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m B  Case Study Examples for the Workshop

Will be using examples from the following case  
studies, throughout the presentation;

■ O f f i c e  A l c o h o l  &  S u b s t a n c e  A b u s e  ( O A S A S )

■ S t a t e  o f  A l a s k a

■ F a m i l y  &  Y o u t h  S e r v i c e s  ( F Y S )

■ P u b l i c  W o r k s  ( D P W )

■ H o u s i n g  &  C o m m u n i t y  R e n e w a l  ( H C R )
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Key Concept: Shifting from INPUTS to Outcomes
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Key Concept:Investing in RESULTS, not Programs

u n i s y s



IWHY Agency Mission(s) are IMPORTANT!

“Virtually all of the results that 
government strives to achieve require 
the concerted and coordinated efforts 
of two or more agencies. However, 
mission fragmentation and program 
overlap are widespread and programs 
are not always well-coordinated.”

D a v i d  M .  W a l k e r , C o m p t r o l l e r  G e n e r a l  o f  t h e  U n i t e d  S t a t e s  - 2 / 1 0 / 9 9
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Homeland Security Agency -  Proposed Alignment 
( C o n t r i b u t i o n s  f r o m  2 2  d i f f e r e n t  a g e n c y ’s )

President Bush's proposed Department of Homeland Security, if approved by Congress, would 
draw from me budgets and jurisdictions of current Cabinet departments or Cabinet-level agencies. «  Click on the links Id the left to see which departments and agencies will be affected.

Department of Homeland Security Budget
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Chemical, biological, radiological and nuclear countermeasures
/ 9 \  Protect from catastrophic terrorism by sotting national policy and 
V£2Jr establishing guidelines for state and local governments. Would assist 

in evaluating equipment and setting Standards.

$3.6
billion
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people
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P ro p o sed  Structure -  Program F o cu s
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Key Concept: Mission Statement

SHOULD;
Briefly state WHY department exists,
Highlight UNIQUE contribution of department, 
Unify the core services/service groups,
Be memorable and usable

SHOULD NOT;
Be list of everything we do,
Include statements of values,
Include “qualifiers” of who, how well, how good , 
Contain language that is vague and unclear.
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Key Concept: Mission Statement Example

W H Y  t h e  a g e n c y  e x i s t s
R e d u c e  w a s t e  f r o m  C i t y  l a n d f i l l ( s )

N o t  W H A T  y o u  d o ;
P r o m o t e  r e c y c l i n g  s e r v i c e s ,
P r o v i d e  e d u c a t i o n a l  f o r u m s  a t  p u b l i c  s c h o o l s ,  
N a t u r a l  r e s o u r c e  p r e s e r v a t i o n

N o t  h o w  W E L L  y o u  d o  t h i n g s ;
E n v i r o n m e n t a l  f r i e n d l y  m a n o r ,
I n  a  c o s t  e f f e c t i v e  w a y ,
Q u a l i t y

N o t  s t a t e m e n t s  o f  H O W ;
T h r o u g h  p a r t n e r s h i p s  
V a l u i n g  d i v e r s e  p e r s p e c t i v e s

u n i s y s



E xam ple “M ission S ta te m en ts”

■ BAD Mission Statement
I n  p a r t n e r s h i p  w i t h  t h e  c i t i z e n s  o f  A l a s k a ,  p r o t e c t  t h e  p u b l i c  f r o m  
r e p e a t  o f f e n d e r  c r i m e  b y  u s i n g  t h e  b e s t  c o r r e c t i o n a l  p r a c t i c e s  
a v a i l a b l e  t o  p r o v i d e  a  c o n t i n u u m  o f  a p p r o p r i a t e ,  h u m a n e ,  s a f e  a n d  
c o s t  e f f e c t i v e  c o n f i n e m e n t ,  s u p e r v i s i o n ,  a n d  r e h a b i l i t a t i o n  s e r v i c e s .  
T h e  D e p a r t m e n t  w i l l  c a r r y  o u t  i t s  r e s p o n s i b i l i t y  w h i l e  r e s p e c t i n g  t h e  
r i g h t s  o f  v i c t i m s  a n d  r e c o g n i z i n g  t h e  d i g n i t y  i n h e r e n t  i n  a l l  h u m a n  
b e i n g s .

■ GOOD Mission Statement
T h e  m i s s i o n  o f  t h e  D e p a r t m e n t  o f  N a t u r a l  R e s o u r c e s  i s  t o  
d e v e l o p ,  c o n s e r v e ,  a n d  m a x i m i z e  t h e  u s e  o f  A l a s k a ' s  n a t u r a l  
r e s o u r c e s  c o n s i s t e n t  w i t h  t h e  p u b l i c  i n t e r e s t

u n i s y s



Council on Domestic Violence 
& Sexual Assault

The Assumption:

T h e  C D V S A  w a s  w o r k i n g  t o  d e c r e a s e  t h e  n u m b e r  o f  D o m e s t i c
V i o l e n c e  &  S e x u a l  a s s a u l t s  i n  A l a s k a .

The Discovery:

1 . A  v a s t  m a j o r i t y  o f  t h e  f u n d i n g  f o r  C D V S A  w a s  b e i n g  
s p e n t  o n  i n c r e a s e d  s p a c e  i n  s h e l t e r s  f o r  v i c t i m s  o f  
d o m e s t i c  v i o l e n c e .

2 .  T h e  f o c u s  w a s  o n  w a r e h o u s i n g  v i c t i m s  r a t h e r  t h a n  
p r e v e n t i o n .

u n i s y s



Correctional Industries
The Assumption:

C o r r e c t i o n a l  I n d u s t r i e s  w a s  s e t  u p  t o  t r a i n  i n m a t e s  w i t h  w o r k  s k i l l s  
t h a t  t h e y  c o u l d  u s e  u p o n  r e l e a s e  f r o m  t h e  D e p a r t m e n t  o f  C o r r e c t i o n s .

The Discovery:

1 . M o s t  i n m a t e s  i n  t h e  p r o g r a m  w e r e  n o t  g o i n g  t o  b e  
r e l e a s e d  u n t i l  t h e y  w e r e  w e l l  p a s t  t h e  a g e  o f  u s e f u l  
e m p l o y m e n t .

2 .  T h e  p r o g r a m  w a s  s e v e r e l y  r e s t r i c t e d  i n  w h a t  t y p e s  o f  
i n d u s t r i e s  i t  c o u l d  e n g a g e  i n ,  t h e r e b y  l i m i t i n g  i t ’ s  a b i l i t y  
t o  g i v e  i n m a t e s  m a r k e t a b l e  j o b  s k i l l s .

U n i s y s



DOT and Public Facilities
The Assumption:

D O T & P F  h a d  t o o  m a n y  e m p l o y e e ’s  s c a t t e r e d  a c r o s s  t h e  
s t a t e  a n d  n o t  e n o u g h  m a i n t e n a n c e  w a s  b e i n g  d o n e .

The Discovery:
W h e n  a s k e d  t o  m e a s u r e  t h e  p e r c e n t a g e  o f  h i g h w a y  a n d  a i r p o r t  
l a n e  m i i e s  p e r  f u l l  t i m e  e q u i v a l e n t  p o s i t i o n  ( F T E P )  c o m p a r e d  t o  
t h e  a v e r a g e  o f  m e m b e r  s t a t e s  o f  t h e  w e s t e r n  a s s o c i a t i o n  o f  s t a t e  
h i g h w a y  a n d  t r a n s p o r t a t i o n  o f f i c i a l s ,  w e  f o u n d  t h e  f o l l o w i n g  d a t a :

A .  13  o f  t h e  s t a t e s  a v e r a g e d  2 1 .7  i a n e  m i l e s  p e r  F T E P
B .  A l a s k a  a v e r a g e d  3 8 .1  l a n e  m i l e s  p e r  F T E P

The assumption the Budget Subcommittee was using to determine the
Departments budget was wrong.

u n i s y s



W hat’s  IMPORTANT to m ea su re?

R e s u l t :  T h e  i n t e n d e d  “o u t c o m e ” o f  t h e  e f f o r t .

N O T  A c t i v i t i e s :  T h e  t h i n g s  d o n e  to  a c c o m p l i s h  t h e  “o u t c o m e ”.

E X A M P L E  - J O B S  T r a i n i n g

R e s u l t  =  P e r s o n  g e t s  a  J o b

A c t i v i t i e s  =  P e r s o n ’s  c a s e  i s  e s t a b l i s h e d
P e r s o n  i s  t r a i n e d
P e r s o n  r e c e i v e s  c h i l d  c a r e  a s s i s t a n c e  
P e r s o n  i s  t a u g h t  i n t e r v i e w i n g  s k i l l s  
e t c ..........

u n i s y s



Exam ple: Program and S e r v ic e s

Program: Unique and independent major function that 
supports the mission, and who’s contribution can be measured.

Example: Enforcement

Service: A specific product/service delivered to a citizen, 
typically aligned with a specific core service.

Example: Litter Compliance
Vehicle Compliance 
Development Code Violators

<TN
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Cascading and Aligning - The Picture



H o w  t o  D e v e l o p  a  
“B a l a n c e d  S e t ” o f  M e a s u r e s



“E telan ced”: J O B S  Program

Program: Welfare to Work 

Efficiency:
C o s t  p e r  c l i e n t  t h a t  g e t s  a  j o b .

Effectiveness:
• A v e r a g e  t i m e  t o  m o v e  f r o m  W e l f a r e  t o  W o r k .

• %  o f  c l i e n t s  p l a c e d  a b o v e  m i n i m u m  w a g e .

• %  o f  “ r e p e a t ”  c l i e n t s

u n i s y s



“B a la n c e d ” : TANF

* /  C o s t  p e r  j o b  p l a c e m e n t . %  o f  c a s e s  r e o p e n e d  i n  o n e  y e a r ,  

y  %  a p p l i c a t i o n  p r o c e s s e d  i n  4 5  d a y s .  ^  %  o f  g r a n t s  r e d u c e d  d u e  t o

k / %  o f  c a s e s  p r e d e t e r m i n e d  i n  6  m o n t h s  e m P l ° y m e n t -

^  %  o f  s u r v e y e d  w h o  d o  N O T  l i v e  
b e l o w  p o v e r t y  l i n e .Source: G ASB-Public Assistance

u n i s y s
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C asca d in g  A lignm ent - Exam ple  
D evelop m en ta l S e r v ic e s  Departm ent

Strategic:
• B u s i n e s s  c o m m u n i t y  s a t i s f a c t i o n  w i t h  “o n e  
s t o p  c o n c e p t ” .

Program Measures:
• %  r e q u e s t s  c o m p l e t e d  a t  “f i r s t  c o n t a c t ”
• %  a p p r o v a l s  r e q u i r i n g  c o r r e c t i o n ( n o - f a u l t )

Service Measures:
• A v e r a g e  c o s t  t o  p r o v i d e  a  p e r m i t .
• A v e r a g e  t i m e  t o  p r o c e s s  a  r e q u e s t  f o r  p e r m i t .
• A v e r a g e  t i m e  f r o m  r e q u e s t  t o  r e s o l u t i o n  f o r  
i n s p e c t i o n s .

u n i s y s



C ascad in g  A lignm ent -  Exam ple  
p ff ic e  o f  A lcohol and S u b sta n c e  A b u se

Department:
• %  C l i e n t s  w h o  i m p r o v e  a f t e r  l e a v i n g  t r e a t m e n t

Program Measures:
• %  o f  c l i e n t s  w h o  i m p r o v e  i n  t h e i r  v o c a t i o n a l  s t a t u s  
6  m o n t h s  a f t e r  l e a v i n g  t r e a t m e n t .
• %  c h a n g e  i n  c l i e n t s  n o t  r e t u r n i n g  t o  C r i m i n a l  
J u s t i c e  S y s t e m .

Service Measures:
• %  o f  p r o g r a m s  a c h i e v i n g  s u b s t a n t i a l  c o m p l i a n c e .
• %  o f  c l i e n t s  s u c c e s s f u l l y  c o m p l e t i n g  t r e a t m e n t .

Department

P r o g r a m

Service(s)

)

C
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C asca d in g  A lignm ent -  Exam ple  
Fire Department

Strategic:
• E s t i m a t e d  $  v a l u e  o f  l o s t  d u e  t o  f i r e .
• L i v e s  l o s t  t o  f i r e .
• %  c h a n g e  i n  l o s t  d u e  t o  i n j u r y .

Program Measures:
i i i i ■

• %  c a l l s  r e s p o n d e d  t o  w / n  6  m i n u t e s
• %  f i r e s  c o n t a i n e d  w / n  “ r o o m  o f  o r i g i n ” .

Service Measures:
• A v e r a g e  m a i n t e n a n c e  c o s t  / t r u c k .
• A v e r a g e  t i m e  f o r  f i r e  t r u c k  r e s p o n s e .
• A v e r a g e  t i m e  f o r  c o n t a i n m e n t ,  o n c e  o n  s i t e .

Department

u n i s y s



K ey Q u e s t io n s  for POLICY M AK ERS

1. What’s your Mission?
2. How do agency Programs contribute to the Mission?
3. Who are the customers of their Programs?
4. What are the Program Outcome Performance Measures?
5. How did you do last year?
6. What do you intend to do differently this year?
7. What are your strategies/priorities for this next year?
8. Which measures are you going to use to validate and 
monitor our investment?
9 . *  I s  t h e r e  d u p l i c a t i o n  b e t w e e n  a g e n c i e s ?

1 0 . *  A r e  o t h e r  o p t i o n s  v i a b l e  t o  a c c o m p l i s h  t h e s e  o u t c o m e s ?

u n i s y s



C aution  - “Sim plify to S u c c e e d ”

R e s i s t  t h e  u r g e  t o  o v e r  c o m p l i c a t e  f o r  “p e r c e i v e d ” 

c o m p l e t e n e s s .  B e g i n  b y  h a v i n g  e a c h  p r o g r a m  u n i t ,  

a g  e n c i e s ,  s u b m i t  t h e  f o l l o w i n g ;

• At least one efficiency & one effectiveness measure for 
each program result.

• Brief narrative to support measure.
• Graph depicting baseline, actual & potential results.
• Quarterly reporting to OMB
• CSSB 169 (FIN am H)

)
c
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Updated Agenda - 1 2 /0 6 / 0 2

Q u e s t i o n s / t h o u g h t s / w h a t  y o u  w a n t  o u t  o f  t o d a y ?
R e v i e w  " h o m e w o r k ”
T h i n g s  t o  l o o k - o u t  f o r  -  f r o m  p r e v i o u s  s e s s i o n s  
K e y  q u e s t i o n s  r e g a r d i n g  P M ’ s ;

W h a t  w i l l  t h e  m e a s u r e  “ d e m o n s t r a t e ” ?

I s  t h i s  i n f o r m a t i o n  “ u s e f u l ”?

H o w  o f t e n  w i l l  y o u  b e  a b l e  t o  g a t h e r / r e p o r t  t h e  d a t a ?

C a n  “m a n a g e m e n t  d e c i s i o n s ” b e  m a d e  f r o m  t h e s e  m e a s u r e s  -  
-  a r e  a d d i t i o n a l  m e a s u r e s  n e e d e d  t o  p r o v i d e  a  “g o o d  p i c t u r e ”

F o c u s  f o r  t h i s  s e s s i o n
G e t  d a t a  e a r l y ,  a n d  d o  s o m e  t r e n d  a n a l y s i s  i f  p o s s i b l e  
C h e c k  f o r  “ m i s a l i g n m e n t ” o f  p r o g r a m  w / n  d e p a r t m e n t s

u n i s y s



“Mid-Course” Alignment Tools

A ligning S ta te w id e  O u tc o m e s  with 
D ep a rtm en t P ro g ra m s

Aligning P ro gra m (s)  
with D ep a rtm en t O u tc o m e s

u n i s y s



Who needs to make the “tough” decisions?

“ I think it’s in the hands of the 
Legislature. Legislators were voted in to 
take care of serious business, including 
the state budget. They should not throw 
it in the hands of citizens. They should 
stand up and be the ones to make the

tough decisions.”
C a r l o s  B a r r i e n t o s  -  L a i d  o f f  O r e g o n  S t a t e  T r o o p e r -  F e b r u a r y  2 0 0 3
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Linking Department Outcomes

Departments

Parks.

Neighborhood

Recreation.....

P lann ing ........

S uppo rt.........

Etc.

S ta te  W id e  O u tcom es
Safe 
Streets

Active
Seniors

X

-X-

x

Clean
Spaces

*...>
; ..>

K .... >

Measure

Program

Program

Program

Program

Program

Program

y y y
Performance Measures

u n i s y s
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Linking Department and Program Outcomes

Fam ilv &  Y ou th  S e rv ic e s
Departm ent
P rograms

C lient 
Gets Job

C lient 
Keeps Job

M in im ize
Assis tance

Measures

ii.......V........
Ii.......v.............

lii •V P rn pi r o mjod  i raining Aiiii.......w.........

iiiii.... v .............

*  riU g ia lT i

Job Ass is tance Aiii*i
Aiiii

^ u rogram

Job Retention iiiii
A1111

A > Program
r-\A ssessm ent 

Support Services

CT4.0 .................

....... ..........X1111*......y ........

...... x .............iiiii 1 .............

> P rogram

..v Prnnram> Aiiii
iiii.......V ............

A r  ~i u y ia ili

1— TO, iii■ 4. -1̂,
AiiiJy ■

*  r io g id i) l

Performance Measures
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PIT FALLS (L e s so n s  from the “ Pit” )

There MUST be agreement by the “leadership” that they 
will follow an agreed upon approach.

Elected and career MUST agree on a shift from spending 
to investing. The debate on where to invest will still 
remain.....

Not everyone will “want” to change. Predetermine the 
consequences.....

Reward appropriate behavior

* / 
I S
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PIT FALLS (L e s s o n s  from the “Pit”)

Focus is to improve - not keep score. Resist the urge to 
“judge” the numbers too quickly.

Build in a quarterly review process, and be ready to 
make mid-course corrections.

Most Financial Systems “count things” and will probably 
have to be modified, to provide results based information

Remember- no one wins -if poor investments are made!

u n i s y s



y  S y s t e m s  I n t e g r a t i o n  

y  O u t s o u r c i n g .

I n f r a s t r u c t u r e .

S e r v e r  T e c h n o l o g >

C o n s u l t i n g .

unisys

Imagine it. D one

Craig.holt@unisys.com 

503.371.7224

mailto:Craig.holt@unisys.com



