
card websites (2 Don't reinvent the wheel: The other good newsisthat many states and

which show counties have now developed report cards on children and familiesand atrail
indicator data and ||n@s been blazed. Thefirst thing to do in thinking about indicators and the
how others have ||@vailability of dataisto look at what others have done.
solved the data || R€sultsaccountability.com hasalink to morethan 10 of the best websitesin
" mrohlem  |Ithecountry with report card data on children and families, along with data
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I sour ces. In some cases, ther e are complete data sets available for a given
state which allows a county to use these sour ces directly.

(3) Often, the best and most timely data on children and families comes from the education and
public health systems. Public health systems have been using data for decades, and education
systems areracing to become expert in the use of test score and other performance data to meet
public demandsfor accountability. Other systemswith relatively good data systemsare child
support enfor cement, and workforce and labor programs.

(4) The state data center for the censusis charged with helping people like you get the data you
need from the census data base. You are not imposing on them. It'stheir job. They can run almost
any census data at the censustract and maybe zip code level. And they can help you access data
from other sysemswhich with they work on aregular bass (like the current population survey
and other labor market data sets.)

(5) Another great partner to haveisthelocal community development cor poration. These

cor por ations ar e changing the face of many communities by producing dramatic improvementsin
economic results. They usedata to drivetheir processand have access to many data systemsin
the economic, banking and labor market systems.

(6) If you have chosen an indicator for which datais not available in any of the*standard” data
sets, the process then becomes a hunt. It helpsalot to be successful if you have two things. a
data person who knowsthe data systems of at least one of the major child serving agencies, and
political ssanding that makes the data work important enough for agenciesto cooperate. In some
places, the collabor ative has formed a data committee to help track down usable data.

........ (7) The problem of getting good data gets harder asyou look at progressively smaller
geogr aphic areas. When you get to citiesand in particular communities or neighborhoodsit may
bethat thereisvery little good data available. You have four choices:

= Giveup.

Convince/pressure the holders of datato do special runsfor your area.

Do thework without data (See 2.9 What do we do if we don't have any
good data at all?)

Create new data.

Let's skip number 1.

Convince/pressure the holders of data to do special runsfor your area: Very often the problem is
not that the data does not exi<t, but that it ispart of alarge computer system that has not been

programmed to produce the data you need. Thisis particularly true of local data. Most state data
systemsinclude infor mation which can locate client records down to the zip code, but it has never
been a priority of the agency to produce local data.
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In some cases, an enlightened state agency will act to produce this data becauseit istheright
thing to do. There are good examples of thisin Vermont and Missouri. In Vermont, the state
Agency for Human Services and the State Department of Education worked together to produce
compar able data at the school district level. Thisrequired significant effort on the part of AHS
because its systems counted thingsonly at theregional level. But AHS saw the power of
supporting local outcome based planning and the use of data was critical to thiswork. The
department has published since 1996 report cards on the well-being of children and familiesfor all

59 schooal districtsin the state. Thesereport cardsinclude both human services and education
data.

But sometimesit takes some form of pursuasion or outright pressureto get data from these
systems. The starting point is under standing what to ask for, how to arguefor it, and how to use
the political processif reason fails.

What to ask for: Thewrong thingto doisto ask for everything you have broken out
for my area. It isimportant that you have thought about what you need and learned as
much asyou can about what'sin the systems. Y ou can figure out what you need in
three ways.

First you can do the work of choosing primary and secondary indicators
for your results, and a data development agenda. Thistells you what you

think arethe most important measures of child and family well-being; and
Second you can look at what other states have producedfor their report
cardsor to support local planning efforts. While computer syssemsvary
from state to state, the content of these systemsis often very much the
same. What one state has done, another state can likely do; and

Third you can look at thelist of data elementsin the agency data systems
to seewhat'sthere and if the data you want is part of the data base. This
isnot ashard asit sounds. All computer systems have descriptions of the
data elements. These should be available under the freedom of
information act if the agency otherwise refuses. Better, it islikely that
your local department which administersor delivers servicesfor a state
agency hasavery good idea of what data existsin that system.

How to arguefor it: Therearethree principle argumentsyou can makein trying to
convince an agency holder of the data to do something special to meet your data
needs.

» Twoway dreet: We providethe data to you. You should make it
availableto us. Thetruth isthat most data in state systemsis

provide by local public and private service providers. But that data
isthen used to meet state needs but not local needs. The flow of
data and information should be a two way street. " If we provideit
to you, then you should help us accessit."
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» |t'sin your sdf interest. Giving usthe data will help you meet your
goals: Thereisatremendous power in state local partnershipsto

produce improved resultsfor children and families. State agencies
that are smart will want to tap into that power for sdf interest
reasons alone. For example, a state local partnership for stable
families, might usefoster care entry rate data asan indicator. A
local effort to reduce foster careentry, while keeping kids safe, has
adirect financial benefit to the state child welfare agency.

= |t doesn't cost much. No matter what they say, it doesn't cost much
todothis. It isa matter of priorities, not money. Most agencies
have computer programmerson staff or under contract, and the
agency has choices about how their timeisused. It israrethat any
new cash outlay will berequired to produce thisdata. In most cases
it will take one programmer, half to full timefor 6 monthsto a year
to do what you ask.

How to use the political processif reason fails. You probably already know how to do
this. But the obvious levers are the eected officialsfor your jurisdiction and the
media. Use them to push the agencies holding the data. Onerestraint is
recommended. It iseasy to vilify the recalcitrant agencies. But it is better if you can
hold back from doing this. You will ultimately need these people as partners and you
lose mor e than you gain if the process produces” enemies.” Try hard to makeit awin
win solution.

Do the wor k without data: This should be seen asatemporary solution. Ultimately you will want
to know how you are doing in concrete terms. The history of thiswork isto count "trying hard" as
success - effort not effect. Thisisnot, and never has been, good enough. But it ispossibletodo a
version of results-based decison making and budgeting without data. This soundslike heresy.
But here'show it could work: Instead of asking the question: " What worksto turn the curve?"
ask the questions " What worksto produce the result?" " What worksto produce the experience
version of theresult?" " What would work to impact the indicators on our data development
agenda?" It may well be that these questions should be asked as part of the" regular” results
process. But they can serveto givethelook and feel of an " endsto means' process. And that is
the essence of thiswork. For a more complete answer to this question see 2.9 What do wedo if

we don't have any good data at all?

Create new data: Thisisalso not always as hard asit sounds. And thereason isthat the data you
create does not have to meet traditional standardsfor academic and scientific accuracy. Thisis
heresy. But thetruth isthat the kind of planning and budgeting processes that we are talking
about must ultimately be pragmatic. Thereisalready great pragmatism in the question " What
works?" There can bethat same pragmatism in choosing indicator data to represent a result.
Her e ar e some specific examples:

* Many communities have done surveys of how safe people feel asa counterpart
tothe crime statistics. It is often true that people fed unsafe even when crime
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statistics go down. These surveys can be implemented with volunteers. And if
you can get thelocal college or university to help with the design so much the
better. Other community surveysare possible if the dataisimportant enough.

Go out and count: Sometimesit'sa smple asa count of the number of vacant
and abandoned housesin the community. So go count them every few months or
so. Put these countson a graph on thewall. Use thisas a basdlineto drivethe
results-based thinking process (What worksto turn this curve?) Useit to
engage partnersand keep the process disciplined and on track.

Be creative about how and what to count: If you are concerned about child
safety, then ask at every meeting of the collaborative " How many people have
seen a child riding a bike without a bike helmet since the last meeting?" Put
thisdata on a chart on thewall. It can bethat easy. A favorite story here:

Senator Bernard Fowler of the Maryland Legidature grew up along the
Chesapeake Bay and would catch crabsin the summer by wading out into
the bay. Asa boy he could till see hisfeet when the water was up to his
chin. Ashe grew older the bay water became murkier, and he became a
strong advocate for water quality. He decided that each year he would
wade into the bay where he grew up until he lost sight of his sneakers. He
recorded the distance asthe Bernie Fowler Sneaker Test of water
quality. At first thiswas considered strange behavior. But after afew
yearsit became a media event with the Secretary of the Environment at
hisside. Create data, created attention, created will.
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2.9 What do we do if we don't have any good data at all?

Tools
The Short Answer

1. Exerciset TheWhole
1. Usetheresultsand the experiential version of resultsto drive the | Distancefrom Resultsto What

process. Works . .
2. Story Analysis Exercisefor

Results Accountability

Instead of asking “ How are we doing on the basgline?” we ask 3. How to create working
“How arewe doing producing the result we want?” How prevalent basdinestodrivethewhat
are the experiences which tell us about thisresult?” “ Are things worksthinking process
getting better or worse? Stories

Instead of asking “What isthe story behind the basdline?” we ask
“What arethe causes of our our current conditionson thisresult?”

Tips
Instead of asking “ What worksto turn the curve? we ask “What will
it taketo do better on thisresult? What will it taketo produce the
experiences that best describe thisresult?" Advice from:

2. Don't give up on theidea of using data to assess progress. See 2.8
Where do we get the data for indicators? How do we get better data? Organizational
Resour ces

Eull Answer
References

(1) Don't give up on theidea of results-based decison making. The
most important idea behind results based decison making isthat we
sart with ends and work backwardsto means. Data in the form of
indicatorsisa method for being clear about ends. If ends can be described in measurable terms
then thereisless ambiguity about what progresslookslike. And there can be more disciplineto
the business of getting there.

(2) Dataisnot the end-all and be-all of thiswork. You can have other ways of describing desired
resultsor end conditions of well-being which can serve as proxiesfor data until data can be
obtained and used.

(3) Her€show you can run the process without data. If you really have no indicator data and no
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prospect of getting any any time soon, then there are several things you can still do with the
results accountability framework. It is possible to steer the thinking process with theresults,
experience and desired data at the top of the page. The planning process can then framethe
guestions not in termsof indicator baselines but in terms of these three e ements.

Instead of asking “ How are we doing on the basgline?” we ask “How arewe doing
producing the result we want?” How prevalent are the experiences which tell us about
thisresult?” “ Arethings getting better or wor se?

Instead of asking “What isthe story behind the basdline?” we ask “What are the
causes of our our current conditionson thisresult?”

Instead of asking “What worksto turn the curve? we ask “What will it taketo do
better on thisresult? What will it taketo produce the experiencesthat best describe
thisresult?"

Thisisan admittedly weaker way to plan, because the definition of success becomes more
clouded and less objective. But it isa way to get started while data isbeing improved.

(4) Don't give up on getting indicator data. Seethe answer to 2.8 Where do we get the data
for indicators? How do we get better data? for more details. Developing new data is not

asdaunting asit seems. Thisis because planning and budgeting data does not have to meet
resear ch quality standards. It isOK if it iscredible and usable. So community groups can sponsor
informal surveys of residents. Many communities havein fact donejust this on the matter of
safety, asking questions of whether residents”feel” safe. Often these number s conflict with the
crime statistics and this allows the community to go deegper on solutions that address both real
and per ceived safety. Other kinds of surveys are possible. Monthly surveys of graffiti and vacant
housing could be accomplished by a walkthrough of the neighborhood, as could many other
observable conditions of the community. These could be compiled, and used to create a baseline
against which to judge progress. Even smpler surveys might be used by collabor atives— such as
a quegtions at the monthly meeting “How many people here saw children riding bikes since the
last meeting. How many of you saw children riding without bike helmets?’ —a smple survey that
could be charted on thewall and turned over time.

________ (5) Working Basdlines: Consider using one or mor e wor king basdlines, of the type used in the
turn the curve exer cises.

First ask the question: " If we could have data to measur e these conditions of well-being in our
community, what would we want?" Then for each of these answer s use the following technique:

" Create aworking baseline for purposes of the exer cise, by asking the following questions: I's
thisindicator getting better or worse? Hasit been going in thisdirection for a few years? Hasit
been getting (better or wor se) fast or slow (steepness of baseline)? Do you think it will continuein
thisdirection for the next several yearsif we stay on our current course (i.e. don't change what we
do)?"
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While thiswill not take the place of the need for real data, it will allow peopleto engagein real
discussions of the story behind the curve and what works, the essence of the talk to action

process. If thisapproach isnot followed up at some point with real data we will be left wondering if
our impressions of improvement or declinearereal.
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2.10

How do we create areport card and what do we do with it?
(on child and family well-being, for other populations, for an entire
community quality of life)

Th rt An

Tools

1. Report Card Web sites,

1. Gain organizational and political sponsor ship, necessary to produce | which show how othershave

the document and giveit standing in the decision making process.

2. ldentify resultsand indicator s, using a broad processto involve
partners, and grounded in a conceptually clear framework. See2.5
and 2.6, and 2.7.

3. Gather the data, starting with the best available and pur suing your
data development agenda. Use your poalitical sponsorship for
cooper ation and access. See 2.8

solved the data problem
Stories

1. Contra Costa County’s
Children’s Report Card tracks

state, county and neighborhood
trendsfor 23 Indicatorsunder

5 Results.

2. The Santa Cruz county-wide
data book isa powerful tool for
community change

3. LosAngeles Children’s

4. Analyze and present the data in smple and compelling ways. Focus||planning Council usesthe

on analyses with direct policy implications. Keep presentations short
and visually interesting.

5. Decide on recommendations. This can be published as part of the
document or separately.

Full Answer

Thereisof courseawhole paper written about thisif you'd liketo
read it. Click hereto go to the Finance Project webstetoread " A
Guideto Developing and Using Family and Children's Budgets.”

What followsisasummary of some of the key stepsand some new
lear nings about how to do thiswork.

(1) Gain sponsor ship: Producing a Family and Children'sbudget isa
major undertaking, and needs the sponsor ship and support. Two
kinds of sponsorship areimportant: organizational and political.
Organizational sponsor ship follows from political sponsor ship.

2.10

power of outcomesand
indicatorsfrom planning to
budgets

4. Los Angeles County
government or ganizes major
planning effortsaround
County-Wide Results

Tips

Advice from:

1. Mary L ou Goeke Executive
Director, United Way of Santa
Cruz County

2. Susan Brutschy, President
and Community Assessment
Project Director at Applied
Survey Research

3. Chrigtina L ynnville, Deputy
County Administrator, Contra
Costa County




Possible political sponsor ship is complicated, but it boils down to ékm%ems
these optiqns: Insid_e or_outside government. I.nsi'de gover nment in || Angeles County Children's
the executive or legidative branches; with majority minority or even ||Planning Council. and
individual eected official support. Outside gover nment by coalition or ||Jacquelyn McCroskey, Member|

collaborative or by a single organization usually an advocacy W
LA Children's Planning.

organization. Council

5. Advicefrom Gary Stangler
Each political arrangement allows a set of organizational and CorneliusHogan
arrangements. Organizational support (meaning production Organizational
wher ewithal) can belodged in the executive branch or legidative Resour ces

branch or private sector. In the executive branch it can be housed in

the budget office, amajor department, or best a collabor ative or

children's cabinet. In the legidative branch it ismost likely to be

housed in the staff arm or budget arm of the legidative body. In the References
private sector it can be housed in a single advocacy organization or a

collaborative or council.

The purposes of sponsor ship aretwofold: First, organization support and financing is necessary to
support thework and produce the products. But leverage, visibility, and utility may be even more
important. Children'sreport cards, like children's budgets ar e political documents, and who
sponsorsthem says a lot about how they will be seen and used. The obvious message hereisto go
fo the highest level sponsor ship possible, preferably joint executive legidative authorization and
support. Beforethisis possiblethereport card may need to go through its development in the
private sector.

Thereisan argument to be madethat the report card should be developed by and remain in the
private sector, asa means of providing an outside, " objective" view. Thisisin fact the way most
report cards have been produced. The Annie E. Casey Foundation Kids Count report are mostly
produced by private non-profit or university based organizations. The advantage hereisflexibilty.
The possible disadvantage is access to data and standing in the political and budget processes.
United Way's are playing an increasingly important rolein the development of report cards.
These organizations often represent at least partial neutral ground, and have the organizational
resourcesto pull it off. Foundation or other private sector funding is often necessary.

(2) Ldentify results and indicators: Oncethe project isauthorized and funded, the fun begins.
Many report card efforts of the past have skipped " results' gone directly to the businesses of
sdlecting indicators, and did thismostly on the basis of data power. So you end up with areport
card that isthe best of available data. The problem with thisisthat theindicatorsarea
disembodies set of data with no anchor to the notion of well-being for the population being
reported on. " Why theseindicators?" one might reasonably ask. And the answer hasmoreto do
with the quality of data than the pur pose of the data. The pur pose of indicatorsisto help quantify
results, conditions of well-being. Results themselves help be mor e specific about what we mean by
well-being. So using resultsto select indicator s produces a logic chain: " We're concer ned about
the well-being of children in our community. Her €' swhat we mean by well-being in plain language
(safe, healthy ready for school etc.). And her € sthe data we have available which can best tell us
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how we're doing on these conditions.”

The process of identifying resultsand indicatorsis described in other partsof thisguide. See2.5
and 2.6, and 2.7.

(3) Gather data: See 2.8 Where do we get the data for indicators? How do we get better data?

(4) Analyze and present the data: These arerelated tasks. The best presentations allow the
reader to easily and visually reach their own conclusions. There should be two partsto the
analysisand presentation. First isthe basic data for each indicator. There are many formatsto
choose from. The best are compound pictures, that is, pictures with more than one data element.
The National Casey Foundation Kids Count report provides one of the best, the principle display
using barsto show the amount of improvement or decline compar ed to national averages. Thisis
supported on the same page by the actual value of the indicator and the state'sranking. One
weaknessin the Kid's Count format isthat the comparison involvesjust two pointsin time,
usually ten yearsapart. Thisisa difficult basdine to inter pret becauseit tell nothing about what
happened in between or about recent trends. An arguably more powerful, but also more complex
presentation, would show multi-year basdines with as much history as possible and for ecasts of
where we are heading if we stay on our current course. See2.11 How do we create a basdline
(trend line) for an indicator? There have been a great number of excdlent family and children's
report cards produced in thelast 10 years. Click herefor alist of websiteswith click-on links.

Analyzing the data offers many options. Thisisthe placewhereit ispossibleto tell the story
behind the baselines, to describe causes and forces at work. Why does the data look the way it
does? Thisisimportant because, just like in epidemiology, each causeisa pointer to potential
action. The analysis should also include comparisons. First off are self comparisons, how much
have things gotten better or worse. And secondly comparisonsto others, including national and
state averages and trends. Comparisons can also be madeto other comparable jurisdictions. And
finally to standardsif they exist and targetsor goalsif they have been set.

A word on setting goals: If you set the goal without regard to time (" Our goal is95% high school
graduation.") then you can set the goal anywhereyou like. But if your goal has a time component
(" Our goal is95% high school graduation by next year." ), make surethe goals ar e ambitious but
reasonable in light of the baseline. Unrealistic goals under mine the credibility of the effort.

(5) Decide on recommendations: Report cards provide a platform and opportunity to influence
decisions about children families and communities. The press coverage of report cardsis
sometime the most concentrated attention theseissues get in the press. If thereport card is
produced by government, then it isnot likely to allow much in the way of specific
recommendations. I n this case private advocacy or ganizations can and should issue a companion
analysis offering specific policy recommendations.

(6) Produce and digtribute the document: Paper and electronic distribution, as widely as resour ces
permit.
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(7) Let'sback up a step. Why do a Children'sReport Card or areport card on the well-being of
any population? Her e ar e two images which might help.

Families and Children Inc. :Imaginethat your collaborative isa cor poration, and the group that
meetsregularly isthe board of directors. But the bottom linefor your enterpriseisnot profit, it is
the well-being of children and families as measured on the variousindicator baselines. Asa

cor poration, you would need information on aregular bass, just asa corporation does, on how
well you are doing. Periodic report cards providethisinformation in a syssematic and disciplined
way, not just for your board, but for the many stakeholders (stockholders) in your community.

Consoles: You arethe chief engineer at a nuclear power plant. In front of you isa large console
with a thousand dials and gauges on it. If the plant isto be operated safely, you need to pay close
attention to a handful of these gauges. The gaugesthat are most important arelarger than the
onesthat arelessimportant. The temperatureguage in the main reactor isthe biggest gauge.
These large gauges are your indicators, and you run thisliterally life and death operation on the
basis of that infor mation. Those groups who come together to take responsibility for the
well-being of children and families (or any other population) are faced with a system far more
complex than a nuclear reactor. We too have many thousands of possible gaugesto consider.
When we select the most important measuresto go into areport card we are selecting those that
deserveto belarger than the others. And thisreport card can help us steer the enterprise of child
and family well-being just asthe plant manager steersthereactor and its many systems. So the
report card isa console which can be used to steer the complex system (public and private, for
profit and non-profit, paid professonal and parent volunteer) supporting the well-being of children
and families.

Report cards can help us stay on cour se when we've made progr ess. Take the example of
Tillamook County wher e teen pregnancy ratesrebounded after years of progress. Report cards
can help us keep our eye on what is most important even when the numberslook good (or better)
and take action to sustain progr ess.

Finally, one of the best argumentsfor a children'sreport card isthe picturewith of its absence. If
we have no way to steer, we arel€eft to literally wander. And thisis much of the history of social
policy. Through money at problemsand hope for the best. The early navigator s made progress by
charting their path againg the stars. Results and indicators and the star charts of report cards
(and budgets) are the way we can navigate. No one has yet created a better way. (Stay tuned for
the Social Policy Global Positioning System.)
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2.11 How do we create a baseline (trend line) for an indicator ?

Tools
The Short Answer

1. Technique: Creatinga
1. Baselines have two parts: an historical part which showswhere forecast for abasdine
we've been, and a forecast part that showswherewe are headed if we Stories
stay on our current cour se.

1. How CBO forecaststhe
2. The higtorical part should have as much data asyou can get. Aim | surplusand deficit
for threetofiveyears. If you have no historical data, then start the Tips
baseline whereyou are and build the history part over time.

1. Don't let statistical experts

3. Build one or more forecast scenarios using partners dominate the process.
knowledgeable about causes and forces at work. Use statistical 2. Themost important part of

; forecastsisthat they are
techniquesasatool not an answer. See thelong form and short form credible
techniques below for creating a forecast. 3. Do not manipulate forecasts

to set up an easy definition of
successor overstatethe
importanceof aproposed
program or changein policy.

Eull Answer :
Advice from:
(1) What are basdines: A basdineisa multi-year display of data with
two parts: an historical part which showswherewe’ve been, and a
forecast part that shows where we are headed if we stay on our Organizational
current cour se. Baselines allow usto define success as doing better Resour ces
than thebasdline or “turning the curve”
2) Baselines serve two purposes. First they allow usto ask and
@) Purp & References

answer the question: Als thisfuture OK 2§ If the per centage of 3rd
gradersreading at grade levell”] has been declining for several
years, Ais it OK for it to continue to decline?@ AL ook wherewe:=ll bein
two yearsif this continuesl@§ M ost processes of serious change start with the member s of the
community saying AThisisNOT OK. We can do better.@ Baselineswith forecasts allow you to
have this discussion.

Second, baselines allow us to assess progressin terms of doing better than the baseline. This

allows usto Acountf as progress when we have dowed therate at which things are getting wor se,
before we fully turn around and go in theright direction. Thisstandsin contrast to the usual
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definition of success. that things get better right away. Thisisoften unrealistic when trends have
been headed in thewrong direction for along time. It takestimeto turn the curve on such atrend
line. If we do not use baselinesto measur e success, we set our selves up for failure by creating
unrealistic expectations of quick fixes.

The box below displaysthe history part of a sample baseline prepared for the training sessions
for Prop 10 commissioners sponsor ed by the State Commission, the Califor nia Endowment and
the Foundation Consortium._

Kindergartners' Immunizations

Up-To-Date at Age 2
San Francisco Bay Area

100%

80%

) e T, ETH
L e —

40%

20%

0%
1996 1997 1998 1999 2000 2001 2002

Souna. CaWam e D prtme ik of HEalh Seescas, nmunicalon Branch
Frepared by Mich szl Rssdng for FREI

(3) Forecasting isan art, not a science. It isnecessary to get the right people around the table
who can talk knowledgeably about the for ces affecting the basdline and what are likely scenarios
for changein thefuture. It often helpsto have a statistical expert as part of the team, But this
person should not be allowed to dominate the process. The best forecasting is not about technical
statistical analysis. It involves people who know Awhat=s happening on the street@ and who can
create two or three believable scenarios of the likely future. Statistical folks can help this process
by analyzing trends and presenting data. But do not relinquish control of the forecasting work to
the statisticians. Forecasts should reflect the consensus view of key partnersabout whereweare
heading.

(4) ... TECHNIQUE: Creating aforecast for a baseline. The hard part of basdlinesis, of course,

the future. How good are economists or meteorologistsat predicting the stock market or
weather. Uncertainty isan unavoidable part of this part of the work.
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Shortcut: Consider two simple ways to organize a discussion of forecast: Ask the following
questions and at each step ask “why?’:

(1) Do wethink thetrend will continuein the same direction?
(2) Will it goin that direction faster, dower or about the same?
(3) Do wethink thetrend will flatten out? When will it flatten out and at what level?

(4) Do wethink thetrend will change direction? When? What will happen after ?
Systematic: Hereisanother more structured way to do much the same thing:

Create a table with the months across the top and rows as follows:

Result: Stable community with adequate housing
Indicator: Number of vacant houses/properties

Quarter: -4 -3 -2 -1 Present +1 +2 +3 +4
A. Begin quarter (3 months) 20 21 2 23 24 25 27 30 32

B. Changes during quarter
1. Increment rate of
growth/decline

a. Historical pattern of increase at 1
per 1 1 11
quarter

2. Changes due to demographics

a Older population moving out 0 1 01
at faster rate

3. Changes due to economic

conditions

a. Economic conditions get wor se over
the next yr.

4. Other changes

I(Oll.alnzorecast Path without action n 2 - o4 - o7 0 2l

D. Changes due to action plan

1. Fix-up 5 houses per quarter -5 -5 -5 -5
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E. Forecast Path with action

2 20 1715
plan

The group decidesthe factorsto be considered in section B and the estimated value of each. So
for example, a chart on forecasting vacant housing might look likethis:

........ Story: Robert Reichauer, former director of the OMB described 4 factorsthat they
considered in forecasting the surplusor deficit. (NPR interview 7/18/2000). Conceptually their
techniqueisvery closeto the process described above. The four factorswere:

» Performance of the economy (assume aver age for the next 10 years)
» Tax policy (assume status quo)

= Entitlement policy (assume status quo)

= Growth in discretionary spending (assume samerate asinflation)

(5) Tdlthestory behind each basdline, or the story for all the basdlinestogether. What are the
causes, the forcesat work? Why does this picturelook the way it does? Why are only 67% of our

children immunized at age two? Why are so few of our 37d gradersreading at grade level? Why is
it getting wor se or improving so dowly? ThisistheAepidemiology@ part of thework. Each part of
the story isa pointer to action in the next stage. If one of the reasons 3"d grade reading scor es
are going down isthat parents donrt do a good job helping children build reading skills, then thisis
a pointer to parent education, support for library reading programs, campaignsto get reading
material into the homes of familieswith young children etc. Be prepared for different storiesand
serious debate. As different partnersadd their perspectives, arich picture will emerge about what
is happening in the community and why children are, or are not, healthy and ready for school.

Remember: When considering the story behind the baselines, make sure, again to
involve as many partnersfrom as many different and diver se communities as
possible. It isparticularly important to involve parentsin thisthinking process. Those
we aretrying to help, often know more about the causes and likely successful
approachesthan the professionals.

In doing thiswork, it may be useful over timeto develop the indicator basdlines and the story
behind the baselinesinto a periodic report card on Achildrenhealthy and ready for school.@
Making thisreport card part of alarger report card on child and family well-being will help link
Prop 10 work to other effortsin the county to improveresultsfor children and families.

Another type of story which needsto betold isthecost of bad results What isthe price we pay
when children are not healthy and not ready for school? Such costs show up in many places. as
remedial education costsin the school system, as health care costsin the public and private
sector, and later in such things asteen pregnancy and juvenile crime. Showing the costs of bad
results helps make the economic case for additional investmentsin children and their familiesi8l
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2.12

How do we identify what wor ks to improve conditions of well-being?

The Short Answer

1. Look at theresearch, but don't be limited by research. Find out
what hasworked in other placesto turn the curvesyou areworking
on. But research will never giveusall or even most of the answers.
Use your common sense and knowledge of your community to decide
what will work here.

2. Consider no-cost and low-cost ideas. Money isimportant but it is
not everything. The community has mor e ener gy than money can buy.
When people are given permission to think about no-cost and
low-cost actions, often half to two thirds of their ideas can be
accomplished without new money.

3. Therearetwo pointersto what worksin the preceding steps of the
process. Each element of the story behind the basdineisa pointer to
action. And each partner or potential partner isa pointer to action.

4. Rate your ideas against criteria. Consider SPECIFICITY (Isthis
idea actionable?); LEVERAGE (How much impact will it have on the
curve?); VALUES (Isit congstent with our personal and community
values?); and REACH (Isit feasible and affordable thisyear, next
year, 2to 10 years).

5. Fit the piecestogether. Having selected prioritiesfor action isnot
the same as having a coherent plan. We need to consider how these

piecesfit together in a system of servicesand supports, not just a
loose confeder ation of good ideas.

Full Answer

< Given theresults we want (children healthy and ready for schoal) ;

< Civon thaindiratnre nf thnearecilte and tha o nrv hehind tha
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Tools

1. What WorksCriteria
Worksheet

Stories

1. Case Studies page

2. Santa Cruz County'sunited
effort turnsthe curve on teen
alcohal use: Together for

Y outh/Unidos Para Nuestros
Jovenes

3. San Mateo County's
Children's Summit Moves 350

Participantsfrom Talk to
Action.

4. L os Angeles County

gover nment or ganizes major
planning effortsaround
County-Wide Results

5. Maryland Office of Children
Youth and Families. improved
teen pregnancy and infant
mortality rates

Tips

Advice from:

1. Advicefrom Susan Ferren,

Project Coordinator for the San
Mateo County Children’s
Report and Summit

Organizational
Resour ces

Refer ences
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indicator baselines, Serieson line

< Given the partnersaround thetable

What works, what could work, to turn these conditions around? What would it take to have all
children zero to age five healthy and ready for school? What would it taketo have all children
succeeding in school? The answer s are a combination of science and common sense. The
following sections do not give the answer (no one can) but rather offer an approach for you and
your partnersto figureout for yoursef what will work to turn the curvesin your community, city,
county or state.

T | ook at theresearch. Thescience part isabout the resear ch that has been done over the last
20 plusyearson programsthat actually make a difference in the well-being of young children and
their families. While some of thisis still controversial, we know that quality child care, regular
health care, family support and parent education all play a key rolein the healthy development of
children. The chart displaysthereferencesin the Prop 10 legidation to what works. Prop 10
commissions should use these categories as a starting point for considering what works. There

¥ Don:t belimited by research. The common sense part isthat not all thingsthat work have
been proven by the research community. What worksideas should build on your experience and
what you and your partnersknow about the community in which you live. What do you think would
work here? Involve as many partnersasyou can in thisthinking process, including the par ents of
young children. Be disciplined about this part of thework aswell. Not all ideas are good ideas.
Test each idea against the question: AWould this make a difference in the well-being of young
children and their families? Would it help turn the curveswe aretrying to turn?@

I Consder what hasworked outside the county. Thereisa growing body of experience from
other counties, statesand countries about what worksto improve the well-being of children and
families. Thisis sometimesreferred to asAbest@ or Apromising@ practice. And a number of books,
journals and websites provide access to this experience. Some of these are listed in Appendix A.
L ocalities with successful efforts are usually willing to host visitors, and this can be a power ful
way to get beneath the surface of advertised claimsto what really worked or didn=t work. Some
technical assistance centers (also listed in Appendix A) can help arrange sitevisitsor Apeer to
peer@ consulting within California and acr oss the country. It goes without saying that what works
in one community may not work in another. So, look for experiencein counties and communities
with economic and demographic characteristics smilar to your own.

I Consder no-cost and low-cost ideas. No-cost and low-cost ideas can be among the most

power ful parts of your plan. We have a tendency to think about everything asa money problem.
And while money is certainly important, it is not the only way to turn a curve. There are many
ways for partnersto make contributionsto thiswork (e.g. use of volunteers, advertising by the
media, family friendly policies by the business community, support groups by the faith community,
streamlined policy or procedure by public agencies etc.) that make a crucial contribution at low
cost and without using public funding sour ces[19 When groups are given the challengeto turn a
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curve (likereading scores or immunization rates), and are asked to include at least one no-cost or
low-cost idea, it often happensthat half to two thirds of the good ideas are no-cost or low-cost.
Thesimple act of asking for no-cost and low-cost ideas has the effect of changing peoples
mindsets.

Remember: The purpose of Prop 10 planning is not how to spend the money. It=s how to get the
resultswe want. Prop 10 money used in combination with other resour cesin the community can do
this.

I Usepointersto action. Therearetwo pointersto what worksin the preceding steps of the
process. Each element of the story behind the basdlineisa pointer to action. And each partner or
potential partner isa pointer to action. The Commission should seek advice from a wide range of
partnerson what it would taketo get all children healthy and ready for school. The Commission
should ask each partner thefollowing questions:

< What isyour best assessment of whether our children are now healthy and ready for school
and why?

< What could work in this county to improvethis situation (including no-cost and low-cost ideas)?

< What can you contribute (time, money and expertise). How do | create a strategy toturn a
curveor set of curves? (i.e. actually improve the measurable well-being of children, adults,
families or the community as a whole)

Criteriafor sdecting what worksand crafting them into a strategy
The notion of tables

Thekind of process described above usually ends up with along laundry list of everything
anybody ever thought was a good idea to do for children and families, completely undisciplined
and completely unaffordable. Thetrick in thiswork isnot to create such alaundry ligt, but a
coherent strategy, that we can actually afford to implement that will actually produce theresults
we want.

........ Techniqueto Assess your what worksideas against criteria. One way Seethe
to do thisisto assess theAwhat worksf ideas accor ding to established
criteria. Four criteriaare offered for your consideration: What Works

e - _ Criteria Worksheet
Specificity: 1sthe proposal specific about what will be done, when

and by whom; or isit arhetorical statement of need likeAend poverty and cure diseasef
Proposals need to take the form of an actionable item which can be funded and
implemented.

L everage: How great an impact will this proposal have on the curveswe aretrying
toturn? We arelooking for actionswhich are high leverage, not token efforts.
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Values: Isthe proposal consistent with our personal and our community=s values. There
are many proposals which are potentially effective which violate important principles of
equity and fairness. The best approaches must be true to community values and must take
into account differencesin culturesand community norms.

Reach: Isit feasible and affordable? Can it be done thisyear, next year, or 3to 10 years.
Thiscriteria can help space out our effortsover time.

What works ideas can be rated on a worksheet against these criteria. We arelooking for actions
which are high on all four criteria: actionswhich are specific, high leverage, consistent with our
values and which can beimplemented sooner rather than later. Each proposal can berated high,
medium or low on thesefour criteria. Thosethat riseto thetop can becomethefirst year=s plan.
Othersthat are high on thefirst threecriteria, but lower on thefourth can betargeted for later
years.

I Fit the piecestogether. Having selected prioritiesfor action isnot the same ashaving a
coherent plan. We need to consider how these piecesfit together in a system of services and
supports, not just aloose confederation of good ideas. This means consider ation of the chargein
Prop 10 to create a comprehensive, collaborative, integrated, consumer oriented and easily
accessible system of services and supports for young children and their families.

Create a special part of the process (a subcommittee or task force) to look at
< how the system of servicesisconfigured,

< thepartsof the system that are difficult for families with young children to access
or negotiate, and

< how services can be made mor e accessible to families of different cultures

< the opportunities we haveto break down walls between service systems and lessen
duplication and bureaucracy.

Thisgroup may identify additional action itemswhich require funding, such asthe creation of a
resour ce and referral network for child care, the placement of new screening and diagnostic
servicesin family centers, or the addition of evening and weekend hoursfor health care or child
care services. These can be added to the what works agenda and ranked against other proposals.

Many of the changes necessary to improve the service system will involve no-cost and low-cost
actions such asthe collocation of existing services, creation of common for ms acr oss systems,
shared intake and assessment services, or wrap around funding for children in out of home care.

One community labeled their work to make the system accessible ANo wrong doorf meaning that
every point of contact with the parents and children should involve knowledgeable wor kerswho
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could help access any service. Another image which might be helpful isthat of a service system
with a Afront room@ and a Aback room.@ In the front room, families and children get what they
need in a seamless, culturally competent and consumer friendly way. In the back room werun the
financial and technical systems necessary to make the front room work.

The product of thiswork should be a visual map of how the service system now looks, and how it
should look, from the consumer=s point of view. This can be used asa tool to move the system to

become more friendly to familieswith young children. _

Remember: The purpose of thiswork isnot planning. The pur pose of thiswork is doing.
Thereisatendency for plannersto become so enamored with their planning process they
forget there are other thingsto do in addition to planning. It is necessary to do the best
planning possible without letting the planning processitself become the point of the work.

A special note about service system reform. Systemsreform has become a code word for making
sense out of the highly categorical system of services which have grown up over the past 50
years. We now oper ate a system whereit isentirely possible for the child welfare, juvenile justice,
mental health and education systemsto all be working with the same family and not even know it.
It isvery important that we do the work necessary to make these syssemswork asone. But it is
equally important that we keep these reform effortsin per spective. Systemsreform of whatever
sort isameansto improving resultsfor children and families, it isnot an end in itsdlf. Take child
welfare for example. We could have the best functioning child welfare system in theworld, and
rates of child abuse could continuetorise. The child welfare system islikethe MASH unit in the
Korean war, taking in casualties. Expecting to end child abuse by fixing the child welfare system
islike asking the MASH unitsto end the Korean war .

Front Room - Back Room: One useful and power ful image which can be used to describe the
intent of systemsreform efforts (as part of larger strategiestoimproveresults) istheidea of
front room and back room. (NOTE: Citefirst referenceto thisideain one of the CSSP or FP
papers.) One day we would like to have a service system which has a front room and a back room.
In thefront room, children and familieswill get what they need, based on what they need, not this
crazy collection of categorical programswe have created. In the back room we'll categorize the
hell out of them so we can claim every conceivable dollar to pay for what'sin the front room.
Right now we have just a back room. And as a consequence the funding system very often drives
the service system, when it should be the other way around.

An important implication or corollary of the front-room back room imageisthat it is not necessary
to fix the financing system for services befor e fixing the service system itself. The accumulation
of funding requirments from federal state and local lawsis enormoudy complex, and it isunlikely
that there will be any coordinated action any time soon to make sense of it. But the funding
system isoften used as an excuse for not trying to make sense of the service system. Thisisjust
an excuse. If you can figure out what you want the front room to look like, then creative fiscal
people and other partnerscan makeit happen.
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2.13 How do we create an action plan and budget?

The Short Answer

1. An action plan describes who will do what when and how. Action
plans are developed after your strategy isdeveloped. For each

element of the strategy, identify tasks down thel
acrossthetop: whoisresponsble (primary and
and end dates, and a column for statusreporting

2. A budget describeswhat will be funded and h
processes involve four basic steps:

eft column and
secondary), begin

ow. Most budgeting

» Develop alig of what you want to do: In results accountability this

means what works to turn the curves

» Prioritizethelig: Thismeansusing criteria, like specificity, leverage,

vaues and reach.

= Attach aprice tag to each item.

» Take the money you have and buy as far down the list as you can.

Full Answer

(1) If you can, read the full answer to Question 2.12 first.

(2) Let'stakeaction plan first. The basic notion of an action plan is
who does what when and how. Thisisthe most ancient part of
planning. Even huntersfrom the distant past had action plans,
although they were usually only a few pages, with bad spelling and
grammar. (Urg chase mammoth. Then Brk throw speer.)

So if you can agree on a strategy and set of
actionsand can space those actions out over

several years, you have theingredientsfor an action plan. Thereare
lots of different waysto structure an action plan. It can be assmple
asalig of thingsto do, or as complicated asthe Normandy invasion.

Budget Formats
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Tools

1. A Possible Action Plan
Outline

2. Budget Formats
Stories

1. MADD turnsthecurveon
alcohol related traffic deaths.

2. Santa Cruz County'sunited
effort turnsthe curve on teen

alcohol use: Together for
Youth / Unidos Para Nuestr os
Jovenes.

3. Tillamook County tUrNS

the curve on theteen

regnancy rate.
Tips

1. See The L anguage of
Accountability for help with

termslike" goalsand
obj ectives."

Advice from:

Organizational
Resour ces

References

1. " The Cosmology of
Financing." EPSl website
2." Financing Reform,




Reforming Finance"

(3) Think of an action plan asa chart with tasks || A possble Action mw

running down theleft column. Acrossthetop are | pign Outline 3." A Strategy Map for

the following columns: description of task; whois Results-Based Budgeting" The
responsible (it is often a good idea to show primary and secondary FinanceProject website
responsibility or lead and support responsbility), when thetask starts

and when it should befinished. Most forms of thiskind leave a column or two at the far right for
statusreporting.

Theleft most column (tasks) usually showsthe major strategic elements of the plan with the
steps or taskslisted below each. These major elements and implementation tasks are sometimes
called GOALS AND OBJECTIVES. (See the Language of Accountability).

Click here to see an example of an action plan in thisformat.

(4) How to create a budget isatrick question. Because the creation of budgets areintegrally part
of the process of deciding what to do. Thereisa necessary back and forth process between what
we want to do, how much it will cost and whether we have the money to doit. Hereisthe usual
(and oversmplified) way this happens. (All budgeting can be boiled down to these four steps.)

(1) Develop alist of what you want to do, what worksto turn the curves, using the
thinking process described above (or some other method - throwing darts - popularity
contest etc.)

(2) Prioritize thelist. Thiscan be donein a number of different ways. Oneway isto
use selected criteria to judge each item.

(3) Attach a pricetag to each item.
(4) Takethe money you have and buy asfar down thelist asyou can.

Now theinteresting part of budgeting comesin the different ways these steps can be done and
the order in which they are done.

Step 1: Thetraditional way of answering step oneisto skip all the stepsin results-based
budgeting up to the what works question. Ask everybody what they think worksand what they
want to do. This process has been used for along time. But the problem isthat everyone hasa
different idea of why they are doing it. In the absence of results and indicators, people will answer
the what works question in any way they want (self interest, favorite program, dream they had
last night) without regard to whether it might in fact turn the curves. We sometimes call this
initiative based budgeting. " We're going to have a children'sinitiative thisyear. What should be
in it? And you're off and running. Theresults based thinking process described in thisand other
papersisadisciplined alter native to initiative based budgeting.

Step 2: Thereare any number of waysto prioritize alist. There are group process voting
proceduresthat work well. One way to help guide thiskind of processisto agreein advance on
the criteriato be used to judge each possibleitem on thelist. One set of criteriais offered above:
specificity (Istheitem actionable?); leverage (How much effect will it have on turning the curve?);
values (Isit consistent with personal and community values); and reach (Isit feasible and
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affordable?)

Step 3: Figuring out how much something costsis not an easy thing to do. It is possibleto use
rough estimatesto give people a sense of thisin step 2. But sooner or later you must be serious
about good estimates of cost. There aretwo partsto how much something costs. thetotal cost and
your cost. These are not the samething. If friends are pitching in to help you pay therent this
month, then thetotal cost iswhat you pay the landlord. And your cost isthetotal lessyour friends
contributions. Theimageworksfor financing children and family services. Y ou want as much
money from your friends as possible. This means money from public and private sources. From
public sourcesit meansit meansfederal, state and local dollars. For federal fundsit means money
from capped funding sour ces (like the Social Services Block Grant or Drug Free Schools grants),
and it means entitlement funding (where your money is matched by federal money (like Medicaid
and federal foster care and adoption - TitlesIVE and XIX of the Social Security Act). For more
information about funding see question 2.14 How do we finance a results-based plan? or go to the
EPS website and read " The Cosmology of Financing,” Seealso " Financing Reform, Reforming
Finance" at the Foundation Consortium webste.

Step 4: Thelimiting part of thisstep is” the money you have." Budgeting and financeisnot just
about the money you have but the money you could get. And it isabout finding no-cost and
low-cost means, not just costly ones. One way of going beyond thisisto take each element of the
plan and think about how that item could be funded. Use the money you have asalast resort, to
match other money or serve asan incentive. Think of the waysin which your partnerscan help
you both with cash and non-cash resour ce. The point isto think broadly and systematically about
all the possibilities. (see question 2.14)
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The Results and Performance Accountability Implementation Guide

2.14 How do | finance a results-based plan?

The Short Answer

1. Make sure the action agenda drivesfinancing and not the other
way around.

2. Congder financing asa matter of packaging together many
different resources. No single financing sour ce will do thejaob.

3. Stretch your resour ces by using them to lever age other resour ces.
Seek funding optionsin thefollowing priority order: < no-cost,

items < itemsfully funded by other partnerswithout your dollars <
itemsfunded jointly with your dollarsand other funds, and < items
funded solely with your dollars.

4. Consider each element of your plan one at atimeand consider all
the possible ways that element could be financed. UsetheSIMPLE
FINANCING SELF ASSESSMENT Questionaire t0 take a pass at the
following types of financing and their many subcategories:

* Redeployment: Using money and non-monetary resour ces
already in the system.

* Revenue: Finding new money and resour ces.

* Restructuring: Changing the laws of the universe which drive
the use of money and resour ces.

5. Put the financing ideas into a coherent plan, assign responsibility to
pur sue opportunitiesand get started.

» Redeployment (using the money dready in the system)

Full Answer

2.14

Tools

1. ASMPLE FINANCING
SELF ASSESSMENT.

Questionsto Answer about
Financing an Agendato

Improve Outcomesfor Children
and Families

Stories

Tips

1. Make surethe action agenda
drivesfinancing, not the other
way around.

2. Remember no-cost low-cost
approaches. Not everythingis
about money.

3. Useyour own money last.

L everage other money through
contributionsand match.

Advice from:

Organizational
Resour ces

References

1. " The Cosmology of
Financing." EPSl webste

2." Financing Reform,
Reforming Finance”
Foundation Consortium
website.

3." A Strategy Map for
Results-Based Budgeting" and



. . . . : : " A Guideto beveloping and
(1) A crucial part of developing any action plan is consder ation of Using Family and Children's

how the elements can be funded. It isbeyond the scope of thisguide | g qgets The Finance Project
to fully explorethis part of the work. The overall plan should include ||webste
four typesof action items:

no-cost, items

itemsfully funded by other partnerswithout your dollars
itemsfunded jointly with your dollarsand other funds, and
items funded solely with your dollars

ANNANNA

The object of the gameisto minimizeitemsin the last category.

With regard tojoint funding, it isimportant to consder the waysin which available funds can be
used as match for open-ended federal funding under MediCal (Title XIX) and Federal Foster
CareTitle1V-E). These sour ces can sometimes be used to help pay for serviceswith a medical or
therapeutic component, or which addressthe needs of children at risk of abuse or neglect. Don-t
let the availability of such match determine what you decide to fund. But for things you want to
fund anyway, this can have the effect of multiplying your money.

(3) In doing thiswork it may also be useful to develop a map of how funds are now deployed for
servicesto young children and their families. A growing number of countiesin California have
developed childrerrs budgetsto provide such a picture. Prop 10 Commissions may wish to

supplement these efforts by developing an analysis specific to servicesfor children prenatal to

agefive.

(4) The Cosmology of Financing or Paying for reform of the family and Theoriginal
children's service system (Excerpted from the " What Works Policy Brief: " Cosmology of
Financing Reform, Reforming Finance," Foundation Consortium, January Financing” can be
2000). read on the EPS
website.

Imagine that you could come up with an ambitious agenda of things that you

think will work to improveresultsfor children and familiesin your community. How could you pay
for it? The cosmology of financing isa systematic way of considering all the possible waysto
finance such an agenda. The main categories:

= Using money and non-monetary resour ces already in the system: redeployment
and reinvestment

* Finding new money and resour ces: revenue and refinancing

= Changing the laws of the univer se which drive the use of money and resour ces:
restructuring

How doesit work? When it comesto financing most people are stuck thinking about resourcesin

just one or two ways. It is absolutely essential to consider every possible approach and craft
financing packagesto support our agenda for children and families. There are no magic funding
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sour ces. Successful financing plans bring together many elements. Asyou develop your financing
plan, think about how each of the approaches discussed below can be applied to each of the
elementsin your agenda.

1. Using Money (and non monetary resour ces) Already in the System: | nvesting and Reinvesting:

Investment and Reinvestment: Thefirst order of businessisusing theresourcesalready in the
system. And the biggest of those resour ces ar e the huge sums now being spent on remediation.
How could we tap this bank account for prevention investments.

I magine a company wher e theinvestmentsin resear ch and development paid off big timein sales.
But the sales department and the resear ch and development department wer e separated by an
accounting firewall. R& D had to be saf supporting without any of the profits from sales. Couldn't
be done. Because investment and the profit show up in different parts of the company's budget.
And unlessthe enter prise can be thought of asawhole, thereisno way to make the investment
engine go.

Thesamethingistruein children's services. Invest in recreation services, and the benefits show
up in juvenile probation. Try to make recreation pay for itsaf and it can't be done. Link the two
and maybeit can. Invest in family support centers and the savings show up in lower health costs
by public and private providers. Try to make family centers pay for themsalvesand it can't be
done.

The way businesses answer this question is by linking investment and return on investment (ROI)
and considering the value of investments over time. By anticipating a credible return on
investment, it is possible to use funds up front to be paid back later, with profit for the
shareholdersleft over.

The problem with applying thisidea to children and family services centerson theword
"credible” Therehave been many undisciplined attemptsto arguefor areturn on investment in
children and family services, to the point that peoplein positions of responsibility, like your self,
arerightly skeptical. We have a few examples wher e the investment-r etur n-on-investment
structur e has been shown to work reasonably well. The best examples are investmentsin family
preservation services designed to keep children out of unnecessary placement in out of home
care.

Thekey to the success of these investmentsisthe disciplined targeting of intensive servicesto
children who would have gone into car e without such services. Obvioudy if you apply these new
servicesto children who never would have goneinto carein thefirst place, you incur all the new
expense and get none of the savings. (See" For More Information” section) What is unusual
about thisinvestment in particular isthat the savings show up in lessthan 2 years, an unusually
short timefor thiskind of work. Another reason theROI method workswith family preservation
isthat we know exactly whereto look for the savings and with fairly smple budgeting tools can
credibly captureit.

Thetechnology to do thison a broader scaleisdescribed in " Capturing Cash for Kids." (See
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"For Morelnformation" section.) Let's say we could invest in preventive children services, such
as (child care, recreation, family support, teen jobs, mentoring etc.) in such a way that we could
actually track and capturethe cost savings and cost avoidance which occur several yearslater in
the deep end systems like foster care, juvenile justice and health care. What if we could strike a
political deal that any savings or cost avoidance captured thisway would be reinvested back into
prevention servicesto generate more savingsin the future. Thiswould be areinvestment deal.

The accounting and budget techniques necessary to identify credible savings and cost avoidance
effects are within thereach of many budget shops. But leader ship is needed, along with thinking
outside the budget boxes, to harness basic business investment principlesto this challenge.
"What if we could strike a political deal that any savingsor cost avoidance... would bereinvested
back into prevention servicesto generate mor e savingsin the future. Thiswould be a
reinvestment deal."

Generating areturn on investment from deep end servicesisthe most important redeployment
approach. There are several other forms of redeployment to consider: wrap-around
redeployment, cut-based redeployment and material redeployment. Let'stake alook at each one
briefly. Wrap-around redeployment isreuse of money being spent for an individual child. All the
funds now being spent for a child in expensive out of home placement are considered asa single
total - and a serviceteam is per mitted to design an individual program " wrapped around" the
child, providing they do so at the sametotal cost or less. When thistechniqueisused to bring
children home from out of state or care or expensiveingtitutional careto community based
services, the package can comein at 70% or lessof theoriginal cost. These arefunds already in
the system redeployed to pay for better service.

Cut-based redeployment is, at its heart, the age old business of cutting one thing to fund another.
Wein human services have a very bad track record of voluntarily cutting anything. So we wait
until it isforced on us and then make the hard choices. But thereisno reason we could not make
the hard choices now, providing one protection isin place. The money cut in thisway must go
back into improved servicesfor children and families. Without this assurance, cutting will always
wait for the mandates and emergencies. It ispossible for usto create new efficienciesin service
delivery and to face up to programsthat are not working well, and to use these savingsto fund
services needed to improve results. One of the best examples of thisoccured under the
administration of Governor Robertsin Oregon. The Governor asked state agenciesto cut over
$100 million, and then allowed them to reapply for the money based on what would have the
greatest impact on the state's priority benchmarks.

Material redeployment addresses the non-monetary resour ces already in the system. We
commonly see thisused when staff are collocated at a family support center, or space and
equipment are" contributed” to some new enterprise. One of the best examples of thisisthe
actual bartering of one service for another, which occurred between a child care provider and a
drug treatment provider in Chicago. One provider got child carefor its patients. The other got
drug treatment for its children's mothers. No money changed hands. If thereisan agendato be
financed, some of it can come from the use of non-monetary resour ces already in the system. 2.
Finding New Money and Resour ces:
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Refinancing involves using someone else's money to pay for servicesalready provided, ther eby
freeing up your own (general) fundsfor new use. Refinancing has been mostly applied to services
eligible for some form of open-ended federal reimbursement. By increasing federal claimsfor
these services, state or local general purpose fundsarefreed up.

Theprinciple challengein refinancing is keeping the freed-up money in the system of servicesfor
children and families. Unfortunately, the history of thiswork over the last 20 year s shows that
mor e often the freed-up money istaken away and used for other purposes. When this happens,
the child and family service system is actually wor se off, having all the new paperwork for the new
federal claims, and nothing in terms of new resour cesto show for it. If you can solve the problem
of getting a firm commitment to reinvest ear nings from such efforts, then it may be worth going
forward. " The principle challenge in refinancing is keeping the freed- up money in the system of
servicesfor children and families.”

Federal entitlement fund sour ces are much diminished from 10 year s ago, but there are two
important ones still left. Titlel VE of the Social Security Act allows statesto claim costs
associated with low income children in foster care, subsidized adoption, and some pre-foster care
placement costs. Medicaid (Title X1X) of the Social Security Act) provides awiderange of
funding for medical and related servicesfor low income children in the health, mental health,
social sevice, and education systems.

The principleway to increase| VE claimsisto increase the percent of éigible children. Many
states and counties have increased their IVE dligibility rateinto the 70% or better range,
bringing a significant increase in reimbur sement. The other way to increasel VE claimsisto
broaden the type of expenses claimed. Here, recent work is pushing the boundary of expenditures
that can be claimed aspreplacement prevention work and administrative expense.

Theway to increase M edicaid claiming parallelsthe strategiesfor 1VE: increase the per cent of
eligibles and the scope of claiming. In Medicaid the scope of claiming comesfirst. California and
many other states have established a method for school districtsto claim reimbursement for
medically related services provided to special education students as part of an Individualized
Education Plan (the LEA billing option). Many other servicesin public health, mental health,
social services can also be made to qualify for Medicaid reimbursement. And many activities
performed by workersin these systems can be claimed as M edicaid administration under broadly
established definitions of thistype of expense. " Theway to increase Medicaid claiming parallels
thestrategiesfor IVE: increase the percent of eligibles and the scope of claiming.”

The principle difficulty in thiskind of work istherisk of audit. The federal rules are complex,
though not impossible, and it is essential that the work be done car efully to assurethat the new
claimsdon't haveto be paid back later. If this precaution ismet, and thereisareinvestment
commitment, then refinancing can produce significant new resourcesto support a plan for
improving resultsfor children and families.

Revenue: Thereare many other waysto increaserevenue other than theincreasing federal
claimsto displace state and local funds.
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Thereisnew federal funding available as a consequence of the improved economy (e.g. increased
funding for child care, community development and education) and thereis new flexibility in the
use of existing funding (e.g. the new EdFlex bill providesflexibility to all statesin the use of
federal education funding). Among the most important revenue sourcesisthe surplusin the
TANF welfare program caused by significant reductionsin caseloads since the end of the last
recession. At the statelevel, new funding is also available. The improved economy has created
budget surplusesin all but two of thefifty states. And new fund sour ces, like Prop 10, are opening
up new possibilities.

Private funding is growing at an even greater pace. The growth in the stock market has
significantly increased the endowments of many foundationswho are required by law to give away
a minimum percent of assets each year. And new foundations have been formed as a result of the
conversion of non-profit to for-profit health providers. Corporations are also important sour ces of
funding for children and family services, particularly when the plan component islinked to their
service enterprise (e.g. health provider s supporting immunization efforts).

And there are many waysto raise revenue by improving 3rd party collections (e.g. child support
medical support obligations), by charging feesfor services (even modest fees can help), by
actively seeking donations (one family support center in Maryland has over 300 supportersin
their neighborhood). And don't forget the importance of volunteer and other contributed resour ces
(e.g. mentoring and food banks).

3. Changing the L aws of the Universe: Restructuring: The last category is about changing the
incentives which drive money toward the things we want and away from the thingswe don't. Again

thisiscommon practice esewherein the world, notably the tax system, where tax incentivesdrive
investmentsin home owner ship and contributions to the non-profit community.

These concepts can be applied to family and children's servicesin a number of ways. Perfor mance
incentives can promote change by rewar ding good practice. Flexible funding can allow
discretionary use of funds by lineworkers (e.g. payment of a housing deposit to keep a family
together and the children out of foster care). Funding pools can provide flexibility at the system
level to allow savingsin remediation to be spent on prevention.

These elementsof the" cosmology" areintended to be used after an action agenda for children
and families has been developed. Partnersthen take each element of the action plan and think
through how each type of funding strategy in the cosmology can be brought to bear on that
element over a multi-year period. Theideasarethen consolidated into a funding plan that
identifieswhat isto be funded, who are the potential funding partners, what are the potential
resources, who isresponsble for pursuing each resource and a timetable for action.
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The Results and Performance Accountability Implementation Guide

2.15 OK, so what'sthelink to the budget?

Tools
The Short Answer
1. Results and Performance
1. Budgets ar e about choices. And results based budgeting (endsto | Budget formats- Valumel and
means thinking, talk to action thinking) should lead to better choices. |/

. . .. 2. A Strategy Map for Results
Given these new choices, the decision makersmay or may not make ||5,o4 Budgeting

better decisions. 3. Approachesto Budget Cuts
4. San Mateo County budget
2. Budgets are about allocating scar ce r esour ces. Results based &oerpt . .
; . 5. A script for introducinga
budgeting does not presume that money is the (whole) answer. results-based budget by a
Results based budgeting draws on partner's contributions, and seeks | department director

the highest leverage for scar ce resour ces. 6. Exerciseto Designa
L egislative ResultsHearing

L : 7. Exerciseto Desig
3. Thinking from resultsto budgets can be used to drive any of the L@igeartf'feep;ffm;ﬂe

following components of a budget process. Assess spending Hearing

priorities, create recommendations, write justifications, reallocate Stories
funding, request additional funding, revise budget forms, make

judgments about what's wor king and what's not working, create joint

funding planswith partners, show no-cost and low cost contributions,

create new tools like children's budgets and cost of bad results Tips
analyses, create cross-departmental spending analyses and budgets, o
provide local partnersfund flexibility in exchange for results ;éaDrO”'t trytodoinallinone

accountability, structure internal budget reviews and legidative 2. Don't makeit a paper
branch budget hearings, format and present the budget to the public. ||exercise.
3. In designing the process, live
by thisrule: " If it'snot useful,
don'tdoit."

Full Answer Advice from:

Thisanswer supplementsthe answer provided in 2.13 How do we
create and action plan and budget? Organizational

_ o _ Resour ces
(1) Assess spending priorities and create recommendations: The

process of setting prioritieswill always be a political process. Results

thinking can inform that process by presenting spending optionsin

terms of alignment with results; i.e. " Does the spending proposal References
make a contribution to theresultswe aretrvina to achieve?' "Isit
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. it the me 1." The Cosmoalogy of
part of acrediblelarger strategy?" "Isit the most power ful use of Financing." EPSI website

resour cestoward that end?" Specific criteria can help establish 2." Financing Reform,
priorities: Specificity, L everage, Values and Reach Refor ming Finance'

Foundation Consortium

(2) Write judtifications: Shift from justifying actions on the basis of %‘
N . " , . - . . " A Strategy Map for

need' and " problems’ to the positive conditionswe aretrying to Results-Based Budgeting” The.
createfor children, adults, families and communities, and how this Finance Proj ect website
program or spending proposal will move ustoward those conditions.
Usethelogical progression in resultsthinking to structurewritten justifications. results,

indicators, basdlines, story behind the baselines, partners, what works, action plan and budget.

(3) Cut or reallocate funding: Cutting isa necessary and important part of budgeting. M ost
cutting isdone under duress, when revenues and spending are out of line. Rarely is cutting done
because something isn't working. And partly thereason for thisisthe ambiguity of what it means
tobe"working." Resultsthinking addsjust alittle clarity to thisquestion. " Isa program or
expenditureworking (as part of alarger strategy) toimproveresults?' The answer tothis
question isa combination of art and science, just as budgeting isboth art and science. Formal
evaluation findings can tell usif a program is making a differencefor clientscustomers.

Perfor mance accountability providesfor use of basalinesto judgeif a program isdoing better
than it'shistory or satisfactorily in relation to comparable programsor relevant standards.

The" Approachesto Budget Cuts" chart displays two different approaches to budget cutting. The
first, traditional approach, sorts spending into " mandated and non-mandated categories, based on
law; and then according to impact on life, health and safety. This approach leadsto cutsin
non-mandated low life-health-safety spending (usually prevention and infrastructure) and protects
mandated high life-health-safety spending. This approach to cutsleads over timeto disinvestment
in prevention and erosion of infrastructure.

A results based approach first separates spending for " maintenance and infrastructure’ from
spending which isdesigned to improve results. Maintenance and infrastructureincludes
everything from highways to welfar e benefits. The decision to be made iswhether this spending is
necessary or not. " What level of disrepair isacceptable? What leve of destitution for dependent
children is acceptable.” These are mostly value based decisions. Programsto improve results
include prevention investments like immunizations, family preservation or welfareto work
programs. The decision to be madeiswhether this spending is helping to turn a curve. " Isthis
spending making a measur able difference in the well-being of children, adults, families or
communities, as measur ed by indicators and performance measures?”" Thisismostly a fact-based
decision.

(4) Request additional funding, show no-cost low-cost contributions: Thefirst order of businessis

to show that we are making the best use of the resour ces we already have. The answer to every
problem is not new money. Many communities which have successful turn the curve storiesto tell
have done much of thework with resour ces already in the community. This does not mean that
new money isnot needed. Our investmentsin children and familiesarefar below what isneeded
toturn the curveon the cost of bad results. Results based budgeting can be used to logically
describe why new money is needed by placing new money requestsinsde a larger strategy toturn
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the curve(s). New money can be used to address gapsin that larger strategy and leverage other
dollars (federal matching funds and private contributions) to fill those gaps.

(5) Revise budget forms, budget formats and present the budget to the public: If thisnew way of
thinking isto become part of the way we do business, then it must bereflected in the budget

processes and specifically in the budget forms we use. Budget forms are surprisingly important.
They arethe codification of the way budget staff put the budget together. Thereismuch detail in
budget formsthat are not affected by changing to a results approach. There will always be a need
for lineitem detail, for funding detail, for personnel detail etc. Most budget formsand printed
budget formatsaredry recitation of facts. A results based budget tellsa story to decison makers
and to the public. At the performance level, that story isabout how well the program or agency is
working in terms of the well-being of its customersor clients. The progression from customer
resultsto basdinesto story behind the baselinesto partnersto what worksto proposed budget
provides a natural progression for budget processes and budget forms (See the San M ateo
County budget excerpt). At the population level, this same progression can be used to tell the
story of how the state, county, or city plansto improve the quality of lifefor its citizens.

(6) M ake judgments about what'sworking and what's not working: The performance budgeting

component of results based budgeting makes use of basalines, showing how a program isdoing in
relation to its own history, and to compar able performance of other programsand where relevant
program standards. Thereview of performanceisnot something that should be donefor the
budget process. It should be done every month or quarter because that iswhat good manager s do.
The budget becomes a by-product of thiswork. Each month or quarter, performance
measurement should ask and answer the questions. " Isthis program working?' " What can we do
to makeit work better ?* Budget processes can not wait for evaluationsto be done. Judgments
need to be made without formal evaluation data. The performance measurement thinking process
provides a basisfor such judgments.

(7) Createjoint funding planswith partners. No one program, on one agency, no one level of
government can, by itself, turn a curve on a condition of well-being. Results provide a reason to
partner. And results budgeting can be a mechanism to create strategies and funding plans which
Span acrossthe enterpriseto turn the curve.

(8) Create cross-departmental spending analyses and budgets. No one agency can, by itsdlf,
reshape an entir e service system. The out-of-home car e system, for example, involves child
welfare, juvenilejustice, mental health and education, plusawide array of private providers. The
current budgeting system does not provide a complete picture of spending for such systems. And
yet such a pictureisnecessary to make sense of any reform effort and in particular how to fund
such an effort and how to rearrange the financing to support the new system.

(9) Create new toals like children's budgets and cost of bad results analyses. Children's budgets
are complete pictures of spending for children and their familiesin a given geographic area.
Children's budgets progress through three stages of development: aline item summary of
spending for children and families; a functional (or service type) summary of spending; and a
results (turn the curve) summary of spending. The functional summary can provide thekind of
analysis addressed in (8) above. But children’'s budgets, at their best, are strategic documents,
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which present choices about our future and how it might be financed. Children's budgetstherefore
have two functions: to present facts and to present choices. The most important of these choices
will be about investing in the well-being of children and families so that we will see better results
and lowered costs of bad resultsin the future.

(10) Provide local partnersfund flexibility in exchange for results accountability: Most money
flows from the federal government to state gover nment to local gover nment with lots of strings
attached. These strings taken together havetied local service delivery systemsup in knots. It is
possible to craft state local agreements which provide new fund flexibility in the use of categorical
dollarsin exchange for new results accountability. These agreements must be negotiated
agreementsand must answer, at a minimum, the following questions. Who is accountable, For
what results, With what money, With what standards and safeguar ds, With what risks rewards
and penalties, For what period of time? Such agreements exist in lowa's Decategor ization
program, in Maryland's agreement with Montgomery County, and in Vermont's agreementswith
local partnerships.

(11) Structureinternal budget reviews and executive and legidative branch budget hearings: Any
process which can be used to develop a budget can also be used to structure review of that
budget. Thethinking progression in results-based budgeting can be applied to structuring internal
budget reviews and also executive and legidative branch budget hearings. Each step in the
thinking processrepresentsa set of questionsthat can be asked and answered in budget review
and hearing processes.

Example: Results accountability hearing on " all children ready for school” Ask
"what aretheindicatorsthat tell usif all children areready for school? How are we
doing on those indicator s? Who are the partnerswho have aroleto play in doing
better ? What worksto do better? What do you propose to do? (SeeExerciseto
Design a L egidative ResultsHearing and Exerciseto Design a L egidlative
Performance Hearing

Example: Performance accountability internal budget review for the foster care
program: What arethe most important performance measuresfor foster care? How
are we doing on those measures? Who are the partnerswho have aroleto play in
doing better ? What do you propose to do?

(12) Here are some practical first stepsyou could taketo link results accountability to the budget,
and some mor e ambitiouslonger term thingsto do.

In the process aswe know it today
(a) Usethewhat works strategy to develop a set of recommendations for additional or
changed funding in the budget process at the enterprise or agency/program level.

(Results and/or Perfor mance accountability

(b) Usethewhat works strategy asthe basisfor seeking additional funding support
from the private sector (e.g. foundations, business etc.) to show as contributionsto
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state or county or city funding in the next budget cycle. (It always helpsto show you
aretrying to match or leverage general fundsto bringin other funding.)

(c) Revisethe budget forms: Revise the budget formsto reflect thisthinking process.
Thisismorelikely to be done at the perfor mance accountability level. (SEE SAN
MATEO COUNTY): Program, 2 or 3 performance measure basdines, story behind
the basdlines, what wor ks, recommendations for budget change plus the usual detail
by object/subobject and by fund source.

(d) Develop and use a Family and Children's Budget to inform the budget
development process and allow an analysis of budget actions after the Executive
Branch submitsthe budget and after the legidative branch acts on the budget.

In the process of the future:
(a) Results Accountability: Structureinterdepartmental teams by results. Staff a
process by which they review the status of all indicators each quarter and report
changesin the action plan, and recommended changesin the budget.
(b) Print aVolume| of the budget which isabout how the state, county or city isdoing
on key results (e.g. Clean environment, Healthy and Safe Children, etc.); and a
Volume Il which isorganized by Department, program, subprogram, etc, but which
usestherevised budget forms above.

(c) Hold legidative or county council hearingsfor one or more results:

See a script for introducing a results-based budget by a department director
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2.16

How do we create a Family and Children's Budget (an Elder's Budget,
An Environmental Budget) and what do we do with it?

The Short Answer
1. Study what other s have done. Don't reinvent the whed.

2. You will need political and organizational sponsor ship, accessto
data and paid or volunteer staff with good financial analytical skills.

3. Design what you want the budget document and analyses to look
like at the beginning of the process and work backward to the

necessary data gathering.

4. Decidewhat isto be considered " family and children”
expenditures; assemble data and create an expenditure data base;
create analyses, recommendations and draft report; circulate for
review; revise; publish, and distribute; promote use in the executive
and legidative branch decision making processes, promote media
interest in the work; debrief process and plan for next edition.

(1) Creating a Family and Children'sbudget is both technically and
poalitically/or ganizationally challenging. You can not do it without
some form of palitically viable sponsor ship, the active cooper ation of
key playerswho control accessto budget data, and at least one
capable " numbers person” who can devote significant timeto the

work (half to full time).

Many of thetechnical, and some of the political challengesare
addressed in the Finance Project's publication: " A Guideto
Developing and Using Family and Children's Budgets." Thisguide
will not provide anywhere near the detail of the Finance Project
paper. If you are serioudy considering creating a Family and
Children'sbudget, we strongly encourage you to read the entire

nanar Thatavt nf tha nanar ran haroad at tha Cinancra Drniort'c

Full Answer
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Tools

Thefollowing appendicesfrom
the Finance Project's" A Guide
to Developing and Using Family
and Children's Budgets'
(Einance Prgject website):

1. Appendix A: A Partial
Inventory of Family and
Children'sBudgets

2. Appendix D: Someof the
Most Important Source
Documentsfor National and
State Data.

Stories

1. Contra Costa County’s
Children and Family Services
Budget relates count

expendituresto community
results.

Tips

1. Takethetimeto design the
analyses you want and
then work backward to
the data gathering
necessary to produce
those analyses.

Advice from;:

1. Sara Hoffman, Assistant

County Administrator, Contra
Costa County

Organizational
Resour ces

1. Finance Project " Guide'
Appendix C: Organizational
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. . : : R for Data on Federal
website (see Referencesin the sidebar). The paper'slast appendix an?;;ﬁfcﬁﬁ,df‘eﬁ.g” o

(F) includes selected examples of charts, graphs and formatsfrom Expenditures
iﬁtll;al budget documents. Thisisavailable from the printed version References

1." A Guideto Developing and
Most importantly you should gather up as many Family and Using Family and Children's
Children's budgets as you can. You will learn more by looking at one | Budgets” at the Finance
of these documents than reading any paper on the subject. Someof | BLolect website
the best Family and Children's budgets ar e those being produced in Califor nia counties, notably
L os Angeles County (County Administrative Office - budget office and the Children's Planning
Council), Contra Costa County (County Administrative Office)), Family Action of Sonoma County
(a private non-profit advocacy organization) and San Francisco (Mayor s Office of Children Youth
and Families)..

(2) Let'sdeal with thetechnical part first. Hereisalist of the basic stepsin creating a family and
children's budget:

(a) Design analyses. Asin any good product development, the work should start with
design. Start by considering the analyses that you would like to have at the end of the
work, and how you would use these analyses. Thislast point is particularly important.
Some past efforts have produced tables and graphswhich were" niceto know" but
wer e not particularly useful in making budget recommendations. It isworth taking the
time to design the analyses you want and then work backward to the data gathering
necessary to produce those analyses. (Thisis simply putting results accountability
principlesinto practice)

(b) Decide on scope: There are arange of design consider ations beyond the structure
of theanalysis. Will the budget include all funding, federal state local and private or
some subset? Most children's budgets start by assembling data for one level of
government (e.g. state, county or city) and report on spending which passesthrough
that gover nment's budget process. Thismay include funding received from

(intergover nmental transfersor matching programs. Data on private sector spending
ismuch harder to obtain. Thosejurisdictionsthat haveincluded private spending in
their Family and Children's budget (notably L os Angeles County) have obtained that
information through a survey of private agencies.

(c) What'sin and what's out? This question is mor e complicated than it seems. From
one perspective, all expendituresarefor children. Children ridein carson roads,
therefore the transportation department should be part of a children'sbudget and so
forth. Generally you arelooking for expendituresthat directly benefit children or
familieswith children. The Finance Project paper hasa long discussion of sorting
"rules" which can help you organizethis part of the work.

(d) Assemble data and create spending database; : Easy to say, hard to do. Thisis
likeinvestigative reporting. If you are not the keeper s of the data, you must visit the
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people who own the data, get them to help you under stand what it means. The best
reportsinclude data for at least 4 years: two years of history, the current operating
year estimated actuals and the proposed budget year requested or appropriated
amounts. Morethan two year s of historical data allows a better picture of
basdlines/trends. Some programs, like elementary and secondary education, foster
care and juvenile probation) can be taken intothereport in their entirety. Other
program which serve multiple populations, like the Medicaid program, housing and
employment programs, will require that some share of expendituresbe attributed to
children and their families. The data gathered will also go beyond just fiscal data. It
will be necessary to gather and become conver sant with associated program

per formance data.

(e) Create analyses, recommendations and draft report: If you have done a good job
of designing the analysesfirst, then thiswill be much easier. You must decideif the
budget isto be a factual reference only or one which putsforward policy
recommendations. Most Family and Children's budgets produced insde gover nment
do not include explicit recommendations, and serve as a base for other organizations
to produce these under their own auspices. Family and Children's budgets produced
by private outside agencies are much morelikely to include policy recommendations
in the document itself. There are a wide range of analyses which are possble from a
good expenditure data base. For example, it ispossible to compar e the growth in
general fund expendituresfor children totherate of growth in overall general fund
spending to seeif children are getting " their fair share." Theinverse analysiscan be
produced in times of budget reductions. It ispossible to create pictures of relative
spending for " prevention” vs. " remediation.” Again the Finance project providesa
managerie of possible analyses.

(f) Circulatefor review; revise; publish, and distribute: The credibility of these
documentsis enormously important. Review process, both formal and informal can
help catch any problemswith accuracy or completeness.

(9) Promote usein the executive and legidative branch decision making processes,
promote in mediathework. The best Family and Children's budgets are conceived in
termsof their utility in the budget process. Budgeting is about producing choices for
decison makers, and Family and Children's budgets can produce new choices about
investing in children and families. The public debate about these choices can also be
of interest to the media. Think about a press strategy to go with the report'srelease,
and what kinds of followup stories can be encouraged or produced.

(h) Debrief process and plan for next edition.

(3) Now to the palitical and organizational dimensions of producing a Family and Children's
budget.

(a) Getting started: Thereisno formula here. Someone must think thisisagood idea
and be willing to provide leader ship. This can come from inside or outside of
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government. Within government it can come from elected officials or operating
departments. The best processes are oneswith awide array of sponsors, including
both the executive and legidative branches, the business community, the advocacy
community and the provider community. Sponsor ship also meansfinancial support. It
does not take a lot of money to produce a family and children's budget. Usually
between one half time and onefull time position isall that isrequired in terms of paid
staff. Additional costsinclude some consulting costs on design/analysis and the costs
of composition and printing The other resour ces come from the contributed time of
those who provide the data, and help with oversight and analysis. In some cases, the
private sector has helped with funding in thefirst years (The California Endowments
support of the Sonoma County Children's Budget produced by Family Action of
Sonoma County, The United Way's support of the San Diego " Children's Future
Scan.") More often, the budgets ar e produced by gover nment staff (asin the case of
Kansas, Maryland, Contra Costa County California, San Francisco and Los Angeles
California).

(b) Assemble partnersand staff: Threethingsareimportant here. First the work will
benefit greatly from arespected steering committee. Second it will be necessary to
get cooper ation from the keepers of the data. A good steering committee can help.
And third, thework will requirethe talents of an unusual per son with the combination
of skillsin financial analysis and diplomacy.

(c) Createrealistic expectations about what can be accomplished in thefirst year:
Thisshould probably belisted first. It is quite common for organizations new to this
effort to over promise what can be accomplished in one year. Family and Children's
budgets are a multi-year undertaking, and it will usually taketwo or threeiterations
toget it right. It isalso important to remember that family and children’'s budgets can
(and should) grow in sophigtication. The Finance Project paper putsforward the notion
that there arethree stagesin the development of a family and children's budget.
Stage | (budget by program inventory) isan aggregation of the program line items
associated with spending for children and familiesasthey arerepresented int the
current operating budget. Stage Il (budget by function) builds on stage | by
presenting spending across agency and categorical lines by function. By " function”
we mean groupings of related services within the overall family and children's service
system, such as child care, health, out of home care or the more difficult summation of
" prevention” vs. " remediation services. Stage |11 budgets (budget by result) build on
stages| and |1 by presenting spending and associated strategies by result (e.g.
children ready for school, safe and stable families, clean environment, prosper ous
economy etc.) (Excerpted from " A Guideto Developing and Using Family and
Children's Budgets," Finance Project, 1998.)
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with it?

How do we create a Cost of Bad Resultsreport and what do we do

The Short Answer
1. Base your analysis on the answer sthese two questions:

Question 1: What are the expenditur es we want to go down in
thelong run because we need less of it?

Questions 2: What expenditures are embedded in these that
aretoday devoted to reducing the cost of bad results?

2. Follow the following steps:

Tools

1. The Cost of Unwanted
Results

What isit?; Why doit?; How to
doit?; What dowedo with it
onceit'sdone?

Stories

Tips

1. Don't fall into the prevention

= Createan inventory of all spending for children and families. If | -remediation trap

you have a good stage | family and children's budget, you can
usethis.

= Categorize all spending according to question 1: spending we
want to go down in the long run because we need less of it.
Include whole programs wherever possible.

» Analyze the component expenditures of each program which
fitswith question 1. L ook for those program components which
are explicitly devoted to reducing long term cost.

» Add to this second category any expendituresfor whole
programs which are devoted to reducing long term need for
remediation.

* Produce answersto these questionsfor as many years of

history as possiblein order to createtwo trend lines: one for
question 1 and onefor question 2.

Full Answer
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2. Never try at the start of the
work to divide programsin to
prevention programsand
remediation programs. | nstead
usethequestionsat the
beginning of the Short Answer.
You can, if necessary, later
label the answersto these
guestions" remediation” and

" prevention.”

3. Start with thetotal cost of bad
resultsto avoid credibility
problemsthat comewith
arbitrarily splitting costs by

" bad result."

Advice from:

Organizational
Resour ces

References

1." A Guideto Deveoping and




i Using Family and Children's
(1) The purpose of a cost of bad results analysisisto makethe Budgets” and " A Strateqy Map

economic case for investmentsin prevention. The magnitude of the |0 Reguits Based Budgeting,”

total costs associated with poor conditions of well-being, suggest that | available from the Finance

it is possible to reduce (or in the short term sow the growth) of these | Project’swebsite. .

costswith prudent investments. Thisisthe business side of results |2 " Toard and Economicsof
. . . . o . Prevention: Illustrationsfrom

accountability. And it is useful to involve the businesscommunity in - |\vermont's Experience,”

thinking about and planning this part of the work. CorneliusD. Hogan and David

A. Murphey, Finance Project,
December, 2000.

(2) Cost of Bad Resultsfor specific conditions: Thereisa significant
literature on the costs of specific conditions such as drug addiction, the cost of a teen pregnancy,
the cost of a child entering foster care or thelong term cost of welfare dependency. In foster
care, for example, the average length of stay can be used to calculate the average total cost of
foster careper child. The average number of children per family entering care can be used to
calculate the potential cost avoidance of keeping a family together. These estimates can be used
in an economic model to calculate the potential financial effects of family preservation services.
We know from these analyses, that the key to financially effective family preservation servicesis
the effectiveness of targeting. That is, the program must in fact serve families whose children
would otherwise end up in out of home care. Many family preservation programs have created the
appear ance of success by serving thewrong families. A 100% rate of preventing entry into foster
care can be achieved in thisway. It turnsout that family preservation programs need only be
accur ately targeted about 35% of the timeto break even financially. Costs of drug addiction are
based on tracking studies of later usage of deep end services (like welfar e, food stamps, medicaid
etc.) and social costs of associated crime, prosecution and incar ceration. Costs of atypical teen
pregnancy can be similarly computed. These kinds of analyses can be used to create a financial
case for investing in prevention and early intervention services. In future updates of this guide
we will include referencesto existing analyses

(3) A more powerful analysis can be created by considering the TOTAL cost of bad results. There
are several reasonswhy thetotal cost of bad resultsisthe placeto start. First of all, thereisno
problem of allocation. If you try to create the cost of a particular bad result you must take each
deep end cost pool and decide how much of that cost pool to allocate to the particular results. So,
for example, it is necessary to decide how much of welfare or medicaid costs ar e associated with
unhealthy births as opposed to family self sufficiency. It isan arbitrary exercise, pronetoerror
and moreimportantly open to judtified criticism about any allocation method chosen. However if
thetotal cost of bad resultsis developed, then the allocation problem disappears. Whole
programs can be added without objection. The entire juvenile justice program from Judgesto
probation workersisa cost of bad results.

The second reason for considering thetotal cost of bad resultsis cost shifting. It does no good to
simply shift the costs of remediation from one system to another. Thereisalong history of one
child serving system saving money by getting another child service system to bear the cost. When
the cost of bad resultsisconsidered in total, then it is clear that such cost shifting does not change
thetotal cost of bad results. Thisincludes cost shifting into the future. It ispossible to save
money today on servicesfor young children and their families at the expense of increased need
for remedial servicesin later years.
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Thethird reason for considering the total cost of bad resultsisthe smplefinancial fact that costs
of prevention and the associated saving often show up in different parts of the budget. So an
investment in recreation services for adolescents may produce financial benefitsin thejuvenile
justice system. Unless these systems ar e consider ed together, then the prevention investment
lookslike a bad financial decision. Only when the budgets of prevention and remediation services
are considered together, can thereal financial casefor investmentsin prevention be made.

(3) So how do you create a cost of bad resultsanalysis? The methodology you use must answer of
these two long winded questions:

1. What are the expenditures we want to go

down in thelong run because we need less of
it?

2. What expenditures are embedded in these
that are today devoted to reducing the cost of
bad results?

Thereare several reasons why these questions must be asked in exactly thisway. By labeling
some expenditure as part of the cost of bad results, we are not saying that this expenditureis not
needed, is not wisely spent or that therecipients of the funded servicesare not deserving. Weare
smply saying that our society would be a better placeif therewerefewer people who needed such
services. There may be avery real need for such expendituresasfoster careand juvenile justice
togoup in theshort run. The purpose of cost of bad results analyses areto show that our long
term financial interests are best served by investments which will reduce the long term need for
remedial services. By phrasing the question as stated above, both problems ar e solved.

........ The second question isa way to avoid the " prevention trap.” The prevention trap occurswhen
a gover nment budgeting process seeks to categorize all servicesaseither prevention or
remediation. Peoplerealize that serviceslabels prevention will look better and may receive more
funding, and so every program seeksto belabeled as a prevention program. " The prison isa
prevention program because it preventsrecidivism." Thisisa useless and self-defeating process.
By first acknowledging that some expenditures, like prisons, should go down in the future because
we need less of it, thereisno particular stigma attached to that program. We are smply stating
the obvious. By then asking what expenditures are embedded in thefirst which are devoted to
reducing the long term need for these services, we phrase the prevention question in a way which
actually relatesto the purpose of prevention. And the answer s will be much mor e useful pointers
to potential investments.

(4) So thetechnical method for producing a cost of bad resultsanalysisisderived from these two
questions. In simpletermsit goeslikethis:

= Createan inventory of all spending for children and families. If you have a good stage |
family and children’'s budget, you can usethis. If not, create a separ ate working inventory.
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= Categorize all spending according to question 1. spending we want to go down in thelong
run because we need less of it. Include whole programs wherever possible.

= Analyze the component expenditures of each program which fitswith question 1. L ook for
those program components which are explicitly devoted to reducing long term cost. (For
example, the GED and job training programsin the prisons are such costs)

= Add to this second category any expendituresfor whole programswhich are devoted to
reducing long term need for remediation. Thisisan even mor e subjective judgment and you
will need some criteria which can be explained and defended in the later public process. One
way of examining such expenditures could be whether the absence of this program would
clearly lead to later increased remedial costs.

* Produce answersto these questionsfor as many years of history aspossiblein order to
createtwo trend lines: onefor question 1 and onefor question 2.

(5) Thetotal cost of bad resultsanalysisis a cutting edge piece of work that has never been fully
done .FPSI has produced a draft analysis which suggeststhat the U.S. total answer to question 1
exceeds $200 billion per year. Thisanalysisisnot yet available for distribution

(6) The cost of bad outcomesis closely related to cost benefit and return on investment, matters
that come up in performance measurement more often that in population accountability. The
principle difficulty in cost benefit or return on investment analysesisthe valuation of the benefit.
In business, this matter is greatly smplified by the fact that benefits of income and profit are
already quantified. In social policy, it israreto find benefitsthat are easy to quantify. The
clearest examples occur in programs that involve cash collections, like child support enfor cement
or tax collection, or any government or private sector program that operateslike a business (e.g.
revolving loan funds, some capital budgeting, housing development etc.) . In these programs, the
return on investment is more money in the bank.

In other programsthe calculation of benefits are much harder to come by. What ar e the benefits
of child care, of respite care, of foster care? of elementary and secondary education? Valuing
benefitsrequiresthat you first inventory all the possible waysin which benefits could materialize
over amulti year period. And then for each possibility, create an analytic approach that could
produce plausible estimates of effect. The much used (and maybe overused) Y psilanti study of ....
isa good example of this. The study tracked children who received quality early care and how
they used public services (e.g. welfare) or created public cost (e.g. crime) and compared this
utilization to a control group. The difference between the two becomes the benefit value. There
are of courseintangible benefits, but we will not addressthese here.

One of the purposes of the cost of bad resultsisto provide a practical way to shortcut the
daunting challenge of quantifying social benefit. The notion isto sum all of the cost centerswhere
benefits could accrue and treat thetotal cost pool asif it were a single benefit source. If the total
cost of bad results could beturned away from the baseline, then the difference (in cost savings
and cost avoidance) can be counted as benefit, even if cause can not be attributed.
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How do we present aresults-based plan to the public, to political

2.18 leader ship?

Tools
The Short Answer

1. Imaginary press conference
1. Organizethe presentation to match the results accountability script for reporting progress

thinking process. Start off with the results we want, then experience, ||e1210year effort toimprove

N . : . the well-being of young
then indicators, then baselines, then the story behind the baselines, | J/14ren and their families

the partners, our what works strategy, and what we propose to do. 2. A script for introducing a
results-based _budget by a

2. Include a brief (one page) summary of the thinking process that department director

can beread and under stood by a lay audience. Stories

3. The plan should present action itemswhich can proceed without
any further ddiberation.

Tips
4. The plan should be designed so that it can be updated easily to 1. Nojargon!
reflect new thinking. 2. Createa one page version.
Advice from:

Full Answer

. . o 1. Advicefrom Gary Stangler
(1) Thekey to presenting a results based plan isto keep it smple  ||and CorndiusHogan

enough so that the basic logic of the thinking process shows through. Organizational

This means
Resour ces

= Organizing the presentation to match thethinking process. The
plan should start off with the results we want, then experience,
then indicators, then baselines, then the story behind the Refer ences
baselines, the partners, our what works strategy, and what we
propose to do.

= A corrollary of number 1listhat there must bea brief (one page) summary of the thinking
processthat can beread and under stood by a lay audience.

» Theplan should present action itemswhich can proceed without any further deliberation or
approval and those that require approval in one form or another

» The plan should be designed so that it can be updated easly to reflect new thinking about
any of the steps along the way (indicator s, story behind the basdlines, what works etc.) And
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the plan should present or suggest areporting format to track implementation progress.

(2) Thereare of course other components of results accountability that are not listed above,
specifically the data development agenda and the resear ch agenda. These can bereferencesin
the main presentation or left to later discussion in the body of the plan and appendices. It may
turn out in some circumstances that the data development agenda requires consider able
prominence in the discussion because of the lack of good data.

(3) Since the plan is about action, about turning curves, then the opportunity to present the plan is
also an opportunity to galvanize support for action and to attract new partners. This opportunity
should not be squandered. The plan and its presentation strategy should be thought of likea
political campaign, with care given to media, message, timing, potential alliesand likely criticism.
And there should be a series of public eventswhich bring peoplein, make them feel good about
participating, and celebrate accomplishments. All thismust be done without sacrificing the

under lying discipline of thinking about results as a data driven action process.

(4) Good examples of thiskind of presentation can be found in many Family and Children's
budgets (2.16). Other good examplesinclude the Alaska Board on Alcoholism and Drug Abuse 5
Year Plan, the Action Plan developed by the L os Angeles County Children's Planning Council as
companion to thereport card, and the plan for making all children ready for school, presented to
the Maryland Joint L egidative Committee on Children Youth and Families. (Exact citations
pending).
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How can we get mor e flexibility in the use of the money in the service

2.19 system?

Tools
The Short Answer

1. Trading Outcome
1. Fund flexibility isa meansto the ends of better resultsfor children,||Accountability for Fund
adults, families and communities. It isnot an end in itsalf. Flexibility: The Deal

Stories
2. Createindividual child case leve flexibility through wrap around:
Take all the money that is being spent on a child by the various 1. lowa Decategorization (see
service systems. Allow the service team to buy any plan of service ||Resourcesand References)
for the child with the combined funding, provided that the total puadissatelans
. e . Maryland Montgomery

expenditure does not exceed some per centage of theoriginal total. | county

www.collabor ationcouncil.org
3. Combine discretionary money into a funding pool: Thisisthe most Tips
common kind of funding pool and the least useful. The small
advantagesthat can be gained are the ability to fund joint projects |1 negotiate, do not impose or

and align the use of money for maximum impact. mandate, fund flexibility deals.
2. Consider " inter est-based”
negotiation asthewin-win

4. Negotiate a core dollar deal: A more powerful form of fund pool modd 1o Use.

involves the pooling of coredollars, such asbase funding for child §
welfare, juvenilejustice, mental health or education. The principal Advice from:
reason to combine core dollarsinto a funding pool isto allow the
combination of prevention and remediation funding. Thisbringswith
it a natural incentive to save on remediation so that savings can be Organizational
captured and reinvested in prevention. Such deals can be structured Resour ces
around the answersto six questions. Who is accountable? For what
results? With what money? With what standards and safeguar ds?
With what risks, rewards, and penalties? For what period of time?
References

5. Consider creating a " unified budget,” asa special variation of core
dollar deals. No funds are physically combined. Each agency retains ||1- " Trading Outcome
full control of the fundsin question. But an oversight body of some Accountability for Fund

~ i g Flexibility," can beread at the
sort creates and manages a unified budget which displaysthe full EPS| website
range of funding from prevention, early intervention to deep end
expenditures. By considering thisrange of expendituresAS A WHOLE, the oversight group can
begin to make the connections between expendituresthat allow investmentsin prevention to be
tracked, and savingsin remediation to be captured, retained and reinvested.
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Full Answer

(1) " If only we had a funding pool, all would beright with theworld." Thereiswidespread lack of
under standing of how fund flexibility can and doeswork. The value of fund flexibility structures,
including fund pools, are all dependent on the details of construction. There are afew smple
thingsto keep in mind:

» Fund flexibility isa meansnot an end. The purpose of fund flexibility isto improveresults
for children and families. When fund flexibility becomes an end in itsdlf, thework can
actually be counter productive, leading to turf battlesand unnecessary conflict among
partnerswho need to work together.

Program must drive financing, not the other way around. The design of fund flexibility
structures must be supportive of good program practice. If it'snot, don't do it.

Fund flexibility does not mean a lessening of accountability. It means substituting one form
of accountability for another. The new form of accountability is based on results, not
procedural compliance. But in no case should traditional accounting controls on misuse of
fundsbelost.

(2) Herearefour thingsyou can do or rather four thingsthat can be done. The actual doing of any
of these depends on the cooperation of many players, any one of which can block the work.

= |Individual child caselevd flexibility through wrap around: Thisisa well established
technique pioneered in Alaska in the early 1980's, and now widely practiced. The concept is
smple. Create a service team for achild. Take all the money that isbeing spent on a child
by the various service systems. Allow the service team to buy any plan of servicefor the
child with the combined funding, provided that the total expenditure does not exceed some
per centage of the original total. It isoften possible for case teamsto buy much better plans
of careand support in the child's home and/or community for lesstotal cost, sometimes as
low as 60%. Thisispossible for two reasons. Fir<t, the case team is per mitted to buy
services which the individual service systems can not buy. The team can actually create
individualized service that the child or family need to keep the child in home and/or
community. Second, the combined purchasing power of the team and the elimination of
duplicative case management allows less money to buy mor e effective service. This
practiceis particularly effectivein returning children from expensive out of state care.

Combine discretionary money into a funding pool: Thisisthe most common kind of funding
pool and the least useful. If the money was discretionary beforeit entered the pool, thereis
noreal gain in flexibility. Fights about allocation of discretionary money just changes venue.
The small advantagesthat can be gained are the ability to fund joint projectsand align the
use of money for maximum impact.

= Negotiate a coredollar deal: A more power ful form of fund pool involves the pooling of core
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dollars, such asbase funding for child welfare, juvenile justice, mental health or education.
Pooling core funding in any form isa much more complex task, since core dollars support
mandated services and there are many strings attached to, not just the use, but the
administration of such funds. The principal reason to combine core dollarsinto a funding
pool isto allow the combination of prevention and remediation funding. Thisbringswith it a
natural incentive to save on remediation so that savings can be captured and reinvested in
prevention. Thisisthe concept behind managed car e, although the introduction of the profit
motive shiftsthelogic to: save on remediation to increase profit, not prevention. Core
dollar deals must be negotiated to balance the many interests and restrictions on fund use.
Such negotiated deals can be structured around the answer sto six questions:

1. Who's accountable?
2. For what results?
3. With what money?

4. With what sandardsand
safeguar ds?

5. With what risks rewards and
penalties?

6. For what period of time?

Such deals have been successfully created in lowa, Vermont and Maryland. The
creation of fund flexibility dealsisdiscussed in more detail in " Trading Outcome
Accountability for Fund Flexibility," which can beread on the EPSI website.

Consder creating a" unified budget,” asa special variation of coredollar deals. Thisisan
important alter native to the concept of a fund pool. No funds are physically combined. Each
agency retainsfull control of the fundsin question. But an oversight body of some sort
createsand MANAGES a unified budget which displaysthe full range of funding from
prevention, early intervention to deep end expenditures. For example, in juvenilejustice,
the range might go from neighborhood recreation servicesto mentoring programsto
diversion programs to non-secur e detention to secur e detention to adult detention. Inthe
combined out of home car e system (child welfare, juvenile justice, mental health and
education) the range of funding might go from respite care and family support servicesto
family preservation to family foster careto group and ingtitutional care. By considering this
range of expendituresASA WHOLE, the oversight group can begin to makethe
connections between expendituresthat allow investmentsin prevention to be tracked, and
savingsin remediation to be captured, retained and reinvested. Thisisthe concept behind
the lowa Decategorization program, one of the country's oldest successful fund flexibility
programs.
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(3) One powerful way of thinking about the notion of fund flexibility isthe " Front Room Back
Room" view of the service system. In the front room, people get what they need, based on what
they need, not all the crazy categories we have created over thelast 50 years. In the back room
we categorize the hell out of them so we can claim every concelvable dollar to pay for what'sin
thefront room. The challengefor fiscal folksisto rearrangethe back room so that the front room

ispossible.
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2.20 How do we over see the implementation of a results-based plan?

Tools
The Short Answer

1. Progress Report Prototype

Createaregular (i.e. monthly or quarterly) review processwhich 2. Implementation Plan Format
considers: Prototype

3. Familiesand Children Inc.

N . Board of Directors M eeting
» Arethedementsof the plan being implemented on time? A Agenda

common format for an implementation plan liststhe tasks (or

goals and abj ectives) down the leftmost column, and then Stories
tracks acrossthetop: description of thetask, primary and
secondary responsbility, start and completion dates, and a
column for reporting status. Tips

= Arethey being donewdl? A set of " headline" performance
measur es should serve asthe basisfor regular reporting, Advice from:
review of performance, and agreement on changesin practice
as necessary.

* |sthe plan making a difference? Does the plan need to be Organizational
changed? The basic notion of results accountability isa Resour ces

continuing processto do what it takesto turn the curve on the

well-being of children and families. Thisrequiresa structured

and thoughtful processto assessoverall progress and make Refer ences
midcour se corrections.

Eull Answer
Theanswer to this question depends a lot on who is over seeing implementation.
Thereareat least four basic questionsto consider in any effort to overseethis, or any, plan:
(1) Arethe elements of the plan being implemented on time?
(2) Arethey being done wdll?
(3) Isthe plan making a difference? Doesthe plan need to be changed?

(1) Arethe dements of the plan being implemented on time? Thisisan old and well established
part of management practice. If the plan providesthe basc information on who isto do what when
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and with what resour ces, then it isa sraightforaward matter to check on which piecesare
complete and arethey on time. A common format for an implementation plan liststhe tasks (or
goals and abjectives) down the leftmost column, and then tracks acrossthetop: description of the
task, primary and secondary responsibility, start and completion dates, and a column for reporting
status.

(2) Arethey being done well? Thisisa matter of performance measurement and performance
accountability. For the plan asawhole and for each element of the plan, there should be a set of
"headline" performance measures. These then serve asthe basisfor regular reporting, review of
performance, and agreement on changesin practice as necessary.

(3) Isthe plan making a difference? Does the plan need to be changed? The basic notion of
results accountability is a continuing processto do what it takesto turn the curve on the
well-being of children and families. Therewill always be moreto consder and moreto do. No
good plan isstatic. The processisnot complete unlessthereisaregular (i.e. monthly or
quarterly), structured and thoughtful processto assess overall progress and make midcour se
corrections. Thiskind of change can not be fully delegated from the original decison making
body. Substantive changes must be consider ed and decided with the same authority that
established the plan in thefirst place.

(4) Threetoolsto consider:

= A dandard format for tracking plan implementation
» A gandard format for structuring progressreporting

» An agendafor periodic review which tracksthe original results accountability thinking
process
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2.21 How do wereport on progress?

Tools
The Short Answer

1. Progress Report Prototype

Progressreports may address one or more of the following: 2. Imaginary press confer ence
script
= An actual turning of one or more curves. Thisisthe most Stories

rarekind of event toreport - when it ispossibleto seea
change in direction away from the basdline.

= Animprovement in client resultswhich contributesto Tips
turning thecurve(s) - the effects of a program, agency or L
. . h 1. Keepit simple.
service system on the well-being of clientsor customers |15 N jargon,
3. No excuses.
= An accomplishment - atask or set of tasksin the Advice from:
implementation plan that has been completed,
= An anecdote - a story of how a specific person'slife —
actually got better. Organizational
Resour ces
Eull Answer References

(1) Therearefour typesof progressthat can bereported

* An actual turning of oneor morecurves. Thisisthe most rare kind of event to
report - when it ispossibleto see a change in direction away from the basdine.

= Animprovement in client results which contributesto turning thecurve(s): This
isareport on the effects of a program, agency or service system on the
well-being of clientsor customers, asa contribution to turning the curve on
population well-being

= An accomplishment: Thisisareport on atask or set of tasksin the
implementation plan that has been completed, like the opening of a family
center or theissuance of an RFP. Or it may include some other achievement or
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event outside the implementation plan, like an award or recognition in the
press.

* An anecdote: A story of how a specific person'slife actually got better. Do not
under estimate the power or importance of thiskind of reporting. For most
audiences, thisisthemost "real" part of any report. It makesthe connection
back to how we experience well-being. It bringsto life the meaning of data on
progress. And it reminds us of why we are doing thiswork.

Theattached progressreport format was drafted for use by the L os Angeles County Task force
on Sdf Sufficiency, but could be adapted for use by ailmost any population results effort.

(2) Public reporting of progress often involves making presentations to oversight bodies and may
also involve press confer ences from time to time. The attached prototype press confer ence was
drafted for the UCL A Proposition 10 paper asa way to illustrate the kinds of progressthat could
bereported after a5 or 10 year effort. This picture of what could be accomplished could also
serve as a statement of ends, used to drive theresultsthinking process.

(3) An evaluation report isanother kind of report on progress. These usually help answer
questions about whether and to what extent individual programsor projects areworking to affect
client resultsfor the better. Evaluation conclusions are often mixed, and presentations should go
beyond a smple win/lose grading, to addressthe implications for choosing effective strategiesto
improve resultsfor children and families.
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3.1 What arethe basic ideas behind perfor mance accountability?

The Short Answer
(from 1.1)

1. Choose among the many approaches to perfor mance measur ement.

Make sureit makes senseto you, make sureit is useful to managers,
make sureit addressesthe most important measur es, those that tell
you whether and to what extent clients/customer s are better off, and
make sureit get you from talk to action quickly and with minimal

paper.

2. Whatever system you use should:

« Sart with ends, work backward to means. What do we want?
How will werecognizeit? What will it take to get there?

= Beclear and disciplined about language.
» Useplain language, not exclusionary jargon.

= Keegp accountability for populations separ ate from accountability
for programsand agencies.

= |dentify end conditions of well-being for populations (results or
outcomes) for children, adults, families and communities.

= |dentify end conditions of well-being for customersor clients
(customer or client results)

* Usedata (indicators and performance measur es) to gauge
success or failure against a baseline.

» Usedatatodriveadisciplined business-like decison making
processto do better.

* Involveabroad set of partners.

3.1

Tools

1. The Seven Questions Central
to Performance Accountability

2. A Step by Step Schematic
3. Turn the Curve Exercise

Instructions
4. Quantity / Quality

vs. Effort / Effect
5. 4 Quadrantslink to other
performance measurement
terms
6. Story Analysis Exercise
7. TheMatter of Causeand
Effect

Stories

1. San Mateo County's
Outcome-Based M anagement
System AlignsProgram
Performance M easur es, County
Budget and Community Results.

Tips

1. Keepitsimple.

2. Makeit useful to managers.
"If it'snot useful, don't do it."
3. Show leader ship at thetop.
4. Behaveyour way into
thinking, rather than think your
way into behaving.

5. Usethe 7 Questionsto
structur e supervisory
conferences.

6. Usethe 7 Questions at staff
meetings. Have one per son
present a program, unit or
service at each meeting.
Periodically usethe staff
meeting for all staff to answer
the questionsfor the operation
asawhole.

Advice from:




= Get from talk to action as quickly as possible. 1. Reyna Farrales, Deputy
County Manager, San Mateo

3. The approach to performance measurement discussed in thisguide County
breaks with past work in a number of ways. Organizational
Resour ces
= |t skipsweeks, monthsand sometime yearsof analyss, flow
charts, program descriptions and other " preparation,” and goes
directly to theidentification of performance measures. Most
References

people know their program well enough to identify performance
measur esright away without weeks or months of preliminaries.

See Get to the Point Planning. 1." A Guideto Developing and

Using Performance Measuresin
. ) Results-based Budgeting," can
* The process sortsthe measuresinto common sense plain beread on lineat the Finance

English categories (How much did we do? How well did we do it? || Project website
| sanyone better off?). The 3to 5 most important " headline"
per for mance measur es ar e chosen from among the data you already have.

= And these measures arethen used in a disciplined processto engage partnersand get from
talk to actions necessary to improve performance. The entire processissummarized in 7
guedtions, and afirst pass at it can be accomplished in about an hour, not weeks months or
years. Every iteration of the 7 questions improves the action plan.

Full Answer
(from 1.1)

(2) Choices:. First let it be said that thereisno right or wrong way to do perfor mance measur ement
work. Therearemany different approaches to performance measurement which have been written
about, presented and used over the years. Asyou think about which of these many approachesto
usefor your organization, you need to be a good consumer. Think about which approach works best.
You have choices. Don't just takethefirst thing that comes along. Having said that, it isalso true
that not all approaches are equally good. Thereisalong history in thiswork of doing performance
measurement " for show,” and generating a lot of useless paper in the process.

Hereare somecriteriato think about asyou scan thefield for what to do.:

Doesit make sense: First and foremost does the approach make senseto you. Use
your common sense in making thisjudgement. Can you explain it to othersin your
organization. Do you think it will make senseto them?

Isit useful? If it isnot useful don't doit. Bewar e the processesthat produce a lot of
useless paper. The process should use concise under standable formats that actually
help managers manage programs. If the material is useful to managersit will be useful
to everyone elsein the system (budget people, senior management staff, legislators
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etc). If it doesn't it won't.

Doesit address client or customer well-being. The most important performance
measur es ar e measur es of whether and to what extent your clients customersare
better off. The method you uss should place thiskind of measurement at the center of
the work and not take forever to get there.

Doesit get you from talk to action: This should not be an academic exercise. The

pur pose of performance measurement isto improve performance. Doesthe method you
choose help you do that? This means a disciplined and common sense way of getting
from identifying performance measuresto actually usng them to do better.

(2) Performance Accountability Thinking Process:

Hereisa straightforward approach to performance measur ement which meetsthe above criteria.

Be clear about what program or agency isbeing measured Thefirst order of businessin picking
theright performance measuresisbeing clear about what program or agency isbeing measured.

Thisisa" fencedrawing” problem. First we draw a fence around the thing to be measured. It could
be a program, like child care center , or a component of a program with some or ganizational
identity, like infant child care. Or it could be an entire organization or agency, like a resdential
treatment center, or a department of social services. Or it could be an entire service system, like
the entire child welfare or child care service system, involving many agencies and their programs.

Next we ask our selves a few questions about what'sinside the fence. Who are our customer s?
Customersinclude the direct recipientsor beneficiaries of the service. But they also include others
who depend on the program's performance, like related programs and partners. For example, the
customersof child care program include the children of the program, but also the parents of those
children, and also the local elementary school where many of these children will enter kindergarten.
It isimportant to consider the full range of customers, because, just like in business, success
depends on doing a good job for your customers.
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Consider thedifferent types of performance measures and choose the most important.

Not all performance measures are of equal importance. All performance measuresfit into one of
four categories, derived from the inter section of guantity and quality vs. effort and effect.

QUANTITY QUALITY

What did wedo? How well did we do it?

EFFORT | Howmuch srvicedidwe |y \vell did we deliver service?
deliver?
|sanyone better off (#)? |sanyone better off (%)?
EFFECT | How much changefor thebetter | What quality of change for the
did we produce better did we produce?

See the attached chart which shows how the 4 Quadrants account for all the dandard terms used in

past and present performance measurement systems.

Themost important measurestell uswhether our clientsor customersare better off asa
consequence of receiving the service ( quality of effect: lower right quadrant). We call these
measures” client or customer results' These are measur es which gauge the effect of the service on
peoples lives.

Usually, in programswhich directly deliver servicesto people client results have to do with four
dimensions of " better-offness.” Skills, attitude, behavior and circumstance. Did their skills
improve, did their attitude change for the better, did their behavior change for the better, istheir
life circumstance improved in some demonstrable way? So, for example, if you are overseeing a
child care program, you would want to measur e such things as the per cent of children with basic
literacy skills (skills), the percent of children with a positive self image (attitude); the per cent of
children exhibiting disruptive behavior (behavior) and the percent of children who are up to date on
thelr immunizations, and the per cent who go on to succeed in 1st grade (circumstance).

The second most important measur es are those that tell whether the service and itsrelated
functions are done well (quality of effort: upper right quadrant). These measuresinclude such things
astimeliness of service, accessibility, cultural competence, turnover rate and morale of staff. These
measur es can be used by manager sto steer the administration of the program. If things are late,
they work to make them timely. If turnover ishigh, they work to retain staff.

Don't accept lack of control as an excuse. Now thefirst thing you're going to say is" Wait a minute.
What does child care have to do with whether or not children are up to date on immunizations? This
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isa good example of a performance measure wher e child care has very little control over whether
the circumstance improves. Child care can make a contribution to theimmunization status of its
clients. Quality child care can help parentsand children under stand the importance of regular
preventive health care and can help parents under stand and access the health care system. But
child careby itsalf can not do thesethings. Soisn't it unfair to track immunization ratesfor children
in care?

If you look at the other measureslisted for child care (literacy skills, self image, disruptive
behavior, first grade success) you will notice that these measur es ar e also beyond the capacity of
the child care provider to completely control. And the point isthat all programs performance
measur es ar e affected by many factors beyond the particular program's control. Thislack of control
isusually used as an excuse for not doing performance measurement at all. Turnover rate, staff

mor ale, you nameit is" beyond my control” .

In fact, the more important the performance measure (e.g. children successful in 1st grade) the less
control the program hasover it. Thisisa paradox at the heart of doing performance measur ement
well. If control werethe overriding criteriafor performance measuresthen there would be no
performance measures at all. Thefirst thing that we must do in performance measurement is get
past the control excuse, and acknowledge that we must use measur es we do not completely control.

Create a performance accountability system useful to managers. - one that takesthis control
paradox into account. We do thisin three ways. First, we ask manager sto assesstheir performance

on these measures - not on the basis of some absolute standard - or on how other providersare
doing - but on whether they are doing better than their own history. We do thisusing the same
technique used for cross community indicators: the notion of baseline. For each performance
measur e we ask manager sto present a baseline of the history of their program's performance, and
wheretheir performanceisheaded. We ask them to do better than their own baseline.

Thisisthe central way in which businesses use data. How ar e we doing compared to our own
history. Later when you have the sophistication and the data, you can begin to develop and use
comparisonsto the performance of other smilar providerswith smilar mixes of easy and hard
cases. And later still, we can compar e to standards, when we know what good performance looks
like.

In some services, like child car e, we have progressed to the point wher e we have standardsfor the
first type of performance measure above. In child carewe know what quality service ddivery looks
like. We have standar dsfor staffing ratios, percent of staff with certain qualifications, timeliness of
service, safety etc.

Next we ask manager sto think about the partnerswho have aroleto play in doing better.
Programs cannot produce the most important resultsfor customers by themselves.

And, finally managers must ask and answer: What worksto improve performance?* Out of this
thinking we ask managersto present their best thinking about what needs to be done.

Thisthinking processis summarized in the Seven Questions Central to Performance Accountability.

3.1



These questions should be asked and answered at every inter section between a supervisor and a
subor dinate throughout the system.

........ (3) "Get to the Point" Plannin
Excerpt from " A Guideto the Developing and Using Performance Measures.” (revised)

" Notice how we skip right past mission, vision, values, pur pose, goals, objectives, logic models, and
flow charts and go right to performance measures. Now this goes against the orthodoxy of the
planning and budgeting profession, but it is possible and even desirableto do this. Firgt, it gets
peopleinto thework right away. Second, it gets us past the tyranny of planning systemswhich
decreethat thework islinear and that program measurements must somehow bederivedfrom
higher level statements of purpose. Baloney.

Thereisnoreason to sart with agency mission. It can, in fact, be argued that, by working down
from resultsand up from programs, agency mission statements become a byproduct of thiswork.
Mission statementsand their attendants, retainersand attor neys help articulate why the agency
exists - how it contributesto improving results - and generally how it goes about doing this. But
thereisno reason to wait for the perfect articulation of mission befor e getting about the business of
selecting per formance measur es.

You can go back and do all themission(ary) stuff later if you want. It isprobably a good idea for
agenciesto be ableto state what they are about in a few phrases. But it isunnecessarily time
consuming and burdensometo try to develop performance measur es from these statements, asif it
isamatter of mathematical derivation. Unlessyou ar e thinking of creating a brand new agency,
most people who face perfor mance measurement challenges have programs that need performance
measurement in practical formsright now.

Think about it thisway: results accountability tellsuswhether a program should exist or not aspart
of our larger strategy to improve (" turn the curve") on child and family well-being. Performance
measur ement picks up at thispoint; takes as given that the program needsto be there, and moves
on to the next step of answering whether it'sworking or not.

"Traditional" planning systems spend an inordinate amount of time befor e people actually get to
talk about how to measur e performance. By going straight to the business of selecting performance
measur es, we ease the frustration - and associated cynicism - which goes with complex planning
processes. We also go to the heart of what may be the benefit of performance measurement,
namely a disciplined way to use data in the day-to-day management of programs. I n the same way
that processes can be both top/down and bottom up, we might think about this approach asboth
outside/in and inside/out.

Another benefit of thisfour part system isits simplicity, and (arguable) common sense. Many

per for mance measur ement systems suffer from the creation of so many special terms and
variations on special termsthat it ishard to keep them straight. (Ten or moretypes of performance
measur es ar e not uncommon.) Some of this problem derivesfrom the fact that these systems often
do not distinguish results and indicator s from performance measures at the beginning, and create
unnecessary complexity trying to keep this straight. Another related problem comes from an
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attempt to strictly define how many " levels' there areto a performance system. Many
performance systems call performance measuresby different names at different levels of the
organization. Thisdoesn't work well because ther e are varying number s of or ganizational and
programmatic layersin different organizations. In the four-quadrant approach, we have a single
framework which isrepeated, in more or lessthe same way, through as many levelsasexist in a
given organization."

________ (4) The Matter of Cause and Effect: Very often the question isasked, " How do I know how
much my program contributed to improvementsin client or community well-being?* The answer is
complex and not entirely satisfying:

To start, chaos and complexity theory tells usthat cause and effect in complex systemsisdifficult if
not impossible to determine. Social systems, population behaviorsand clients lives are complex
systems, and ther efor e the causes of changesin population or individual behavior (attitude or
circumstance) are difficult if not impossible to know with any certainty.

The best way to know what is possible to know about cause and effect is resear ch. The most
conclusive resear ch on cause and effect involves control groups. Thiskind of research can
demonstrate the extent to which thereisa correlation between effort and effect. Such research isa
valuabletoal in identifying what works and in crafting a strategy to turn a curve.

In most cases control group research isnot possible. Where control groups are not possible, it is
often possible to find a compar able program, population or jurisdiction. For example, you could
compareyour program's performance (most importantly client results) with compar able programs
serving smilar populations. You could compare your program's performance with the resultsfor the
general population (e.g. therepeat teen pregnancy rate for young women in the program, compared
totheratefor the state, county, city or neighbor hood wher e the program resides.) Or you could
compareyour program's performance to the performance of programsin other jurisdictions. If the
comparisons arereal, you have circumstantial evidence that your program contributed to the
difference. The greater the differencethe greater theimplied contribution.

With regard to the general population effects of a program, it isimportant to remember that it is
rarethat any program by itself can turn an indicator curve at the population level. Population
effects almost always require the combined effort of many partners. It is, therefore, almost always
unfair tojudge a program on the extent to which the general population indicator s have changed
(e.g. we should not judge a teen pregnancy prevention program serving 30 young women, by
whether the county teen pregnancy rate was better than baseline.) Therelationship of a program to
population effectsis one of contribution. This meansthat what the program doesfor itsclientsisits
contribution to a larger strategy.

For more on this subject, see” The Matter of Evidence," which can beread at the EPSI website.
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How do we get peopleto understand the difference between results and

3.2 per for mance accountability? (reprise)

Tools
The Short Answer

1. Thel anguage of
(1) Population well-being is clearly beyond the responsibility of any | Accountability
one organization or any one level of government. It is beyond 2. An advanced view of the

. . . . relationship between indicators
government itself. It requires a wholerange of public and private and performance measur es

artners. :
P Stories
(2) Programs and agencies serve client and customer groupsthat are
(almost always) lessthan thetotal population. It ispossibleto
identify agency and program manager s who can be held responsible. Tips

(3) A given piece of data like" high school graduation rate" can play

two different ROLES: therole of indicator and therole of Advice from:
performance measure. Thisislikean actor playing two different

parts;. same actor, but one day Hamlet and the next day Lear. So

graduation rateis one day a performance measur e and the next day —

an indicator. (This not mean that performance measuresare Organizational
sometimesindicators, anymor e than it meansthat Hamlet is Resour ces
sometimes Lear.)

Full Answer References

(1) Population well-being is clearly beyond the responsbility of any

one organization or any one level of government. It isbeyond government itself. It requiresa
whole range of public and private partners. People can seethisclearly when an exampleis
used.

TECHNIQUE: Help a group see how population accountability is beyond any one
agency, organization or government itself: Ask the group to namethe potential
partnerswho havearoleto play in “ All Children Being Healthy.” (Or choose
another result about children and familiesor for the entire population like* Clean
Environment” or “Prosperous Economy.”) Ask the group if any one of these
partnerscan or should be held responsible for theresult. Note that, in the case of
"healthy children,” it iscommon for thisresponsibility to be pinned on just one
department, the Health Department. Now that we have a fuller list of partnerswe
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can seethat thisisnot right. The Health Department should, perhaps, takethe
lead in convening the partners (around atable), and organizing the process, but can
not assume full responsibility.

(2) Programsand agencies serve client and customer groupsthat are (almost always) lessthan
thetotal population. It ispossbleto identify agency and program manager swho can be held
formally responsible for the performance of that program or agency.

(3) Advanced view of the relationship between indicators and performance Chart:
measures: When a program or agency issmall, it isnot hard to distinquish | A qvanced View
the client population from the total population. But there are some times of the
when a program (or agency's) clientsare closeto or the same asthetotal Rethip
population. Asa program's client population approachesthetotal between
population (of the state, county, city or community), program performance | |ndicatorsand
measur es begin to play a doublerole. First they are measures of how well Performance
the program is performing. And they can be used asindicators, proxiesfor M easur es

the well-being of the whole population.

EXAMPLE 1: Thismost often happensin education and public health. The school
superintendent and her senior staff go off on aretreat. The group discusses
performance measuresfor the school district asan organizational entity that they
areresponsble for running. One of the most important performance measuresis
"high school graduation rate." The next day the superintendent goes down the
street to the monthly meeting of the family and children’s collabor ative. Here, one
of the population resultsthe group has established is™ all children succeedingin
school,” and one of theindicatorsis™ high school graduation rate." The data for
the graduation rateis playing two different roles, first as a management

per for mance measur e, and second as a proxy for the well-being of all school age
children.

Notethat the data element " graduation rate" isplaying two different ROLES. Thisislike an
actor playing two different parts;. same actor, but one day Hamlet and the next day Lear. So
graduation rate is one day a performance measur e and the next day an indicator. This not
mean that performance measures are sometimesindicator s, anymor e than it means that
Hamlet is sometimes Lear. The constant isthe data. Theroles are different.

EXAMPLE 2: The Public Health Department is operating a campaign to improve
childhood immunizations. The campaign can be seen as a program to be managed.
And as such it has performance measures. Such performance measur es might
include the unit cost of the vaccines or the accessibility of the service as measured
by percentage of saff hoursin mobile vansvs. clinics (upper right quadrant
measures). Client or customer well-being can be measured (in the lower quadrants)
by the number of children immunized and the percent thisrepresents of the total
population. But it can also be measured by the per centage of the total population
that isimmunized or the childhood diseaserate for immunizable ilinesses. These are
total population measureswhich usually serve asindicators. Herethey are also used
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in therole of performance measure for theinitiative.

(4) Thisdoublerole of data helps explain why these ideas have been so mixed up together over
the years. It has been quite common in past (and unfortunately many current) performance
measur ement effortsto hold agenciesresponsiblefor indicators. If it's" safe community” then
it must bethe police department. If it's" healthy children,” then it must be the health
department. And so forth. Thishaslead to consderable, and well justified, cynicism about

per formance measur es. Because the heads of these agencies can easily see that they are one
of many playerswho must work together to do better. And yet the performance accountablity
system pinsit on them alone. One way to deal with thisin agency presentations (to the public or
the legidative branch) isasfollows:

Make sure every presentation hastwo parts: Part 1 displays See the format
the community-wide results and indicator sthe agency istrying for a
toimpact as part of a broad partnership. Part 2 displaysthe Results-based

specific performance measuresfor the agency and it's Budget: Volumes
component parts. | and Il

........ EXAMPLE 3: The Health Department Director's budget testimony: "Weare
heretoday to present the budget of the Healthy Department for the next fiscal
year. On page one you can see at the top of the page the most important indicators
of the health of our citizensin this (state, county, city). The Health Department is
part of a health coalition addressing these indicators. This coalition includesthe
hospitals, doctor s, nurses, managed car e or ganizations, as well as schools, teachers
and parents. Here swhat we as a coalition will be doing in the next year to turn the
curve on the indicator s you see before you. And hereisthe Health Department's
rolein that effort. Some of these actionsrequire your approval in the budget for

the Department. The actions of other partnersare contributed and paid for by
those partners. On the lower portion of the page you can see a summary of the
Department and its component divisions. Presented for each are 2 or 3 of the most
important performance measures. Thesetell you whether that particular part of the
organization isworking well. We use these measur es, and many others, to manage
the department and work to provide the very best possible service. When we get to
the budget for each division, we will show you the basglinesfor each of these
measur es, and what we propose to do to improve performance.”

Thevery structure of thus presentation separates population accountability from agency and
program performance accountability. Thistwo part structure can be used in everything from
pressreleasesto the annual report. It helps keepsthe department’'srole clear. And it helps
policy makers seethat if they really want to make progress on population indicators (like
immunization rates, high school graduation rates, juvenile crime rates, poverty rates, etc. it will
take the actions of many partners, and significant, not token, investment.

(5)Another place wher e the boundary between performance measures and indicatorsis

important isthe discussion of service” systems.” Service systemsinvolve many different
agencies and service providers. Theimportant thing to remember hereisthat these systems
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provide service and have clientsor customers. I n other wordsit ispossible to distinguish
peoplein the system receiving service from those outside the system not receiving service.
Thismeansthat the measuresfor the service system performance ar e per formance measur es.
So for example, take the entire child welfare system, the rate of repeat child abuse and child
neglect (that is children who come back through the system a second time) is a performance
measur e for the system. Thisisdistinct from the actual population rate of child abuse and
repeat child abuse, which in theory can only begatherred from population surveys and studies.
Again, services system perfor mance measurement data will often play a doublerole as
indicators.

(6) Prevention programs. prevention programs by their nature attempt to influencethe
behavior or condition of an entire population before they have need to enter the formal service
system. In effect their client population isan entire population. In this case client resultsand
population results are the same thing. So prevention programs must be judged on measures
which are most often used only asindicators. It is also possible to measur e the effects of
prevention on the much smaller group of those people*” contacted’ by the prevention program
(e.g. those children who attended a traveling theater production on violence prevention.) This
kind of measure then cleanly followsthe ruled for performance measures. Prevention programs
should have both kinds of measures.

(7) 1t would be useful to help government leader s under stand the different choices that go with these
two kinds of work. Most states have some version of performance measurement under way - efforts
of various quality. Relatively few have population results efforts with an active process to engage
communities.

(8) Isany framework that usesthe word Aresult@ equally worth consideration by decision makers.
Thisiswhat many other publications on results have done. Maybe it=s a good way to Apositionf the
organization sponsoring the publication, but thereisarisk that the work will lose its conceptual
center and point of view. It isnecessary to be more explicit about the different kinds of
results-based work. Rather than gloss over these differences, take them head on. For example:

AResults based decison making includes many different types of effortsthat sharein
common the plain language articulation of desired conditions of well-being for agency
customersor population groups, the business-like use of data to drive decison making, and
the development of partnershipsto steer thework and contributeto its success. Not all
effortswhich usetheword Aresult@ in fact have these char acteristics. The two most
important types of results-based decision making efforts are (1) those which focusinside
government or private agenciesto improve the performance of services provided to
customers of those agencies, and (2) those mor e br oadly based efforts which addressthe
well-being of whole populations, like the work in many statesto makeAall children healthy
and ready to learn.@
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3.3

What isthe difference between indicators and perfor mance measur es?
How do results and perfor mance accountability fit together ?

The Short Answer

Indicator s ar e about whole
populations.

Performance measures are
about client populations.

Indicatorsare usually about
peoples' lives, whether or not
they receive any service.

Performance measures are
usually about people who
receive service.

Indicators are proxiesfor the
well-being of whole
populations, and necessarily
matters of approximation and
compromise.

Performance measures are
about a known group of
people who get service and
conditionsfor thisgroup can
be precisely measured.

Full Answer

(1) Why isthisimportant? We have a long history of holding

Tools

1. Thelink between client

resultsand population results
2. An advanced view of the

relationship between indicators
and performance measures

Stories

Tips

Advice from:

Organizational
Resour ces

References

individual agencies responsible for population well-being. No one

agency, by itsdlf can turn the curve on any indicator. It isunfair and

unproductive to hold a single agency responsible. We need to

reframe the way wetalk about accountability for whole population results and indicators. Rather
than say: “ The Health Department isresponsiblefor " all children being healthy.” We need to say
“The Health department isresponsible for assembling a team of public and private partnersand
creating a community strategy to make all children healthy.” The difference hereisnot just
phrasing. It isthe difference between having one agency to blame when things go wrong and
accepting joint responsibility. It isthe difference between expecting the Health Department to do
it al by itsdlf, and recognizing that thisis not possible, that the contribution of many partnerswill
berequired.

(2) The disciplined distinction between indicators and performance measures ||Seethe Language|
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ISanew IaeaTor many peopie. 1 Ney are usea 1o usng tne wora ~ Inaicator”
inter changeably to describe population and program measures. Using

of Accountability

language discipline to distinguish them, indicator s are measures which help quantify the

achievement of a result. Performance measur es are measur es of how well public and private

programs and agencies are working.

(3) Here are some differences:

Indicator s ar e about whole
populations.

Performance measur es ar e about
client populations.

service.

Indicatorsare usually about peoples
lives, whether or not they recelve any

Performance measures are usually
about people who receive service.

Indicators are proxiesfor the

and compromise.

well-being of whole populations, and
necessarily matters of approximation

Performance measures ar e about a
known group of people who get
service and conditionsfor thisgroup
can be precisely measured.
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What istherelationship between perfor mance measur ement,

3.4 per for mance accountability and evaluation?

Tools
The Short Answer

(1) Performance accountability and performance or program §
evaluation both make use of performancemeasures. Evaluation is Stories
part of performance accountability.

(2) Different purposes. Evaluations provide a structured, disciplined Tips

analysis of how well a program works, so that managersand funders

can make judgments about how and whether to change, continue or 1. Beactive, not passive, in the
terminate a program and whether it isworth replicating. Evaluations | /design and implementation of
sometimes tackle the challenge of differ entiating the effect a an evaluation of your program.

. N . 2. Work in partnership with the
program has on client outcomes from other " outside" factors. evaluator. Makesurethe

evaluation meetsyour needs.
(3) Performance accountability isa management and over sight 3. Don't be cowed by all the

process that makes use of evaluation findings, and many other numbersand formulas. Trust
your common sense. Ask

sour ces of information to manage the program, track performance, | guestions.

report to stakeholders and improve perfor mance. 4. Beawarethat different
evaluatorswill use different
language. Takethetimeto
crosswalk to your use of

language.

Full Answer Advice from:
They go out to parties on weekends.
Perfor mance accountability, performance measurement and Organizational
evaluation areall termsof art. Like other termsin thisguidethey do Resour ces
not have" standard” definitions, and different writerswill define and
usethe termsdifferently.

References

(1) Performance accountability and evaluation both make use of

performance measures, but evaluation ispart of performance

accountability. Evaluations provide a structured, disciplined, analysis

of how well a program isworking or has worked. Evaluations sometimes tackle the challenge of
differentiating the effect a program has on client outcomes from other " outsde" factors.
Evaluations ar e often commissioned so that funders can make judgments about whether a
program should continue to be funded, whether it should be changed, and whether it isworth
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replicating. Performance accountability isa management and oversight process that makes use of
evaluation findings, and many other sources of information to manage the program, track
performance, report to stakeholder s and improve performance.

(2) The evaluation world isdivided into at least two armed camps. First there are the evaluators
who takether tradition from the audit world. They wear white coats. They do not " help” the
program whileit isoperating for fear they will contaminate the findings. They passjudgment as
objective outsiders. Their reports often come out two year s after the program has ended telling
what waswrong and why it failed. Then there arethe " self-evaluation” or " empower ment
evaluation” folks. They seetheir role as partnerswith the program, providing feedback and
helping make midcour se corrections. They use the same statistical methods asthefirst group,
but see evaluation as a continuous pr ocess which helpsimprove the chance that the program will
succeed. Thisguide holds a distinct preference for the second philosophy. Self evaluation
methods are at the heart of performance accountability. The use of datato steer programs and
improve performance.

(3) Rigor: Evaluationsarerigorous, designed to stand up to academic scrutiny. Accountability is
a real world process, pragmatic and sometimes political, using whatever information can be
obtained, going on gut instinct when no information is available, doing whatever it takesto make
the program work.

(4) Onetime vs. ongoing data collection and reporting. Evaluations ar e often structured as one
time events. Often evaluations produce a singlereport. Performance accountability, on the other
hand, requiresthe collection and use of data on aregular basis, and regular continuousreports.

(5) Approach to data collection: Evaluation data collection is often quite detailed, to the point that
it sometimes burdens the program. Perfor mance accountability, as presented in this guide, looks
first for existing data befor e collecting new data. And it looks for the smallest possible data set
which can be used to run the program. Both can use smilar data collection methodsincluding
100% reporting and sampling. Perfor mance accountability makes use of all data available
(anecdote, hunch, ingtinct).

(6) Expense: Evaluations can be expensive, partly because they ar e often performed by
consulting firmsor ingtitutions which charge a lot of money to do the work. Performance

measur ement and accountability can and must be done by program staff themselves. They require
time, but usually less expense. Most manager s should be able to answer the7 Questions on a
periodic basiswithout new staff resour ces.

(7) Do you need both? Often you do. All programs need some form of perfor mance measur ement
and accountability. Evaluations can take data based judgments about performance to a higher
morerigorous level. They can answer in a more complete and disciplined way " Isthis program
worth replicating?" And often resear ch evaluations arethe only way to get concrete information
on cause and effect relationships.

(8) How could | learn more about evaluation? Her e ar e some r esour ces
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3.5 Where do we start in an organization that wantsto do this?

Tools
The Short Answer

1. The Seven Questions Central
(1) Start small. Don't do it for thewhole enterprisein a sSingle budget ||to Performance Accountability

cycle. Try it out with your best managers. Work out thebugs soiit is im%
A Step by Step Schematic
actually useful to them. Then... snauc

Stories

(2) Work from the bottom up. Grow it up through your organization.
1. San Mateo County's

: Outcome-Based M anagement
(3) Work from the top down. And model behavior. Use performance OS tcome:Based [ anagement
measurement and accountability in the interaction of the head of the | performance Measures. County

organization and the next level down. Budget and Community
Results.

(4) Eventually, use a common sense, minimal paper process at every Tips

inter section between a supervisor and subordinate. (Seethe7

Questions) And useit in the budget process. 1. Usethe 7 Questionsto
structure supervisory
conferences.

2. Usethe 7 Questions at staff

meetings. Have one person
Full Answer present a program, unit or

service at each meeting.

L . . Periodically usethe staff
(1) In any organization the best thing to do isto start small. Prove meeting for all staff to answer

that something can be successful and most importantly useful and the questionsfor the operation
build out from there. asawhole.
Advice from:

(2) The history of performance measurement isthat one day the chief
executive comes charging out of the shower all fired up about
performance measurement, getsto the office, declaresthat starting ..
tomorrow every unit of the agency will have performance measures. Organizational
About 3 months later you've generated a thousand pages of paper, Resour ces
most of it completely useless. Eventually the system collapses of its

own weight, until the next executive comes charging out of the

shower. Do not create a thousand pages of useless paper. Work to References
create one page that actually helps managersrun their programsand

Improve its performance.

(3) Work top down and bottom up. (The following sections are taken from " A Guideto
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Developing and Using Performance M easures.”

Building a Performance M easurement System from the Bottom Up

Whatever else may betrue of performance measur ement systems, they almost
always display too much, not too little data. Typically, for each sub-sub-program, 10
or mor e per formance measur es ar e shown. Aswe move from sub-program to program
to agency levels, the number of displayed performance measures grows
exponentially. We provide executive and legidative branch decison makerswith a
sea of data, and no particular way to sort out what isimportant from what isnot.

Whileit makes senseto build performance measurement systems from the bottom
up, this does not mean we must adopt the undisciplined practice of usng unlimited
number s of performance measures. Thefirst and most important feature of a good
performance measur ement system isthe use of a common sense appr oach to seeing
theforest for thetrees.

Thefirst task isto contain the data explosion at each step in the construction process.
For each level of performance, we could identify the 2, 3 or 4 most important

per for mance measures. M easur es not selected here can and should be used, but
don't need to appear in the management or budget document. The four-quadr ant
sorting bin can be used to help select primary measures at each step in the process.

Using this approach, each level of the performance document or budget has the same
amount of performance information organized in roughly the same way. Agency X
monitor sits performance on 3-4 primary measures. Program X monitorsits
performance on 3-4 primary measures. And so forth. If you want mor e detail, go to
thelevel below (or to the data identified, but not selected) In an agency with three
levels (agency, program, subprogram) it workslikethis:

1. For each subprogram

Identify all the " candidate list" of performance measures
availablein the four quadrants above.

Pick the most important 2, 3 or 4 primary measures. These
should generally come from the right-hand quadrants. (See
section C below for additional criteriafor selecting primary
measur es.)

Create baselineswith forecasts for these measures.
2. For each program repeat this process using the

performance measures of the program's subprograms as the
candidate measurement list.
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3. For the agency as a whole, repeat this process using the
agency's program level performance measuresasthe
candidate list.

In the course of thiswork it isnot uncommon to find programs, and even whole
agencies, for which thereisvery little good data. When thisisthe case, the data
selection processis not about picking the best of good data candidates, but finding
any good data candidates. There arerarely any easy answer sto this problem. But it
isimportant to proceed with development of performance measurement with what you
have and work to improve the system over time. It is sometimes possible to create
data, based on sampling techniques (by reading a limited number of caserecords, for
example) asa short term substitute for later data system development.

A related problem hasto do with therédative scarcity of quality measuresin data
system reports. Most agency data systems count quantity not quality. Here, one
relatively smple suggestion might help. Consider therole of " composite”
performance measures, that is, performance measures which are created by
calculating theratio of two existing quantity measures. For example, many agencies
count the number of safety or compliance violations among the programs they
supervise. By themsdlves, the raw count of violation totalsdon't mean much. But by
calculating theratio of program componentswith reported violationsto total program
components, a useful measure of quality can be created. Most good quality measures,
whether currently reported or proposed, take the form of composite measures.

Building a performance measurement system from the top down
or aword about that rare occasion when a top-down approach makes sense

One of the most common mistakesin the use of perfor mance measurement in
management and budgeting is the tendency to implement perfor mance measurement
all at onceon agrand scale. " Starting next week, every manager of every program
and sub-program must begin reporting on performance.” Mountains of paper are
produced. Littleof it isused for anything. People come quickly to resent the intrusion
of these new time-consuming and lar gely uselesstasks. And the system is eventually
abandoned.

Thereisnothing wrong with having performance measuresfor every component of an
agency. But consider a different way of getting there. Imagine that the agency
director asked each of the people who report directly to her or him to bring afew
perfor mance measures with them to their next meeting. This could take the form of
the four quadrant chart filled in with one entry in each quadrant. They could discuss
threethings.

What doesthisdatatell usabout performance?

What morewould we liketo know? (for example, comparison to last year, last month,
1, 2 or 5year trends, maybe forecasts of performance...who knows wher e this will
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lead?)

Arethesetheright/best performance measures? The four- quadrant chart could be
used to add or drop performance measuresin these first meetings.

This process could, over afew months, lead to the creation of a regular performance
report to bereviewed at each meeting. Over time the perfor mance measur es could
becomethe basisfor agreeing on agency or even personal goalsfor performance (and
in the most advanced scenario, could be used for performance™ contracting” between
the program manager and the agency head.)

By starting the processthisway (or using this method to build on and existing
perfor mance measurement system), two very important messages ar e sent:

Per for mance measurement is part of day-to-day management. It isnot some
back-burner, humorless, tedious and irrelevant exercise; and

Top management is modding behavior for therest of the organization.

Thisiswhy the top-down approach makes sensein thiscase. Thisallows, even
encour ages, the senior management to use this same process with the people who
report to them, and to build downthrough the organization. (Thisis not the way the
management bookstell you to do it, but it probably works better.)

Still another reason why working from the top down makes senseisthat the
performance measur es of individual programs and subprograms should betied to the
most important performance measuresfor the agency asawhole. If it isdoneright,
wor king top down will give people a sense of what top management sees asimportant,
without making this an inflexible and domineering per spective.

The best work on performance measurement will beiterative, top down and bottom
up. But top-down work of any sort hastaken such a beating in the management
literature that we sometimes don't recognize thetimeswhen it has a legitimate and
important place. Thisis one of those times.
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3.6 Where do we start in an organization that doesn't want to do this?

Tools
The Short Answer

1. Hammer
1. Start small and start with what you can do without " permission.” 2. Saw
3. The Seven Questions Central
to Performance Accountability

2. Keep it low visbility and low risk until it is clearly useful :
Stories

Full Answer Tips

(1) Theanswer to thisquestion very much dependson your position  ||1. Do thework because that is
in the organization. Thetruth of the matter isthat it isvery rareto  ||\what good managersdo. Show it
find an organization that " wants' to do performance measurement. | /Suseful. Build out from there.
Thereasonsfor thiscan range from organization inertiato fear about Advice from:
losing jobs, and everything in between.

(2) If you arethe chief executive: Consider thispath: Don't beat

people over the head with it. begin by introducing the practice in your Organizational

own work. Ask for and help shape a monthly report that usesthe Resour ces
seven questions asthe basisfor itspresentation. Usethisreport in

your monthly or quarterly meetingswith individual senior staff to

review performance and agree on actionsin the next 30 days. Refer ences

For those of your staff who areresistant or just don't get it, assign a

coach (consultant or buddy system), send them to training or send

them to aremoteidand. L et people seethat thisinformation actually gets used. And find waysto
use the information as pointersto success storiesthat your public information folks can use.

At the sametime, find 2 or 3 managersat the program or linelevel who you think are most open
to new ideas. Provide support for these people again in the form of a coach or mentor. Help them
set up a performance measurement structur e based on the seven questionsto use in managing
their programs. Thiswould include monthly or quarterly reviews both with the staff in the program
and with management at the next level up.

Important: let the manager s play with and adapt the forms, the structure of the system. Consider
thisan experiment wher e the purposeisto make the products practical and most importantly
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useful to the manager. In the beginning provide recognition for the processitself. Later provide
recognition for actual performanceimprovement.

(3) After this, build out to more units of the agency, including all as soon asispractical. Then
begin using the format and data in theinternal budget ddiberations. (This can be donefor each
unit asit " comeson line.") Thisisthefinal ssatement of importance. It has something to do with
money. Important: do not let the budget process ever become the primary reason for doing this
work. And do not let the budget folks add complexity to the formsor process.

(4) If you arealonely manager or supervisor. Try it quietly and privately for your organization.
Take credit for the improvementsyou are ableto achieve. And if anyone asks, show them what
you have done. If top management shows an interest in this, make them read the paragraphs
above.
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3.7

How do we help people identify performance measuresfor their
program or service?

There are many different waysto do this(see 3.1). Here'sone
approach that goes directly to performance measur es themselves:

The Short Answer

Tools

1. TECHNIQUE: A FiveStep
Processfor Identifying and
Selecting Performance
Measures

2. Linksto other performance

All performance measures (that have ever existed for any program in || measurement terminology

the history of the universe) fall into one of four categories, derived
from the inter section of quantity and quality vs. effort and effect.

QUANTITY QUALITY
What did wedo? | How well did we
How much doit?
EFFORT servicedid we | How wdl did we
ddiver? deliver service?
lsanyone better
Isanognztz)etter Isanyone better
Off ()72 off (%)?
Howmueh 1\t uality of
EFFECT | changefor the
) change for the
better did we .
roduce better did we
b produce?

In each quadrant the questions are answered with #or % data

Statements:

* What did wedo? (e.g. # clientsserved, # activities

performed).

* How well did wedoit? (e.g. % timely actions, %
complete actions, client staff ratio, staff turnover rate,
unit cost).

3. Typesof Performance
Measuresfound in each

Quadrant
Stories

Tips

1. Alwaysstart by " drawing a
fence' around the unit,

program, agency, group of
agenciesor functionsfor which
performance measuresareto
be deveoped.

Advice from:

Organizational
Resour ces

References

» |sanyonebetter off? (#and % of clients who show improvement in skills/

knowledge, attitude, behavior or circumstance).
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See 3.12 How do we sdlect the most important " headline: performance measur es?
and 3.14 What do we do with performance measur es once we have them?

Full Answer

(1) Thefirst step in any performance measurement work isto identify what

" |organizational entity we aretalking about. This can bethought of asa " fence
drawing" exercise. Wewill draw a fence around the thing whose performanceis
<= | t0 e measured. This could be an agency, a program, a subprogram or a

. component unit or activity of theprogram. Theideaissmple: take a picture of

Lo i |the organization in whatever form it makes senseto you. Draw a line around all of
it or apieceof it. And consider the performance of what'sinside the fence.

(2) Service systems and systemsreform and integration: Fences can also be drawn around a set
of related programsor agenciesthat make up a service system (e.g. the out of home car e system
including child welfare, juvenile justice, mental health and education), and performance measures
developed for the system as a whole. Thiskind of process should be among the first things done
in any systemsreform effort. (Note: systemsreform isa meansto the end of better results, not
an end in itself.) For example, in discussions of service integration (asa component of reform), it
would be possible to consider the following performance measuresto test whether we were
making progress from the client's per spective.

= Average number of workers and case plans per family in the system
* Average number of offices thet clients must vist each month.
» Average number of bus changes required for clientsto get to current offices.

Thiskind of information could be gathered on a sample basis. Baselines could be created and the
per for mance accountability process described in this guide could be used to drive the numbers
down. Performance measur es can have the effect, asin this case, of giving an operational
definition to an otherwise vague notion like " service integration."

________ (3) TECHNIQUE: Hereisafive step processthat's the best way to help people identify
performance measures, select the most important ones and identify a data development agenda.

Step 1. HOW MUCH WE DO (Upper Left): Draw the four quadrantson a big piece
of flip chart paper. Start in the upper left quadrant. First put down the measure " # of
customersserved." in theupper left quadrant. Ask if there are better more specific
ways to count customersor important subcategories of customers, and list them. (e.g.
# of families served, # of children with disabilities served etc.). Next ask what
activitiesare performed. Convert each activity into a measure (e.g. " wetrain people"
becomes # of people trained.) When you'refinished, ask if there are any major
activitiesthat arenot listed.

Step 2. HOW WELL DO WE DO IT? HOW WELL DO WE PERFORM THESE
ACTIVITIES? (Upper Right): Ask peopleto review the standard measuresfor this
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quadrant that apply to mogt if not all programs, servicesor activities (e.g. unit cost,
staff turnover, etc.) These are shown on the" Separating the Wheat From Chaff"
worksheet (LINK HERE) in the upper right quadrant under " standard measures.”
Write each answer in the upper right quadrant. Next take each activity listed in the
upper left and ask if there are measuresthat tell whether that particular activity was
performed well. If you get blank looks, ask if timeliness matters, if accuracy matters.
Convert each answer into a measur e and be specific (e.g. the timeliness of case
reviews becomes " per cent of case reviews completed on time" or " percent of case
reviews completed within 30 days after opening.”

Step 3. ISANYONE BETTER OFF? (Lower Left and Lower Right): Ask " In what
ways could clients be better off asaresult of getting this service? How we would
know if they wer e better off in measurable terms?’ Create pairs of measures (# and
%) for each answer (e.g. #and % of clientswho get jobs above the minimum wage).
The# answersgo in the lower left; the % answersgoin the lower right.

There aretwo waysto state these kind of measures. point in time and improvement
over time (e.g. % of children with good attendance thisreport card period vs. % of
children whose attendance improved sincethelast report card period).

Thisisthe most interesting and challenging part of this process. Dig deep into the
different waysthis can show up in thelives of the people served. Explore each of the
four categoriesof " better-offness’ : skillsknowledge, attitude, behavior and
circumstance. If people get stuck, try the rever se question: " If your service was
terrible, how would it show up in thelives of your clients?"

L ook first for datathat isalready collected. Then be creative about things that
could/should be counted and the ways in which data could be generated. It is not
always necessary to do 100% reporting. Sampling can be used, either regular and
continuous sampling or onetime studies based on sampling. Pre and post testing can
be used to show improvement in skills, knowledge or attitude. Surveys can be used
which ask clientsto sdlf report improvement or benefits.

NOTE: Every performance measur e hastwo incar nations: a lay definition and a
technical definition. The lay definition is onethat anyone could understand (e.g.

Per centage of clientswho got jobs) and a technical definition which, for per centages,
exactly specifiesthe numerator and denominator (e.g. the number of clients who got
jobsthismonth, divided by thetotal number of clientsenrolled in the program at any
time during the month).

Now you havefilled in the four quadrantswith as many entriesasyou can. Next we select the
most important measur es and a data development agenda. Heresa SHORT CUT way to do that:

Step 4. HEADLINE MEASURES: Identify the measuresin the upper right and lower

right quadrantsfor which thereis (good) data. This means decent data isavailable
today (or could be produced with little effort). Circle each one of these measures with
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acolored marker. Ask " If you had to talk about your program with just one of these
circled measur es, which onewould it be?" Put a star by the answer. Then ask " If you
could have a second measure... and a third?" You should identify no morethan 4 or 5
measures. And those should be a mix of upper right and lower right measures. These
choices represent aworking list of headline measuresfor the program.

Step 5. DATA DEVELOPMENT AGENDA: Ask " If you could buy one of the
measuresfor which you don't have data, which onewould it be?* Mark that with a
different colored marker. " If you could have a second measure... and athird?" List 4
or 5measures. Theseisthe beginning of your data development agenda in priority
order.

(3) Thelonger and mor e thorough method for selecting perfor mance measuresinvolvesrating
each measure High Medium or Low on threecriteria: Communication, Proxy and Data Power .

Communication Power: Doesthe performance measure communicate to a broad range of audiences? It is
possibleto think of thisin termsof the public squaretest. If you had to stand in a public square and
explain the performance of this program to your neighbors, what two or three measureswould you use?

Proxy Power: Doesthe performance measur e say something of central importance about the program
(agency or service system)? Can thismeasure stand as a proxy for the most important thingsthe
program does?

Data Power: Do we have quality data on a timely basis? We need data which isreliableand consistent.
And we need timely data so we can see progress- or thelack thereof - on aregular and frequent basis.

(4) Both methodswill lead to the samelist. The SHORT CUT works because the " for ced choice"
process leads peopleintuitively to think about communication and proxy power. When they do
thisfor measures wherethey have data, the selected measures are the Headline M easures.
When they do thisfor measures wherethey do not have data, the selected measures arethe Data
Development Agenda.

Thisprocesswill lead to athree part list of performance measures:
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Headline Perfor mance M easur es

Those 3to 5 measures you would use to present or explain your program's
performance to policy makersor to the public.

Secondary Measures

All other measuresfor which you now have data. These measureswill be
used to help manage the program. And they will often figurein the story
behind the curvefor headline measures.

Data Development Agenda

Measures you would like to have. These should belisted in priority order.
Since data is expendgive both in dollarsand worker time, you must make a
judgment about how far down thislist you can afford to go.

The headline measures arethe starting point for using data to improve program performance.

See 3.14 What do we do with performance measur es once we have them? How can we use
performance measur es to improve performance? and succeeding questions.

(5) Several thingsto keep in mind here: 1t isbest if the program or service, for which performance
measures are developed, has some organizational identity. Perfor mance accountability is about
holding manager s accountable for the performance of what it isthey manage. If the thing to be
measur ed has no or ganizational identity, then thereisno person or personswho can be held
accountablefor its performance.

Thisdoes not mean that the thing to be measured must be a box on the organization chart or a
physical unit in a single geographic location. In matrix management, for example, it can bea
function that cuts across organization linesfor which some person or persons has been given lead
responsibility (for example budgeting or staff development, where some staff may be
decentralized but the function is still managed or " lead" by someone.) It can be a program which
operatesin many different locations. The notion of fence drawing isflexible enough to work with
any organizational structureold or new.

(5) Second thing to keep in mind: When you aretrying to teach these ideas to new people start

with small unitswhich have a clear identity. Then move on to larger units and functions without
physical organizational identity.
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(6) Third: performance measurement startswith theidea of cussomersor clients. CUSTOMERS
are people who can be made better or wor se off by the services of the program.

Perfor mance measurement isan easier discussion for organizational entitieswho can clearly
identify their customers. So, for example, direct service programslike child support enfor cement
or mentoring will have a head start on programs or activities wherethis discussion isunclear.

Perfor mance measurement of customer well-being is harder for administrative functions such as
budget, personnel, general servicesetc. It will be necessary to spend some quality time helping
these people under stand/discover who their customersare. Hint: for administrative functionsthe
customer s are often the manager s of the agency itself. And customer satisfaction turns out to be
the most important lower right quadrant measure. (See3.10)

(7) One of the best waysto teach thismethod isto conduct a " fishbowl!" at the front of the room.
Get four or five peopleto volunteer who know a particular program well. Position them in chairsin
a small semi-circle at the front of the room, facing forward (i.e. back to everyone else). Conduct a
short session (15 to 20 minutes) using the technique above. Periodically pauseto ask if the larger
audience has any questions. If time permits, break thelarger group into groups of 6 and have
them pick a program. One member of the group then leads the group through the 5 steps of the
technique above. Depending on time, two or three rounds of this could be done. Debrief the large
group. " What worked and didn't work about this experience? What did you learn? How many
think thay could lead a small group of cowor kersthrough thisthinking process?"

(8) Technical note: Some people correctly point out that client results actually have two
componentswhich paralld the difference between resultsand indicators at the population level,
I.e. a plain language statement of client well-being (clients are self sufficient) and a measurement
that describesthis condition of well-being (# and % of clients who get jobs and keep them 6
monthsor more). In practice, these two ideas are addressed in asingle step in the thinking
process which asks" In what ways could clients be better off asa result of getting this service?
How we would know if they were better off in measurable terms?* (step 3 above). Experience
suggeststhat when these two questions ar e separ ated asthey are (and must be) at the population
level (e.g. first fully answer in plain language, then take each plain language statement and
identify measuresthat can serve as proxy) then the processlosesits common sense feel and
becomes unnecessarily complicated and time consuming. Oneinteresting and usable variation of
this approach, used by the Department of Developmental Servicesin California, listed all client
resultsin plain language, and then developed a set of measuresfor the group of client resultsasa
whole (i.e. not condition by condition).
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38 What arethe differences between the 4 quadrants ( upper left, upper
' right, lower left, lower right)?
Tools
The Short Answer
1. Performance Accountability

(1) Thereare many classification schemesor typologiesfor Story Analysis
performance measuresthat have used over theyears. The 4
quadrant typology isa new way to account for all the different kinds Stories
of performance measures. And it can be used to diagnose other
classification schemesfor performance measures. 1. The Baldridge awards

www.quality.nist.gov provide
. . . excellent examples of
2 Thlnk abqut the guadrants in terms of Fhefollowmg three per formanceimprovement,
questions. It is possible to use these questions asthe labelsfor the  |/inciuding all the elements of

different types of performance measures, instead of jargon wor ds like |performance accountability.

input, output and outcome. Tips
How much did we do? ) 1. Try using labelsfor
(quantlty of effort: upper left: least important) perfor mance measur esthat
How well did we do it? make senseto lay people, like
(quality of effort: upper right: second most important) "How much did wedo?, How
| s anyone better off? well did wedoit? [sanyone
(quantity and quality of effect: lower left and right: number and better off?"

2. For some measuresyou could
makethe casefor two different
quadrants. the" How wdl did we
. S doit? (upper right quadrant) or
(3) The most important distinction is between what we, the staff do, | /*1sanyone better off? (lower
and whether anyoneisbetter off - the difference between effort and | right quadrant). If it could go
effect. Sothe upper quadrantslook at what we do and how well we | &ther place, don't get hung up.

. . Put it oneplace or theother and
do it. Thelower quadrantslook at our customers and the conditions |, ove on. Both will be used in

of their well-being that our activities can affect. the next stage of work.

per cent:
lower right percent ismost important)

(4) The second distinction is between the quantity and quality. Thisis Advice from:
the difference between how much we do and how well we do it. The
left quadrantslook at quantity: how many things got done (upper left)
and how many customer s wer e better off (lower left). And theright ..
guadrantslook quality: how well things got done (upper right) and Organizational
how customers (as a group) wer e better off. Resour ces

Refer ences
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Full Answer

(1) Thereare several different waysto explain the difference
between these four types of performance measures.

Upper L eft: Quantity of Effort: How much do we do? What functions do we perform? Here we
typically count the number of clients served in total and by subcategory. Subcategoriesare
usually based on client characteristics or geography. We also count activitiesin total and by
subcategory.

Examples:
Total # of children served, # of children served aged 0- 5
Total # of referralstaken, # of emergency referrals

Upper Right: Quality of Effort: How well do we do it? Herewetypically count standard
administrative measur es of how well serviceisddivered (like client staff ratio, staff turnover, unit
cost) and activity specific measures of service functions (like the timeliness or accur acy)

Examples:

Client staff ratio, client staff ratio for intensive service cases

Per centage of referrals acted on within 2 days, per centage of emergency referrals
acted on within 24 hours

Lower Left and L ower Right: Qualitity and Quality of Effect: 1s Anyone better off? In what way
areour client'sor customer'slivesimproved? The L eft Quadrant is how many clients experienced
thisimprovement. The Right Quadrant isthe percentage of clientsthat experienced this
improvement. Here we are counting what is most important about the program. What difference
did it makefor people? Thereare (at least) four waysin which people can be better off: Improved
skillsknowledge, Improved attitude, Improved behavior, Improved circumstance. Each of these
can bemeasured in (at least) two different ways, point in time (e.g. # and % of children with good
attendance) or change from onetime period to another (e.g. # and % of children whose
attendance was equal to or better than last quarter).

Examples:
Number and percentage of clientswith jobs
Number and per centage of clientswho got jobsin the past month.

Each measur e identified hastwo forms: a lay definition and a technical definition. Thelay
definition describes the data element in termsthat non-experts can under stand. The technical
definition describes exactly how the data element is constructed. I n the case of per centages or
rates, it describesthe numerator and denominator.

Examples:

Lay definition: High School Graduation Rate

Technical definition: Number of graduates at the end of the 12th grade divided by
thetotal enrollment of 9th gradersfour yearsearlier.
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(2) Consgder the following example from a typical alcohol and drug abuse treatment program:

QUANTITY QUALITY

Staff vacancy rate (lay definition
Total number of vacant full time

equivalent positions at theend
of the month divided by thetotal
number of full time equivalent
positions funded (technical
definition).

Per centage of clients off alcohol

and drugs at program exit (lay
Number of clients off alcohal definition)

and drugsat program exit (lay |Number of clients exiting the
definition) program last month who sdf
Number of clientsexitingthe |reported no substance abusein
program last month who sdlf the prior 30 days (and not
reported no substance abusein ||contradicted by their assigned
the prior 30 days (and not worker) divided by thetotal
contradicted by their assigned |number of clientsexiting the
worker) (technical definition) program during the last month.
(technical definition).

Number of clients served (lay
definition);

Number of clientsin contact
with the program at any timein
the past month (technical
definition)

EFFORT

EFFECT

(3) Why arethese distinctions so important? Her € s one explanation.
Thefour quadrants are not equally important. The least important quadrant isthe
upper left wherewe count number of clientsor number of activities. The most
important isthe lower right where we count the effect on peoples lives.

(4) Here'sanother explanation.

Many programsare stuck in the upper left quadrant (" We served all these people.
Aren't we great!)

If they are not stuck there, then they are stuck in the upper right quadrant. (We
served all these people, and we did it at the with the best qualified staff and the lowest
unit cost in the county. Aren't wegreat!) .

If they arenot stuck there, then they are stuck in the lower left quadrant. (We served
all these people, at alow unit cost, and we got 20 people off of alcohol and drugs.
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Aren't we great!)

But 20 people off of alcohol and drugsisgreat if thetotal number you served is 25.
It'snot so great if the total number served is 1,000. So until you get to the lower right
quadrant and put the effect on peoples livesin proportion, you have not spoken to
the bottom line effect of the program.

(5) For some measuresit appearsthat they could go in either the upper right or upper left.

(@) Firgt, don't worry too much about where you put these kind of measures. You are
going to use all the measures from the upper right and lower right in the next phase of
selecting headline measures. So put it one place or the other without spending a lot of
time.

(b) One example that comes up frequently isthe per centage of people completing a
program. This could be an measure of how well the program isdelivered (UR) or it
could be a measur e of some benefit to the customer in terms of skillsknowledge,
attitude, behavior or circumstance. Graduation ratesfor high school, completion of a
job training program or satisfactory completion of a service plan can be viewed this
way. Generally, | allow thesein the lower quadrants, provided that other measures
are added that describe in what way completion of the program might improvethe
well-being of its graduates. So, what per centage of high school graduates go on to
school or work? What per centage of job training graduates get and keep jobs? After
completion of the service plan, what per centage of clients stay out of the system over
the next year? And so forth.

(c) Another example comes from an effort at Ohio State University in Columbusto
improve a congested traffic system and an unreliable bus service (2000 RIT/USA
Today Quality Cup: USA Today 5/9/2000 www.quality.nist.gov). The Transportation and
Parking Department completely over hauled the system, doubled the number of
routes, bought more buses, hired moredrivers, and increased parking ratesasan
incentive to use the buses. One benefit for customers: The length of thetrip from the
most remote parking lot to campusimproved from 30 minutesto 7. Thisimprovement
isclearly alower right quadrant " circumstance” benefit for the system's customers.
But what about theincreasein ridership, up from 1.3 million to 3.5 million? Does the
fact that more people areriding the buses mean they are better off? Not necessarily.
It is possible to imagine a situation where mor e people ride the buses but are not
better off? What if the parking rate increases made parking prohibitively expensive
and people rode the buses because they had no choice? If it ispossible to imaginea
circumstance wher e the number s get better, but customersarenot better off, then the
measur e probably goesin the upper right quadrant, showing a possible improvement
in how well servicesare déelivered. The decreasein timeto campusfrom 30to 7
minutes is an unambiguous benefit to customers.

(6) When isthe mere receipt of service an indication that someone is better off? And what arethe
implicationsfor selecting headline performance measures?
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This question addresses an important distinction between receipt and benefit. And thisdistinction
isan important break with the past. First some examples.

Doesthe fact that someone receives counseling services necessarily mean they are
better off?
Doesthe fact that someone receives education services necessarily mean they are
better off?

We can easily think of situations where someone got counseling or education services and were
not better off. It might beabad counsdor or teacher, or it might be a problem with the person
themselves not attending class or not taking the counsaling serioudly. The point hereisthat the
mererecept of serviceisnot a good proxy for people being better off. We must go beyond
receipt to explore, " If this services was successful, in what wayswould it show up in the lives of
the clients, customer s, recipients? When we answer this question we come to the lower
quadrants...

Now consider some other serviceswherethisdifferenceislessclear:

High school graduation, Red crosstraining, emer gency room treatment,
transportation services, etc.

In these cases, we might reasonably conclude that the customer who getsthese servicesis better
off, than if they didn't, but not so fast. Again, can you imagine a circumstance wher e someone got
these services and wer e not better off?

High school graduation: bad school or social promotion

Red Crosstraining: bad instructor, marginal passing grade

Emergency room treatment: under staffed service leads to preventable death
Transportation service: inconvenient service, 3 busroutesto work, but no other
choice.

Thereason we would consider receipt of service asa proxy for better offnessisthe general
reputation of the service (Red Cross) or the expectation that most people receiving the service
get good service and are helped, or that peoplewould'nt use the servicein thefirst placeif they
weren't better off. But we can see that any of these assumptions can mask bad service delivery
and poor help or maybe actual harm to customer s.So we must go beyond mere receipt of service
even in these cases.

Finally we cometo thethird and final set of examples:
Hospice services,
Battlefield treatment of wounded,

Disaster assistance.

Two things are true about these services. In some casestheclient can't " get better” (hospice)
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and the receipt of serviceisalmost all thereis. Second, the servicereceived is so desperately
needed that the absence of service causes additional harm. These are the kinds of serviceswhere
receipt of service may be most persuasively argued to be a good proxy for clientsbeing better off.
But even here, therearewaysto go further:

Hospice service: client and family customer satisfaction
Battlefield treatment: survival rates
Disaster assistance: per sonswho ar e saved, per sonswho find new housing.

Conclusion: In caseswheretherecept of serviceis prima fascia evidence of better-offness, then
upper left quadrant counts of " how many peoplereceived service' (upper left) and " what

per centage of need for such serviceismet" (upper right) should be also considered for inclusion
among headline performance measures (in step 4 of the selection process above).

(7) See the4 Quadrantslink to other performance measurement terms

(8) Seethe TECHNIQUE: A Five Step Processfor |dentifying and Selecting Per formance
M easur es
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3.9

What isthe difference between 4 Quadrant perfor mance measures and
logic model performance measures?

The Short Answer

1. The 4 Quadrant method and logic model methods can be seen as
complementary, not contradictory, approaches.

2. The 4 Quadrant mode goes directly to the identification of
performance measures, without a lot of preliminaries:

» What do we do? (quantity of effort = # clients served, #
activities performed) (= logic model outputs).

* How well dowedoit? (quality of effort = % timely
actions, % complete actions, unit cogt, €tc.)

* |sanyone better off? (Quantity and quality of effect = #
and % of clientswho show improvement in sKills,
knowledge, attitude, behavior or circumstance) (= logic
model outcomes).

3. There are many different frameworksusing theterm " logic
model." Most logic modelstaketimeto describe program
componentsin writing (sometimesin great detail) and derive client
outcomes from the following sequence:

[nputs (usually resour ces like money, staff, space etc.).

Pr ocesses (what activitiesthe program performs) .

Qutputs (what units of work the program produces)
(= quantity of effort - upper left quadrant).

Tools

1. Crosswalk from the results

and performance accountability

framework to the logic model
framework

Stories

Tips

Advice from;

Organizational
Resour ces

References

(Client or customer) Outcomes (what effect the program hason the lives of its

clients)(= client results or outcomes - the lower quadrants). Sometimesthisisa
two step process which states client outcomesin plain language and then in

terms of data statements.
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» Gaoals (the social condition to which the program contributes)(= population
results or outcomes).

4. The corresponding component of each is highlighted. Many logic mode approaches do not
address " quality of effort” measuresand these must be added be separ ately.

5. Theidentification of performance measures, using the 4 Quadrant model, alogic modd or any
other model, ispart of alarger process. It isthe starting point for using performance measuresto

improve performance. See 3.14 What do we do with perfor mance measur es once we

have them? How can we use performance measur es to impr ove per formance?

Full Answer

Logic Model and Theory of Change methods are related and sometimes
lumped together. The following section will address them separately. Logic
models are most often used for evaluation of programs. Theory of Changeis
amor e broadly based approach that can be applied to evaluation of both
programs and community-wide effortsto improve the well-being of a whole
population.

Click herefor a
Crosswalk from
theresultsand

performance
accountability
framework to the

logic model

(1) What isa" logic model?" : L ogic models provide a method of describing framework

theway a program isintended to work. Thisis presented asalogical
sequence

= from inputs (usually resour ces like money, staff, space etc.).
= to processes (what activitiesthe program performs) .

= to outputs (what units of work the program produces) - this correspondsto
quantity of effort - upper left quadrant).

* to outcomes (what effect the program has on thelives of its clients - this
correspondsto client outcomes or results - the lower quadrants).

* togoals or community impacts (what contribution the program makesto larger
population conditions - this corresponds to population results).

(2) Thereisagreat valuein thework being done under therubric of "logic model,” or " theory of
change" Logic modelsand the results and performance accountability model presented in this
guide areall, of course, "logical." And in fact both approaches are complementary. But thereare
important digtinctions worth noting:

(@) Logic modd work is mostly about program performance and generally does not
addresswhole population well-being. It isa performance accountability method or
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program evaluation method.

(b) It works best for programswhich provide a specific service or set of services. (It
is often used to design program evaluations.) It isless useful for whole agencies or
for parts of agenciesthat do not provide service (like administrative functions).

(c¢) Logic modd thinking processes, like the United Way's approach, work in the

" oppositedirection” of results-based decision making and budgeting. One startswith
clients, the other endswith clients.

L ogic models start with program resour ces and then describe activities,
work product outputs and finally the waysin which clients are better off,
i.e. client results.

Perfor mance accountability skipsdirectly to " who are our clients?," then
identifies client results, baselines, the story behind the basdlines,
partners, what worksand an action plan.

These can be seen as complementary thinking processes. It would be
possible to use alogic model to identify client resultsand then pick up
with the performance accountability process from client resultsto action.

(d) Many program logic models do not address quality of effort (upper right quadrant)
measur es like staff ratio, timeliness, cultural competence etc. This must be added.

(e) Mot logic models do not distinguish between the quantity (#) and quality (%) of
client results. (" Our program helped get 15 people off of drugs.” Thisnumber isgood
if thetotal number served was 20; and bad if the total served was 1,000. The

per centage or rate shows thisdifference.)

(3) Logic modesare particularly useful in designing programs, because they requireyou to think
about the logic of how the program is supposed to work.

(4) Thelogic modd thinking process essentially answer sthe question " How isthis program
supposed to affect client results?" It isthe kind of test people should usein the " what works'
part of the results- based decison making framework. Assuch it isatool that can help test ideas
about what works, and help make the best programmatic choices about how to turn the curve on
client results.

(5) In some cases program staff have found it helpful to think through how a program is supposed
towork (using some form of logic model) and then developing performance measuresin the 4
Quadrant framework. This can sometimes help people who do not under stand the concept of client
outcomes and have trouble getting to the lower right quadrant measures of whether clientsare
better off.

See also 1.8 How do wefit together different approaches when thereis morethan one approach to
results and performance accountability being used in my area?
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310 How do we identify performance measures for administrative functions
' like personnel, budgeting, etc.?
........ Answer Contents: Tools
The Short Answer
1. Personne
1. Performance Measure
2. Budget . 1. For each administrative activity, examples for Personnel.
3. Accounting identify the measures (in theupper | Budust. Accounting. M1,
4. Management right quadrant) that describe how wWell | £ o trame. contreciin
| nformation ity Tad Iles ¥ gmL. L OnTacung.
1NN Matlon that activity is performed. These Audit. Attorney'soffice. and the
stems ~ |usually haveto do with timeliness (e.g. | Director's office
5. Research and Evaluation o of invoices paid in lessthan 30 2. Typesof Performance
e : : M found in each
g- 'I:a((:jl_ltltlesMana ement | days, averagetimeto fill avacancy), oudrat o
,» Audit accuracy (% of paychecksrequiring | 3. Linksto other performance
8. Contracting correction/adjustment) or compliance ||measurement terminology
office . e Processfor Identifying and
P— , . findings). Selecting Per formance
10. Director's Office M easur es

2. For most administrative functions, | —D—Q—Aliti?fti)agrtjn;“;’f” a

H : H H resuits uag ya
customer satisfaction |sthemost_|mportant measur e of whether department dir ector (3.2)
customers are better off (lower right quadrant measures). i
Administrative functions usually help their clients by making it easier Stories
for them to do their jobs. Look for measureslike % of customerswho
report that the unit was" very helpful” in meeting the staffing needs
of th_e agency, or % of customerswho report that the oqntracting unit Tips
provided helped them get their work donewell and on time.

1. Customer satisfaction

Full Answer surveysfrom administrative
unitsgenerate good will and

.. . . . L. . _|/improved customer relationsin
1) For administrative unitsor functions, it is generally easy to identify| addition to providing

performance measuresin the upper two quadrants. per formance data.
o _ o _ Advice from:

* How much service did we provide?: Administrative units

can easily list the activitiesthey perform, convert each

oneinto a measure. (Upper left - quantity of effort) —

Organizational

» How well did we provide service?: Many standard upper Resour ces

right quadrant measures apply to administrative units

just asother units (like unit cost, workload ratios etc.).
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ANd Tor most administrative activities, It IS pretty easy 10 Refer ences
identify timeliness and accuracy measuresthat are
meaningful.

(2) But administrative units or functions are the hardest when it comesto identifying performance
measuresin the lower right quadrant. The principlereason isthat it isharder to figure out who the
customersare and how you would know if they are better off?

When you think about it it becomes clear that the primary customers of administrative unitsare
the employees and supervisors of the organization. It turns out that the most important lower
guadrant measuresfor administrative unitsare customer satisfaction measures. " Did we help you
do your job?" isthefocus of the questions.

In addition to gathering data, there are other good reasons for administrative unitsto conduct
customer satisfaction surveys (and/or interviews). The smple act of asking customer s (and taking
their responses serioudy) can create good will with organization managers, a commodity that is
often in short supply. And the users of administrative services can often identify waysto improve
services.

1. Common Measur €S (in the upper right quadrant):

Many of the upper right quadrant " common measures' apply equally well to adminigtrative units
asto units providing direct customer service. Hereisalisting of common measuresin terms
usually used in administrative units.

_1. Workload staff ratio
| 2. Staff turnover rate (This can be measured by % of vacant
positions - or moreinterestingly - % of employeeswith the
<= Organization 1year or less.)
_ 3. Staff morale (usually from surveys)
"""" | 4. Percent of staff fully trained
5 Percent of satisfied customers (with courtesy and timeliness of service) by
function
6. Percent of bilingual staff
7. Worker safety (usually accident or injury claim rate)
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2. Cost measur es Thefollowing measures arethe standard cost measures which fall in
each quadrant. The most difficult of theseto obtain isthe lower left " benefit value." The cost
benefit ratio equalsthe lower left over the upper left quadrant values.

What we do How well wedo it

Total Cost Unit Cost
Percent growth in expenditure

Is anyone better off? - quantity Is anyone better off? - quality
Benefit Vaue Cost Bendfit Ratio
Return on Investment
Amount Surplus/Deficit Percent Surplug/Deficit

3. Unit SpECIfIC M easur €S Thefollowing section provides examples (not an

exhaustive list) of some of the most important performance measuresfor each administrative
function. In most cases, the lay definition, but not the technical definition, is given.

________ Personnel

What we do How well we do it
# Averagetimeto fill avacancy
# % requests pending 30 days or more
# %

Is anyone better off? - quantity Is anyone better off? - quality
# Workforce stability - % vacant positions
# Turnover rate (non-promotions)
# % managers who rate personnel as

"helpful or very helpful”

# % of workforce without benefits
# Rate of sick |leave usage
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What we do

#
#
#

How well wedo it

% budget reviews on time
% forecasting accuracy
%

Is anyone better off? - quantity

$ amount surplus or deficiency

Is anyone better off? - quality

% Surplus or deficiency

# Audit liabilities as % of budget

# % Agency performance measures
heading in theright direction

# % Agency managers who rate support
from the budget unit "good or better"

........ Accounting
What we do How well we do it

# % invoices paid in 30 daysor less

# % reports completed on time

# % reissue/correct payroll or accounts

payable

Is anyone better off? - quantity

# repeat audit findings
$vaue of audit liabilities

Is anyone better off? - quality

% repeat audit findings
Audit liabilities as % of budget
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Management Information Systems

What we do

#

#
#

How well wedo it

% responses to requests for assistance
in lessthan 24 hours

Ratio of salary to market wages

Staff retention rate

Is anyone better off? - quantity

Is anyone better off? - quality

% downtime during peak work hours

% managersrating overall MIS support
"good or better"

% of staff with high quality computer
equipment

% programs (or lines of code) with state
of the art programming

Research and Evaluation

How well wedo it

% reports completed on time
Ave timeto respond to requests for
information

Is anyone better off? - quantity

Is anyone better off? - quality

% managers rating research and
evaluation support "good" or better.

% managers who report using research
and evaluation products

Fecilities Management

What we do

#

How well wedo it

% responses to requests in 24 hours or less
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% repeat calls
worker safety - rate of accidents

Is anyone better off? - quantity

Is anyone better off? - quality

% managers who rate facilities support

# "good" or better
% Sick leave due to building conditions

#

........ Audit

What we do How well we do it

# % audits completed on time
# % appeals of audit findings lost
#

Is anyone better off? - quantity

# repeat findings
$ saved from audit findings

Is anyone better off? - quality

% repeat findings
$ saved/ avoided (est.) as % of total

budget
# %
........ Contracting
What we do How well we do it
# % contracts on time
# % agency staff trained in contract

procedures

Is anyone better off? - quantity

Is anyone better off? - quality

% managers rating contracting support
"good" or better

% contractors rating contracting support
"good" or better.
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Counsel/Attorney's office

What we do

#
#
#

How well wedo it

Cases per attorney
Support staff per attorney
Ave response time to requests

Is anyone better off? - quantity

#

#

# lawsuits avoided through successful
negotiation

# total damages paid

Is anyone better off? - quality

% lawsuits won

% appealswon

Rate of avoided law suits

Damages paid as % of requested
damages,

Damages paid as % of agency budget

Director's Office

What we do

#
#
#

How well wedo it

% correspondence response on time

% of agency locations visited thisyear

% of staff involved in two way
communication events

Is anyone better off? - quantity

#
#
#

Is anyone better off? - quality

% surplus or deficiency

% agency's performance measures
headed in theright direction

% employees rating the agency a"good"
or better placeto work

Rating of agency compared to others
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3.11

program or service?

What are some examples of performance measures we can use for my

Answer Contents:

"""" The Short Answer
1. Common Measures
2. Cost Measures 1. Start with the common measures

_ found in the upper right quadrant

3. Child Welfare which apply to many programs. See
4. Wefareto Work Tool #1.
5. Education
6. Special Education 2. Consider thewaysin which your
7. Juvenile Justice customers could be better off if you
8. Adult Corrections did a good job.
9. Mental Health - Ch/Yth

10. Mental Health - Adults |3, Examples of performance measures
11. Economic Development | for sejected programs ar e shown

below.
Full Answer

(1) Theintersection of quantity and quality vs. effort and effect
accountsfor all performance measuresfor all programs. Page 50
providesa summary of thetypes of performance measuresfound in
each of thefour quandrants formed by the inter section of these two
dimensions.

There arecommon measuresthat apply to many programs, and then
there are measuresthat are uniqueto a particular program or class
of programs.

We will discussthe common measuresfirst, and then provide specific
measuresfor as many programs and services aswe can.

3.11

Tools

1. Performance Measure
examples for Child Welfare,
Welfareto Work, Education,
Juvenile Justice, M ental
Health, Corrections, Economic
Development and more

2. Types of Performance

M easuresfound in each
Quadrant

3. Linksto other performance
measur ement ter minology

4, TECHNIQUE: A FiveStep
Processfor Identifying and
Selecting Performance

M easur es

5. A script for introducinga
results-based budget by a
department director (3.2)

Stories

Tips

Advice from:

Organizational
Resour ces

References




1. Common Measur €s (in the upper right quadrant):

_1. Client staff ratio

| 2. Staff turnover rate (This can be measured by % of vacant positions- or
moreinterestingly - % of employeeswith the organization 1 year or less)
e | 3. Staff morale (usually from surveys)

e | 4 Percent of staff fully trained

"""" 1 5. Percent of satisfied customer s (with service delivery functions)

6 Percent of customers seen in their own language

7. Worker safety (usually accident or injury claim rate)

........ 2. Cost measur es: Thefollowing measures are the standard cost measures which fall

in each quadrant. The most difficult of these to obtain isthe lower left " benefit value." The cost
benefit ratio equalsthe lower left over the upper left quadrant values.

What we do How well wedo it

Total Cost Unit Cost
Percent growth in expenditure

Is anyone better off? - quantity Is anyone better off? - quality
Benefit VdAue Cost Benefit Ratio
Return on Investment
Amount Surplus/Deficit Percent Surplus/Deficit
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Program Specific M easures

Thefollowing section provides examples (not an exhaustive list) of some of the most important
performance measuresfor each program or service. In most cases, the lay definition, but not the
technical definition, isgiven.

3. Child Welfare

What we do How well we do it
# Foster Children served Caseload to worker ratio
# Child Abuse Investigations % Foster children placed in their
# Adoption recruitment sessions origina neighborhood / school

catchment area
Ave number of changed foster care
placements
% Investigations initiated within 24 hrs
% attending who apply for adoption

Is anyone better off? - quantity Is anyone better off? - quality

# % Foster children in stable permanent
living arrangements after 6 monthsin
care.

# % Repeat abuse/neglect cases

# Rate of adoptions stable after 6 months

# % of Foster Children with good school
attendance

# % of Foster Children reading at grade level

Note: There aretwo powerful and important population indicator s which are closely associated
with child welfare: Rate of foster care and Rate of child abuse per 100,000 children. These should
betreated in the same way as any other public health population indicator. The child welfare
agency can take the lead in assembling and working with a broad partner ship. But the agency is
not solely responsible for these indicator s, any mor e than the Health Department isresponsible
for therate of HIV. In such stuations, the agency should present itsreport on performancein two
parts. Part one showsthe population indicators, story behind the basdlines, partners and what
works strategy in the same way as any matter of population well-being. Part two showsthe
agency's performance on the most important of the above performance measures.
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4. Welfareto Work

What we do How well we do it
# Job training sessions/trainees % Participants with transportation and
# Employer contacts child care needs met
# Employability plans developed % of Employers accepting placements

% Unit cost of each placement

Is anyone better off? - quantity Is anyone better off? - quality
# % Participants who get and keep jobs 6
months, 12 months, 24 months
# % of jobs at living wage
# % of jobs with health and other benefits
% of childrenin placed familieswith
# good school attendance.

Note: There are several powerful and important population indicator swhich are closdly
associated with child welfare: Poverty rate, Rate of entry onto welfare, and Per centage of families
with aliving wage. These should be treated in the same way as any other public health population
indicator. The TANF / Wefareto Work agency can takethelead in assembling and working with
a broad partner ship. But the agency isnot solely responsible for theseindicators, any more than
the Health Department isresponsible for therate of HIV. In such situations, the agency should
present itsreport on performancein two parts. Part one shows the population indicators, story
behind the basdlines, partnersand what works strategy in the same way as any matter of
population well-being. Part two shows the agency's performance on the most important of the
above performance measur es.
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5. Education

What we do

# students
# days of instruction
# parent teacher conferences

How well wedo it

Student - Teacher ratio

% faculty certified in the subject they
teach

% buildings without major maintenance
reguirements

% parentsinvolved in school

Average expenditure per student

Ave daily attendance reimbursement
as % of total possible

% non-traditional enrollment (voc ed)

Is anyone better off? - quantity

HHHHH

F*

Is anyone better off? - quality

% Reading scores at or above grade
% Math scores at or above grade
% with good attendance
% studentsin extra curricular activities
Graduation rate (% of 9th graders who
graduate on time 4 years | ater)
% graduatesin school or jobs 1, 2,5
years after graduation
% placement in jobs related to training (voc
ed)
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above

6. Special Education - variations or additions to performance measures

What we do

# special education students by
type of disability

# |EP's prepared / reviewed

# parents/ teachersinvolved in IEP
development

How well wedo it

% Special Education students receiving
most of their education in regular
education classrooms

% | EP's meeting time requirements

% parentsinvolved in school

% receiving al required |EP services

Is anyone better off? - quantity

Is anyone better off? - quality

% with improved reading scores from
last quarter

% with improved math scores from
last quarter

% Student and family satisfaction with
support and progress

Graduation rate (% of 9th graders who
graduate on time 4 years | ater)

% graduatesin school or jobs 1, 2,5
years after graduation

% Teen pregnancy or STD

7. Juvenile Justice

What we do

# Y outh in custody
# Y outh on probation

# Y outh in Juvenile Hall

How well wedo it

% in community based vs. institutional
care

% intake screenings on time

Ratio of youth to probation officers

% of Juvenile Hall capacity occupied

Is anyone better off? - quantity
#

#
#

Is anyone better off? - quality

Recidivism rate - % exiting custody with
no repeat offensein 6, 12, 24 months

Rate of probation violation

% youth in school or jobs
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Note: There are several powerful and important population indicatorswhich are closaly
associated with juvenilejustice, most important of these the juvenile crimerate and the violent
crimerate. These should betreated in the sameway as any other public health population
indicator. The Juvenile Justice agency can takethelead in assembling and working with a broad
partnership. But the agency isnot solely responsible for these indicators, any morethan the
Health Department isresponsible for therate of HIV. In such situations, the agency should
present itsreport on performancein two parts. Part one shows the population indicators, story
behind the basdlines, partners and what works strategy in the same way as any matter of
population well-being. Part two shows the agency's performance on the most important of the
above performance measur es.

What we do How well wedo it
# adultsin custody Inmate/staff ratio
# drug screening tests % positive drug screenings

Disruptive incidents per month
% inmates receiving drug treatment
% inmates receiving mental health svcs

Is anyone better off? - quantity Is anyone better off? - quality
# Rate of escapes
# Rate of recidivism
# % inmates who get and keep jobs 6, 12

months after release

Note: There are several powerful and important population indicator swhich are closdly
associated with corrections, most important of these the crime rate and the violent crimerate.
These should be treated in the same way as any other public health population indicator. The
Corrections agency can take the lead in assembling and working with a broad partnership. But the
agency isnot solely responsible for these indicator s, any mor e than the Health Department is
responsiblefor therate of HIV. In such situations, the agency should present itsreport on
performance in two parts. Part one shows the population indicators, story behind the baselines,
partnersand what works strategy in the same way as any matter of population well-being. Part
two shows the agency's performance on the most important of the above performance measures.
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9. Mental Health - Children and Y outh

What we do

# clients (by diagnosis)

How well wedo it

% intake and assessments

# beds % occupancy
# outpatient clients % bilingual staff
# hours of therapy

Is anyone better off? - quantity

Is anyone better off? - quality

# % youth who show improved CAFAS
scores from last quarter

# % Y outh in school or working

# % Y outh with attendance and grades

asgood or better than last quarter

Note: See note below Mental Health - Adults

10. M ental Health - Adults

What we do

# clients (by diagnosis)

How well wedo it

% intake and assessments on time

# beds % occupancy
# outpatient clients Waiting list
# hours of therapy Average hours of therapy per client

Is anyone better off? - quantity Is anyone better off? - quality

# % clients who "recover" (defined as
lessening of diagnosis symptoms
below DSM definition)

# % clientsin school or working

# % readmissions

Note: There are several powerful and important population indicatorswhich are closdly
associated with mental health, most important of these the prevalence of mental illness. These
should betreated in the same way as any other public health population indicator. The Mental
Health agency can take the lead in assembling and working with a broad partner ship. But the
agency isnot solely responsible for these indicator s, any mor e than the Health Department is
responsiblefor therate of HIV. In such situations, the agency should present itsreport on
performance in two parts. Part one showsthe population indicators, sory behind the basdines,
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partnersand what works strategy in the same way as any matter of population well-being. Part
two shows the agency's per formance on the most important of the above performance measures.

________ 11. Economic Development

What we do

# Business contacts
#
#

How well wedo it

Ranking on "business friendly"
environment

Averagetime from inquiry to response

% Business responses to contact

Is anyone better off? - quantity
# new jobs from new businesses

#
#

Is anyone better off? - quality

Rate of job growth from new businesses
Rate of living wage job growth
% of revenues paid by businesses

Note: There are several powerful and important population indicator swhich are closdly
associated with economic development, including growth in gnp and unemployment rate. These
should betreated in the same way as any other population indicator. The Economic Development
agency can take the lead in assembling and working with a broad partnership to improve these
numbers. But the agency isnot solely responsiblefor theseindicators, any morethan the Health
Department isresponsible for therate of HIV. In such situations, the agency should present its
report on performancein two parts. Part one shows the population indicators, story behind the
basdlines, partnersand what works strategy in the same way as any matter of population
well-being. Part two shows the agency's performance on the most important of the above

performance measur es.
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3.12

How do we select the most important " headline" performance
measures for my program or service?

The Short Answer
1. Identify the measuresfor which you currently have data.

2. Choose the most important using a for ced choice process, asking:
" If you had to talk about your program with just one of these circled
measur es, which one would it be?"

3. ldentify your data development agenda using a for ced choice
process, asking: " If you could buy one of the measuresfor which you
don't have data, which onewould it be?"

Full Answer

........ TECHNIQUE: How to select the most important " headline"
performance measures. See3.7 for steps1, 2and 3.

Step 4. HEADLINE MEASURES: Identify the measuresin the
upper right and lower right quadrantsfor which thereisgood data.
This means decent data is availabletoday (or could be produced with
little effort). Circle each one of these measureswith a colored
marker. Ask " If you had to talk about your program with just one of
these circled measures, which one would it be?" Put a star by the
answer. Then ask " If you could have a second?" You should identify

Tools

1. TECHNIQUE: A FiveStep
Processfor Identifying and

Selecting Performance
M easures

Stories

Tips

Advice from;

Organizational
Resour ces

References

no morethan 4 or 5 measures. And those should be a mix of upper right and lower right measures.

Theseareaworking list of headline measuresfor the program.

Step 5. DATA DEVELOPMENT AGENDA: Ask " If you could buy one of the measur es for
which you don't have data, which onewould it be?" Mark that with a different colored marker. " If
you could have a second?" List 4 or 5 measures. Theseisthe beginning of your data

development agenda in priority order.
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3.13 |Where do we get the data to do thiswork? How do we get better data?

The Short Answer
1. Start with the data you already have. Most programs collect far
mor e data than they use. Do not start the process by collecting new

data.

2. Create new data wher e necessary. Be creative. Use common sense
sampling techniques. Some data is better than no data.

Full Answer

Existing sour ces and creation of new data (link to data sour ces)

(1) Program people will often say, " Wedon't have any good data.”
And sometimesthey'reright. But more often than not programs
collect a great deal of data. The problem isnot the availability of data
but the fact that it isnot used for anything. Programs collect far more
datathan they use.

An interesting corollary hereisthat programsenter more data into

management information systemsthan they use. Another use of the
4 quadrantsisto evaluate requestsfor data elementsin MISdesign
to focuson those that are most important and most likely to be used.

(2) Sothefirst placeyou look isat the data that's already available.
Thetechnique described in the selection process in step 4 identifies
the data e ementsin the upper right and lower right quadrantsfor
which thereiscurrently good data.

(3) Wheredata does not exist, it ispossible to create new data. And
the most important thing to remember hereisthat this does not have
to involve 100% reporting. It is possible to gather important

Tools

1. telephone
Stories

1. A community mental health

clinic samples customer
satisfaction.

Tips

1. Bevery nicetothedata
people. Let them help you
without dominating the process.
2. Use sampling, not 100%
reporting to collect new data
3. Don't burden workers by
collecting data you don't need.
Usethe 4 quadrantsto see
what's most important.

4. Design data collection from
thefinal report backwards.

Advice from;

Organizational
Resour ces

1. The Evaluation Forum has
created a useful guideto data
gathering methods at
www.evaluationforum.com

References

performance data using sampling techniques. And these processes can be put in place quickly - in

some casesin a matter of days, not years.
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went to visit these people last year. And the conversation more or less started like this. "We
don't have any data. We can't do this." | asked, " If we took 10% of your caseload every month
and asked just two questions, do you think you could do that?" They thought they could. And we
fashioned two customer satisfaction questions, onein the upper right and onein the lower right
quadrants, in the most smple, plain language we could think of:

= "Did wetreat you well?" (aproxy for courtesy, timelinessand cultural competence etc.)

= " Did we help you with your problems?" (a proxy for making a differencein their life or the
life of their children.)

12 words total!!

(5) The difference between one time and ongoing data collection. Thisis one of the most
important thingsto think about with regard to evaluation. Often evaluations are thought of and
structured as onetime events. Partly thisis because evaluationsinvolve intensive data collection
and whileyou're at it you might aswell collect a lot of data, often too much data, so much that
they burden the program. Perfor mance measur ement data to be useful must be collected on a
regular basis. Thisdoes not mean 100% reporting or even continuousreporting. It could bea
sample every 3 months

For moreinformation on data collection methodologies see the work of The Evaluation Forum
www.evaluationfor um.com
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314 What do we do with performance measur es once we have them? How
' can we use performance measuresto improve performance?
Tools
The Short Answer
1. Seven Questions
1. Smpleguiding principle: If it'snot useful, don't doit. 2. An Exerciseto Design a
L@iglative Performance
2. If it'suseful to managers, then it will be useful to everyone elsein Hearing _
the decision making process. Stories
3. Use the Seven Questions about performance on aregular basis at
every inter section between a supervisor and subordinate thr oughout Tips

the system.

) ) 1. Usethe 7 Questionsto
4. Link performance measurement to the budget process by using the| structure supervisory

Seven Questionsto structure the budget processformsand the conferences.

internal budget review process. 2. Usethe 7 Questionsat staff
meetings. Have one person

present a program, unit or
service at each meeting.
Periodically usethe staff
meeting for all staff to answer

Full Answer the questions for the operation
asawhole.
(1) Thetouchstone question in performance measurement: |f it's not Advice from:

useful, don't doit.

(2) Thehistory of performance measurement isto create a complex .
paper intensive process that isnot only not useful but actually takes Organizational
timeand productivity away from the enterprise. Resour ces

(3) The key to usefulnessiswhether it isuseful to managers. Another

mistake we have made isto design perfor mance measur ement and Refer ences
accountability systemsthat are " for the budget process’ or " for the

legidative process.” If a performance measurement system is useful

to managers, it will easily meet the needs of the budget or legidative

processes. Thereverseisnot true.

(4) Thekey to usefulnessto managersiswhether it isa simple, to the point, easily repeated

process. And that simplicity isembodied in the " seven questions.” These seven questions should
be asked and answered on aregular basisat every inter section between a supervisor and
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subordinate throughout the system. Thisincludes between the Board and the agency director, the
agency director and the next level, and so on down to the smallest unit of the or ganization.

Other uses of performance measures are addressed in the next set of questions.

3.15 How do we use performance measuresin writing and over seeing grants and contr acts?
3.16 How do we use performance measuresin budgeting?

3.17 How do we use performance measuresin writing grant applications?

3.18 How do we use performance measuresto improve cross agency service systems?
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3.15 How do we use performance measuresin writing and over seeing
' grants and contracts?
Tools
The Short Answer
1. FundersRole in Results
1. Partner with contractorsin developing the system of reporting. Accountability
: : : : Stories
2. Egtablish amoratorium on penalties until the system has oper ated
for 3years.
3. Use non-cash rewards Tips
4. Create safeguards against unintended consequences and perver se
Incentives, Advice from:
5. Disseminate best practice information.
6. Oper ate the system with low visibility until you are sure you know Organizational
what you're doing. Resour ces
7. Collect compar able data
_ _ References
8. Finally, practice what you preach.
" Results Based

Grantmaking", available

on the FPSl website
Full Answer

(1) Therearefadsrunning through the public and private sectorsfor performance based
contracts. Much of thiswork goes under the heading of " applying business-like (read " cash™)
incentivesto reward good performance and punish bad performance.”

(2) Rewards and punishmentsin contracting is nothing new. There have been a wide range of
incentive schemesthat have been used over the years. Some are quite common and familiar, like
book advancesto authors, with full payment when the book is complete; or penaltiesfor each day
a construction project goes past its deadline; or amounts held in escrow pending delivery of
productsor servicesetc.

(3) Some approach this subject with almost military zeal. The notion of wieding performance
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incentives seemsto maketherole of contract monitor more powerful. But the truth isthat
successful use of performance measuresisa complex undertaking and the details of how it is
done will very much dictate whether it will help or hurt the system.

(4) Thingsthat will hurt the system

Unrealistic standards or expectations.

Same standards applied to very different providerswith different case mixes.
Emphasis on punishment and penalty, not reward and recognition.

Using data before you have a track record on what is achievable.

Collecting too much data and letting the data collection process get in the way of service
delivery.

(5) Thingsthat will help

Partner with contractorsin developing the systemof reporting. This should include an open
processto identify measur es and make recommendations on how measuresare used in

contracting. It should includetraining for agency and contract staff in how to identify and
use perfor mance measures to improve performance. And it should address how contract
improvement targets and, if appropriate, performance standardswill be established. It is
best to wait until you have a few years experience before formalizing either.

Egtablish a moratorium on penalties until the system has operated for 3 years. This
requires some political courage, but isaway to show good faith about fairness, and address
the contractors fearsabout misuse of the data.

Use non-cash rewards (such asgreater flexibility for managersin the use of budgeted
funds) and individual and group recognition for good (and improving) performance.

Create safeguards against unintended consequences and per ver se incentives, including the
incentivesto manipulate numbersor skim easy clientsin order to meet performance

requirements. Where significant cash incentives areinvolved, underlying reporting should
be audited.

Disseminate best practice information. The object isfor contractorsto succeed, not fail.
And the contracting agency should do everything it can to help contractors be successful.

Oper ate the system with low visibility until you are sure you know what you're doing.
Perfor mance systems ar e as much political and they aretechnical processes. Be smart
about poalitics. Grow the system dowing while you work out the bugs. Don't rush into
establishing standar ds. Emphasize per for mance improvement not the achievement of
specific performancetar gets. Provide lots of spacein the processfor the story behind the
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curve. Share successes and when asked, be honest about low performance. Thisisatimeto
say " Thisisthereason why we put this system in place - to identify and improve
performance...”

» Collect comparable data and track other state and national efforts so that you know what is
compar able (and what is not compar able) performance elsewhere.

= Finally, practice what you preach. Agenciesissuing contracts or making grants should also
use performance measur esto assesstheir own performance and work to improve. For
example, contracting agencies should regularly monitor how long it takesto process a
contract and pay and invoice. And should commit to using performance measures
throughout the agency.

(6) Contract language itself should set up aregular reporting process and process for joint

quarterly review of progress against basdlines. Contract reporting can actually use the progress
report categories 2,3, and 4 from the Progress Report Prototype
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3.16 How do we use performance measuresin budgeting?

The Short Answer

1. Performance measurement is not a magic answer. Budgeting is about
choices. And choices are about power and palitics. Improving budgeting
does not necessarily mean improving decisions. But budgets can be made
better by presenting better choices and presenting them more clearly.

2. Performance budgeting can present better choices by requiring each
budget unit (internal and contract) to answer the basic questionsin

per formance accountability:

Who areyour customers. How do you measure if your customers
are better off? How do you measureif you're delivering service

Tools

1. An Exerciseto Design a
L egidlative Performance
Hearing

2. San Mateo County
Outcome-Based Budget
Pilot excerpts

3. Budget Formats
Vdumel and 11

Stories

1. San Mateo County's
Outcome-Based

M anagement System
AlignsProgram

well? How are you doing on the most important of these measur eS? || performance Measures,

Who arethe partnerswho have a roleto play in doing better ?
What worksto do better (including no-cost and low-cost actions)?
What do you propose to do? These questions should be answer ed
on aregular basisthroughout the year, and used once a year to

drive the budget.

County Budget and
Community Results,

2. San Mateo County's
Children's Summit M oves

350 Participantsfrom
Talk to Action.

3. LosAngeles Children’s
Planning Council usesthe

3. The budget process should formally assess answer s to these questions || power of outcomesand

for each budget unit starting from the smallest budget unit to the agency

asawhole.

4. Paper should be minimized by grictly limiting the number of
performance measures at each level to no morethat 3to 5. Budget
narrative and the printed budget document should be kept to strict
minimums which can be separately supplemented in the internal and

external budget process.
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indicatorsfrom planning to
budgets

Tips

Advice from:

1. Advicefrom Reyna
Farrales, Deputy County
Manager: | essons
Learned in Implementing
San Mateo's OQutcome
Based M anagement
System

Organizational




Resour ces

Eull Answer
References
See also: (1) People are always looking for the formula way to
do budgeting. Budgeting will always be a complex
2150K. sowhat's || Process of politics and choices. And performance
thelink tothe measurement or any other thing will not change that. What performance
budger? measurement, well used, can do is provide infor mation to make better
choices, better decisions. If it isapproached in thisway it can make a

Budget Formats

Volume! and 11 difference.

(2) What kind of information in what form? There are a couple of things to know about budgeting
processes. They process huge volumes of information quickly. They produce changes mostly at
themargins. Thereisusually a maintenance portion and a discretionary add/change portion.
Change happens mostly at the margins. Most budgeting in state, county or city government is
"initiative based budgeting." (NOTE: Insert from policy brief)

(3) What budget people want to know is. Isthis program worth the money? Isit producing what it
should? Can it perform better? Can it be done less expensively? Not much timeisactually spent
on these questions. M ost budget time is spent on the technical construction of the budget
(including cost of living adjustments, salary and position changes etc.) Much of budget analyst
timeis spent making surethe detailsareright, that the equipment and travel request is
reasonable. Strategic thinking about any given program or agency usually takes place, if it takes
place at all, in areview session on the Exec side and a hearing on the legidative side. Thetime
for any one program isvery limited. So the question is: what isthe most important information to
providein this setting.

(4) | would arguethat it is precisdy the information in the following format: (basdlines, story
behind the basdlines, accomplishments, what worksto do better, what is proposed for the next
year) in addition to the usual object, sub-object and funding detail.

(5)Perfor mance measurement is not a magic answer. Budgeting is about choices. And choicesare
about power and politics. Improving budgeting does not necessarily mean improving decisons.
But budgets can be made better by presenting better choices and presenting them more clearly.

(6) Performance budgeting can present better choices by requiring each budget unit (internal and
contract) to answer the basic questionsin performance accountability: Who are your customers.
How do you measureif your customersare better off? How do you measureif you're delivering
service well? How are you doing on the most important of these measures? Who arethe partners
who have aroleto play in doing better ? What worksto do better (including no-cost and low-cost
actions)? What do you propose to do? These questions should be answered on aregular basis
throughout the year, and used once a year to drive the budget.

(7) The budget process should formally assess answer sto these questionsfor each budget unit
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starting from the smallest budget unit to the agency as a whole. Not all of this should needsto be
printed in the budget document.

(8) Paper should be minimized by srictly limiting the number of performance measuresat each
level to no morethat 3to 5. Budget narrative and the printed budget document should be kept to

grict minimumswhich can be separatdy supplemented in theinternal and external budget
pr Ocess.
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3.17

How do we use performance measuresin writing grant applications?

The Short Answer

1. Funderswant to fund thingsthat make a differencein people's
lives. If you can identify customer results (lower right quadrant
measur es) and use these to describe, plan, operate and evaluate your
program you will be mor e successful in obtaining grants.

2. Beclear about the cussomers, the benefitsto those customer s and
how those benefits show up in measurable terms.

3. Acknowledge wher e you need to get better in a data development
agenda. (It isOK to ask for money in the grant for this purpose.)

4. Show that you have a processfor regular review of the data and
useto get better.

5. Don't promisetoo much. Allow a period of timein the grant where
you gauge the effectiveness of your work before you set targetsor
goals.

6. Don't promisethat your grant, by itsef, will change a population
indicator.

Full Answer

(1) Therearemany placesto submit grant applications: gover nment,
foundations, etc. Foundations are looking for the best use of their

money. Gover nment RFP's are usually implementing a specific law or

grant program.

(2) No matter who the funder, performance measures and
per for mance accountability areimportant parts of grant design and

presentation. Y ou want to show that you know what impact thishason

people and you know how to measureit, track it and useit to do even
better.

3.17

Tools

1. A FundersRolein Results
Accountability

Stories

1. Inatraining session for a
foundation's staff, one person
went back to her officeat the
break and looked at an
application for funding that had
just comein the mail. She came
back tothetraining session and
reported that all thedatain this
application wasfrom the upper
left quadrant... nothing about
customer results.

Tips

1. Usethe4 quadrant
framework asa diagnostic tool.
Gothrough all the measures
you proposeto useand seeif
you areusing the most
important.

Advice from:

Organizational
Resour ces

References

" Results Based
Grantmaking", available
on the EPSI website




(3) Most grant applications have a section on evaluation. (LINK TO EVALUATION ANSWER
ABOVE) Don't be fooled into thinking that thisisthe only placeto refer ence the development
and use of performance measures. A good evaluation plan will not be something that isdone 3
years after the end of the program, but will be part of alarger process of collecting and usng data
to run the program.

Many fundersdon't really know what they need when it comesto performance measures.
So here are sometipsin using performance measuresin grant applications:

* Makesureyou areclear about the customers, the benefits to those customers
and how those benefits show up in measurableterms.

* Include both upper right and lower right quadrant datain your presentation.
Acknowledge where you need to get better in a data development agenda. (It is
OK to ask for money in the grant for this purpose.)

= Show that you have a processfor regular review of the data and useto get
better. Don't makethe grant reporting processto the funder the only way in
which thisisdone. Let that be a byproduct of your good management practicein
using data day to day. Show that to the funder in your response.

= Don't promisetoo much. Allow a period of timein the grant where you gage the
effectiveness of your work before you set targets or goals. If you make
estimates of performance, make surethey are marked as such and build in a
structured review and revision process - preferably onethat isdonejointly with
thefunder.

» Consder using all four ways of reporting progress shown in theprogressreport
prototype.

(4) Don't promisethat your grant, by itsef, will change a population indicator. A common mistake
in grant writing and grant making isthefailureto place the grant in the context of any larger
strategy. It iscommon for grant makersto ask for proposals to change conditions of well-being
for children, adults, familiesand communities. We know from earlier sections of this guide that no
program or agency by itsef can turn an indicator curve at the population level. So grant writers
and grant makersregularly over-promise what can be accomplished with their money. The answer
to thisproblem requiresintellectual honesty and some courage. Because it will inevitably require
telling people thingsthey don't want to hear.

If the grant maker wantsto use resour cesto measur able change population level conditions of
well-being, then the grantor must first articulate a view of the larger strategy necessary to
accomplish this change, and then place their grantmaking within thislarger strategy. For example,
a grantmaking strategy to reduce youth violence, must first answer the question of how such
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violence could be reduced by a comprehensive strategy, beyond the capacity of any one funder to
accomplish (e.g. including such matters as gun control, changesin media content and availability,
training in conflict resolution beginning in elementary school, univer sally available supervised
after school recreation programsetc.) The funder then articulatestheir role within thislarger
strategy (e.g. conflict resolution programsin 3 area high schools). See the schematics at the end
of the" Results Based Grantmaking" paper (available on the EPS| webste).
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318 How do we use performance measur es to improve cr oss agency Sservice
systems?
The Short Answer Tools
1. The Seven Questions Central
1. Establish some form of interagency forum, collabor ative, to Performance Accountability
cooper ative, council or cabinet. 2. Advanced view of the

relationship between
) Performance M easuresand
2. Agree on theimportance of performance, and get everyone on the |||ndicators

same page about how to develop and use perfor mance measur es. Stories
3. Select the most important measuresfor both the individual

agencies and for the system as a whole. Using the methodology _
presented here, this should lead to a short list of headline measures Tips

and a data development agenda.
1. Remember, improving

4. Turn the data people loose on gathering thisdata. And allocate || S Vice systemsisnot thesame
and improving population

some resour ces to develop new data. well-being. The service systems
can beworking well, while

5. Createaregular processfor leadership to review and act on the | /Population well-being gets

system performance data. Thismeans having staff prepareasmuch | 5720 e

as possible (the story behind the basdlines, etc.) but it also means back room" can be a powerful

that the leader ship engage in some serious ddliber ation about what image to help people think

works and what they proposeto do. And it means that they must about making systems provide
iously engagetheir current and potential partnersin considering | 2miess servicefor customers
Se”.ou yeng g. . P P 9 while we do the necessary
options and taking action. behind the sceneswork.
Advice from:
Full Answer

Organizational

(1) Cross agency service systems are part of performance Resour ces
measur ement because they have customers. Any timeyou can
identify a group of customers, then you ar e dealing with performance
measur ement as opposed to whole population well-being (resultsand Refer ences
indicators).

(2) Sowith service systems, we arein effect drawing a larger fence

around a set of services which span beyond a single department or organization. The fundamental
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questions ill apply. How much service are we ddlivering (upper left); how well are we delivering
that service (upper right); and isanyone better off (lower left and right)? Just as these questions
are asked of individual programs, they can be asked about the system asawhole.

(3) The principleissuein performance accountability for systems (as opposed to programs or
agencies) isWHO isaccountable. Thereare usually not clear administrative structureswhich
over see such systems. And accountability is often confused at best. There are sometimes
Children's Cabinetsor Children's Councilsor Collaborativesthat try to play thisrole. But such
accountability is often a weak matter of convention and agreement, not grounded in law.

(4) The second challenge in systems per for mance measur ement isthe differencein the way data
systems define and count things. Creating an aggr egate picture can be difficult for even the most
basic kind of information, like how many clientsare served. And unduplicated counts can be hard
to establish.

(5) Thereishowever great valuein looking at system performance in addition to program and
agency performance. The principlereason istheinterconnection and inter dependence of different
parts of the service system. Customer s/clients and taxpayer s expect usto make sense of these
systems. And performance measur ement and accountability isone way to drive such an effort.

(6) OK, so how doyou doit?

= |f you have not already done so, establish some form of interagency forum,
collabor ative, cooper ative, council or cabinet.

= Agreeon theimportance of performance, and get everyone on the same page
about how to develop and use performance measures.

» Sdect the most important measuresfor both theindividual agenciesand for the
system as a whole. Using the methodology presented here, this should lead to a
short list of headline measures and a data development agenda.

» Turn the data people loose on gathering this data. And allocate some resour ces
to develop new data.

= Createaregular processfor leadership toreview and act on the system
performance data. This means having staff prepare as much as possible (the
story behind the baselines, etc.) but it also meansthat the leader ship engagein
some serious deliber ation about what works and what they proposeto do. And it
means that they must serioudy engagetheir current and potential partnersin
considering options and taking action.

(7) Hereare some other thingsto think about:

* Make surethat thereis some measure which gets at the customer view of the
whole system. This may require new data development through a customer
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survey. But something like: # of different offices| had to gotoin thelast
month. # or different workersassigned to my case would be a good start.

= Hereare some measuresto consider for some different systems:

Child Wdfare: % of children returning home; % recidivism; % with good
school attendance and grades; aver age length of stay
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How do we create a perfor mance improvement system in our

3.19 or ganization?

Tools
The Short Answer

1. TheSeven Questions
1. Start small. Central to Performance

Accountability
2. Performance

Measurement: A Step by Step
Schematic

3. Minimize paper. 3. Adminigtrative Unit
Performance M easures

4. Performance Measure

Examplesfor Programsand
Services

2. Keep it simple.

4. M odel behavior

5. Connect to the budget. Stories

6. Makeit useful (especially to managers). 1 San Mateo County's

Outcome-Based M anagement
Full Answer System AlignsProgram
Per formance M easur es, County
Budget and Community
Therearein fact many bookswritten on this subject. So go buy one | Results,
and read it. But here's something you might not read in one of those | 2. LosAngelesChildren’s
books: Planning Council usesthe
power of outcomesand
indicatorsfrom planning to

(1) Start small: Don't try todo it all in one year budgets
(2) Keep it smple: The Seven questions are smple Tips

L . 1. If it'snot useful, don't do it.
(3) Minimize paper: One useful pageis better than one thousand

not-so-useful pages Advice from:
(4) Model behavior: Start at the bottom and the top. L eader s should
useregular 7 question reporting in their periodic conferences Organizational

: _ _ Resour ces
(5) Connect it to the budget process: The 7 questions can be used in
internal budget hearings and can be used to design budget forms. I f
it's connected to the budget processit will be taken more serioudy

References
(6) Makeit useful to managers:. If it isuseful to managers, it will
1.TBD

meet the needs of top management, the budget, the legidature or

3.19



county council. And the data will be better.

(7) Pay attention to data quality and timeliness. This meansinvesting in data development and
data systems.

(8) Insst on afew " headline" measuresfor each component of the department/agency: Do not
allow peopleto usetoo much data, to overwhelm the system; to lose the forest for thetrees.

(9) Liveby asimplerule: If it'snot useful, don't doit.

See also:

3.5 Wheredowe start in an organization that wantsto do this?

3.6 Wheredo we gtart in an organization that doesn't want to do this?
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