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INTENTION

# Provide high-level introduction to Results-Based Accountability
# Convey AHS approach to utilizing RBA

® Demonstrate RBA-informed practice at AHS, including:
® Performance Scorecards

# Community Profiles
& Continuous Improvement

@ Discuss successes, opportunities, and persistent challenges in embedding
use of the framework
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RESULTS-BASED ACCOUNTABILITY

RBA is a data-driven and decision-making framework for l._Hl‘d
learning, planning, and taking action across communities and Tl'ylllg &
within organizations. Is Not

RBA originated in the 1990s by Mark Friedman in his book
Trying Hard is Not Good Enough, and is now used in every

How to Produce Measurable Improvements
for Customers unities

d Comm

Mark Friedman
state and in more than a dozen countries around the world.

® Purpose % Concepts @ Language % Tools ® Principles of Use
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& Purpose

RESULTS-BASED ACCOUNTABILITY

RBA is applied in two major ways:

1. Collaboration framework for organizations and communities to work
together to collectively improve the quality of life for whole communities,

to improve performance and outcomes for their clients.



& Concepts

RESULTS-BASED ACCOUNTABILITY

Whole Population Accountability:
Population The well-being of Whole Populations
(communities, cities, counties, states, nations)
Responsibility of partnerships and collective work

Performance Accountability:

The well-being of Client Populations

(served by programs, organizations, agencies, service systems)
Responsibility of managers and leaders

Client
Population

~ VERMONT
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@ Language

RESULTS-BASED ACCOUNTABILITY

Population Accountability:

The well-being of Whole Populations

Outcome/Result: Desired condition of well-being for a whole population.

Indicator: Measure of a whole population that helps quantify the achievement of an outcome/result.

Story Behind the Baseline: Root causes and forces at work behind the baseline trend.

Strategy/Action: What we commit to do in order to make a measurable difference

7~ VERMONT
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@ Language

RESULTS-BASED ACCOUNTABILITY

The well-being of Client Populations

Performance Measure: Measure of how well a strategy, program, agency, or service system is
working.

1. What and how much are we doing?
2. How well are we doing it?
3. Is anyone better off? Are we making a difference? (“Customer Outcome”)

Story Behind the Baseline: Root causes and forces at work behind the baseline trends.

Strategy/Action: What we commit to do in order to make a measurable difference

7~ VERMONT
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& Tools

RESULTS-BASED ACCOUNTABILITY

There are two major tools promoted by Results-Based Accountability:

~

Identifying Performance Measures for a strategy, program, organization, or
service system

2. Turning the Curve to improve whole community outcomes or the
performance of a program toward improved client outcomes
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& Tools

RESULTS-BASED ACCOUNTABILITY

Identifying Performance Measures:

Criteria:

Communication Power: communicates to
a broad audience

Proxy Power: says something of central
importance to the desired ends

Data Power: quality data available on a
regular basis

How much did we do?

# Clients/customers
served

# Activities (by type of
activity)

How well did we do it?

% Common measures

e.g. client staff ratio, workload ratio, staff turnover rate,
staff morale, % staff fully trained, % clients seen in their
own language, worker safety, unit cost

% Activity-specific measures

e.g. % timely, % clients completing activity, % correct and

» complete, % meeting standard

Is anyone k

etter off?

Point in Time
vs. Point to Point
Improvement

* OH O OH O

% Skills / Knowledge

(e.g. parenting skills)

% Attitude / Opinion

(e.g. toward drugs)

% Behavior

(e.g.school attendance)

% Circumstance

(e.g. working, in stable housing)




& Tools

RESULTS-BASED ACCOUNTABILITY

Turning the Curve:

What are the quality of life conditions we want for 1. Who do we serve? What do we do?
children, adults, families, and communities? (outcomes) .

2. How can we measure if the people we serve are better
How would we experience and recognize that? off/if we are making a difference? (performance measures)
How could we measure that? (indicators) 3. How can we measure if we are delivering services well?

, . (performance measures)
How are we doing on the most important of those

measures? What are the causes and forces at work 4. How are we doing on the most important of those
behind the baseline? measures? What are the causes and forces at work

behind the baseline?
Who are the partners with a role to play?

5. Who are the partners with a role to play?
What would it take to do better, including no-cost and

low-cost ideas? 6.  What would it take to do better, including no-cost and

low-cost ideas?
What do we propose to do?

7. What do we propose to do?



® Concepts: The Whole Picture

RESULTS-BASED ACCOUNTABILITY
VEES

| Population ‘ Population
M Indicator \V’ Indicator
(What could work?

,_.; ____________ - = Strategiesto Turnthe Curve - -

What are we learning?

! I Performance
m Legislative #@ . X Iﬁhﬂea&ur&s
»_ Program
L —

Policy

1 How much are vwoe daing?

2 How well are we doing i?
3 lsanyoenebetter off?

I

1
&
O ew y Sritem @ Program
Initiative \ Reform e
L —d
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@ Principles

RESULTS-BASED ACCOUNTABILITY

1. Ends to Means Thinking. What do we want? How will we recognize it? What will it

take to get there?
Be clear and disciplined about language, and be plain and

inclusive (not jargon-y).

3. Appropriate Accountability. Keep accountability for populations separate from
accountability for programs and agencies.

4. Measure what Matters. Use data to gauge progress against a baseline.

5. Turn the Curve. Use data to drive a disciplined business-like decision making process
to get better.

6. Work Together. Involve a broad set of partners.

7. Talk to Action. Get from talk to action as quickly as possible.
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o ] AHS RBA Approach * Ends to Means Thinking.

* Appropriate Accountability.

PRACTICE & CULTURE s

g1 b o=

*  Work Together.
« Talk to Action.

Train, facilitate, and workshop use of RBA tools across the organization

Track and assess population indicators to understand how Vermonters are doing
Collaborate with partners to innovate and augment our impact

Administer funds to community partners toward improving community impact

Measure and assess all of our programs and services to continuously improve:
* How much are we doing?
* How well are we doing it?
* Is anyone better oft?

7~ VERMONT

AGENCY OF HUMAN SERVICES




# AHS RBA Approach

AHS VISION

AHS is dedicated to a future in which all Vermonters achieve their potential in resilient
communities.

The following statements represent outcomes of well-being that we work to achieve:
* Vermont has a prosperous economy

Vermonters are healthy

Vermont is a safe place to live

Vermont's families are safe, nurturing, stable, and supported

Vermont's children and young people achieve their potential

Vermont's elders live with dignity and in settings they prefer

These outcomes of well-being are drawn from the statutorily established State of Vermont Outcomes of Well-being. Read the 2014 law known as
"Act 186: The Outcomes Bill.” Read the updated list of 2018 Outcomes and Indicators (population-level measures of progress).

7~ VERMONT
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http://www.leg.state.vt.us/DOCS/2014/ACTS/ACT186.PDF
http://spotlight.vermont.gov/sites/spotlight/files/Performance/Outcomes_Indicators_FINAL_for_2018;_033018.pdf

# AHS RBA Approach

AHS MISSION

The mission of AHS 1s to improve the
conditions and well-being of Vermonters and
protect those who cannot protect themselves.

Income &

AHS, in partnership with community Employment

organizations and providers, administers a broad
array of programs and services that shape and
respond to conditions of well-being and the
particular needs of Vermonters.

Food &
Good Health

Trusting
Relationships

Stable
Housing

~~ VERMONT
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& AHS RBA Approach

ORGANIZATION

.
DAIL DOC

7N\

DM HA

VDH

w

Child & Youth
Development

$

Financial & Employment
Security

<

Mental Health &
Substance Use Services

&

Disability & Aging
Supports

32

General Health Care
Services

2

Public Health Services

4

Family Support Services

()

Housing Stability

A

A

Risk Reduction &
Community Justice
Services
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# AHS RBA Approach

4 KEY PRACTICES

These four key (fractices guide our work in alignment with
our mission and values, whether the focus is on services,
employees, or the Vermonters we serve:

1. Customer Service. Respect and empower individuals,
families, and our workforce across our systems

2. Holistic Service. Meet the needs of individuals and
families through coordination and systems thinking

3. Strengths-based. Reinforce assets, strengths, and what
we know works in our systems, workforce, and in
working with Vermonters

4. Results-oriented. Continuously learn and improve our
services to make measurable impact, and support
Vermonters to achieve their goals

AGENCY OF HUMAN SERVICES
Our Four Key Practices

Customer Service...doesn't stop at rules and regulations.

Indiviiuals & Families Workforce Service System
W fewk Ssv rnd pocersem digiliing Statf o lztencd 8o and rpoctod & hanan sesvioe polices and
fes il evnyn i empyr vty 1 ~ . doc

ol e e P b

cal imhesh ee, bl ot e
pruemdiegs e bt s ewede ]
P bear

Holistic Service...is about looking past
discrete individual needs to the whole person

Individuals & Families Workforce Service System

ves e the whude Conrest of MUt pone vt Beemrned Mo serview pe b o fonge
ponapin’s Bovws baryoandl the et s aow the o Stal? e P F e womer ot oo steces ol
bortre e hoar o o L L [ A e shpipee ol cmrome vy in i ol b prete b
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Strength-Based Relationships...are more effective
than talking about what's wrong with someone.
Individuals & Families Workforce Service System
e idernufy ard Saiid oo e aetets W vl e i 2 mpaanting L e o and
vl stremgis of cxdierdunds arvd Al our slalt, con eely socognlze and Vo LN
Fam e IowWard poailivs peacaoes, 23 optt x!
prestde oppoetar Se i o "
and grow podasssaeally
Results Oriented...means more than how much we did and

how well we did it, it’s about people’s lives being better

Individuals & Families Workforce Service System

~~~VERMONT
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@ RBA at AHS

COMMUNITY PROFILES (%

AHS Community Profiles of Health and Well-being;:

* Tool to show population indicator data about conditions experienced
by Vermonters

* Drive local insights, cross-sector collaboration, and action to make a
measurable difference.

* Contains a set of indicators at the county, AHS District, and Hospital
Service Area level

* Viewers can compare trends over time, by geography, and in relation to
state averages
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@ RBA at AHS

COMMUNITY PROFILES (%)

Equitable Access: Vermonters have accessto
1 Ero rams, services, and supports in e T —

nnnnnnnnnn

ealthcare, childcare, nutrition, housing, and
! transportation ’

| Resilient Communities: Vermonters live in
safe communities with the capacity to
. respond to disease, disability, and times of
* vulnerability

http://humanservices.vermont.gov/ahs community-profiles

Economic Opportunity: Vermonters are
supported in pursuing economic prosperity
and are free from poverty

~~ VERMONT
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http://humanservices.vermont.gov/ahs_community-profiles
http://humanservices.vermont.gov/ahs_community-profiles

@ RBA at AHS

PERFORMANCE SCORECARDS ‘%

=

The Scorecard tool is built according to the Results Based Accountability (RBA)
framework, and helps us demonstrate our commitment to driving and supporting
outcomes-oriented and data-driven strategies at the state and local level.

ACCESS TO HEALTH SERVICES SCORECARD * (%\' '
! Child & Youth Disability & Aging Family Support Services
Access to Health Services Development Supports
& 2\
5 & A
Financial & Employment General Health Care Housing Stability
Security Services
Mental Health & Public Health Services Risk Reduction &
Substance Use Services Community Justice
Services
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https://embed.resultsscorecard.com/Scorecard/Embed/40831

@ RBA at AHS

PERFORMANCE IMPROVEMENT ‘¥,

AHS is aligned with the SOV PIVOT (Program to Improve Vermont Outcomes
Together) Initiative in aligning RBA and Lean methodologies to improve our “how
well are we doing it?” measures by analyzing and improving our processes.

S

Overproduction Non-Utilized Talent
Efforts caused by Production that is Wasted time waiting Underutilizing
rework, scrap, and more than needed or for the next step people’s talents,
incorrect information.  before it is needed. in a process. skills, & knowledge.
Inventory { Extra-Processing
Unnecessary Excess products Unnecessary More work or higher
o . . : movements of and materials not movements by quality than is required
How you think it is How it really is How it could be products & materials. being processed. people (e.g., walking). by the customer.
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® Successes, Opportunities, Challenges

SUCCESSES

* RBA language is saturated across the Agency of Human Services Central and District Offices

* Community partners and other funders are using the language and principles of RBA to
improve grants management and story-telling

* Every AHS Department has numerous Scorecards demonstrating performance in their major
service and business areas

* The re-introduction of Community Profiles is demonstrating an agency-wide commitment to
community engagement and collaborative action planning

* AHS has invested in more than 317 employees being trained in continuous improvement
concepts and tools in the last year and half

*  AHS has stood up a Governance and Planning process to ensure that change initiatives are
aligned with our vision, and maximizing resources across the system to improve outcomes

7~ VERMONT
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® Successes, Opportunities, Challenges

OPPORTUNITIES

AHS is initiating a system-wide Improving Grants Management process improvement
in 2019 and will be employing RBA principles

Defining best practice in Scorecard utilization across the Departments

Engaging a statewide Community Profile Community of Practice to advance
community governance of Community Profile changes over time

Shifting RBA and continuous improvement training, facilitation, and workshop focus
from AHS central offices to district office staft

Supporting cross-agency process improvement initiatives in each district office

7~ VERMONT
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® Successes, Opportunities, Challenges

PERSISTENT CHALLENGES

** Data collection, analysis, presentation, and use require resources and expertise
* Many “is anyone better off” measures are very difficult or resource intensive to collect
* Over-focusing on one framework misses the point, creating pushback and resistance

* Attempts to standardize use frameworks often leads to loss of fidelity, adaptability,
and general efficacy

“* Managing cross-agency and statewide alignment requires reporting and participation
beyond the immediate scope of many employees’ roles

** Pressure to report in a certain way without support for change in process creates
perverse incentive

** Training, facilitation, and workshops are useful, but it is the more resource-intensive
and individual mentoring, coaching, and consultation that begins to embed new practice

7~ VERMONT
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THANK YOU!

W

Dru Roessle
Director of Performance Improvement
Agency of Human Services

Dru.Roessle@vermont.gov
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