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Synopsis
The Measuring our Progress: Community-Wide Results Based Accountability Project is a combined effort by the local governments of the City of Durham, the County of Durham, and the larger community of Durham, North Carolina. The initiative began with a groundbreaking accomplishment by the City Council and the County Commissioners: coming to consensus on eight priority outcomes for our community:

1. Durham citizens are safe
2. Durham enjoys a prosperous economy
3. Durham citizens enjoy a healthy environment
4. Durham citizens enjoy a community that is vibrant, rich in aesthetic beauty and embraces and promotes its cultural heritage.
5. Children are ready for and succeeding in school.
6. Every citizen in Durham has access to adequate, safe and affordable housing.
7. Durham citizens are healthy.
8. Durham citizens enjoy sustainable, thriving neighborhoods with efficient and well-maintained infrastructure.
The next steps have focused on identifying indicators that the community can agree will be used to measure our progress toward achieving these outcomes. Eight community groups, composed of almost 300 citizens, have studied issues associated with the outcomes we seek. These committees have developed 3 to 5 indicators that they recommend tracking to measure each outcome. The first progress report is to be published in early September, 2005 and distributed to the community through the newspaper and at libraries and other community venues. With the publication of the progress report, we will seek feedback on the proposed indicators and focus on next steps for engaging more of the community in strategies to achieve the eight outcomes. The focus will shift to engaging more community partners in developing strategies and doing the work. The achievement of these outcomes will require much more than City and County governments alone can accomplish.

Another aspect of the Community-Wide Results Based Accountability Project has been to link the internal work plans of City and County departments to the eight community outcomes. Performance measurements have been established in departments to connect government accountability to the priority outcomes. 
Our plan is to use the indicators as yearly measurements to evaluate what is working well in our community to achieve our outcomes. We will submit yearly community report cards as a measurement of our progress.

Innovation/Creativity

Measuring our Progress: Community-Wide Results Based Accountability Project is a combined effort by the local governments of the City of Durham, the County of Durham, and the larger community of Durham, North Carolina. The initiative began with a groundbreaking accomplishment by the City Council and the County Commissioners: coming to consensus on eight priority outcomes for our community.

When Durham County and the City of Durham began our Results Based Accountability (RBA) initiative, we did not know what the process or the product would look like. Not having set out with a predetermined image allowed us to be creative and see where the energy of the community workgroups would take this process.

By involving the citizens from the very beginning, we have allowed this to truly be a community process. Many of the group members are citizens who have not typically been involved in government initiatives. Also, rather than having governing bodies select group members, as is usually done, chairpersons invited participants to their workgroups. In addition, employees from all levels of the two government organizations are involved in this process, not just the department heads and elected officials.

Creativity was encouraged by having the citizens choose their own indicators and strategies. As a result, the workgroups have taken ownership for their outcomes. Groups usually met without the presence of elected officials and staff. Some of the indicators that were chosen by the community workgroups can be considered to be “out of the boundaries of ordinary government.” For example, one of our groups wanted to measure the vibrancy of a community by the number of trick-or-treaters present on Halloween. Another example of stretching the boundaries of government is that the Environmental group began looking at green buildings- even those that actually have grass growing on the roofs and asked, how can the government encourage these types of environment- friendly buildings?

We have been creative with the design of the annual report card. The format for the report card is organic, evolving with the indicators instead of being scripted for the citizen workgroups in advance. Instead, they are telling us what should be measured and how.

Both City and County governments are equally involved in spearheading this effort. Joint management has enabled us to be creative in leadership, collaboration, financing, and other ways.

Value Proposition

Durham has a very active citizenry with no shortage of folks willing to participate and get involved in their community. However, we were lacking a forum to engage citizens in developing solutions to the problems in our community: health, environment, crime, etc. The Results Based Accountability initiative provides a constructive forum where citizens can be empowered to tell government what we should be measuring and tracking; what strategies will have the greatest impact; and how we are doing in these outcome areas. The citizens on these committees are experts in their fields and often help the local governments think outside the box.

Results Based Accountability provides a common language for engaging in discussions. It also provides a structured conversation about how to make positive change within our community.

Citizens need to know that their work is useful to elected officials. By incorporating their work into our city and county elected officials’ retreats; they are getting direct access to the decision makers in government. By incorporating their work into our respective budgets, citizens can see that their time and work is being helpful. They would not ordinarily be invited to have input into our budget documents in such a direct manner.

Having both government staff and community members serving as equal members on our workgroups has really opened up government to citizens. Many people from the community were not aware that local government was already involved in many of the initiatives that were being discussed and vice-versa - local government did not know that many of the solutions were already being devised by community groups. Our vision for RBA is that it serves as the umbrella for community engagement and through RBA we are all made aware of what other efforts are going on in our community.

We have avoided making this a political process, but rather have made it a community process where some of our local officials are members of the workgroups, but not the leaders.

We have used RBA to increase the awareness in our community of important issues. For example, the infant mortality rate, access to healthcare, number of homeless persons, etc. have all gained public attention through RBA. We have raised awareness and engaged citizens in a constructive dialogue about turning the curve in a positive direction on these indicators.
Building Organizational Capacity
The City and County initially embarked on separate efforts to improve our use of performance measures. In both of these efforts, we spent a good deal of time educating our employees on:

· How to develop appropriate performance measures

· How to collect accurate data

· The value of using performance measures as a management tool

In the City, for example, we put together a team of a dozen employees from all levels of the organization to visit each department and review their performance measures. Teams specifically examined what types of measures were being collected (qualitative, quantitative, efficiency or effectiveness), the accuracy of the data and whether or not the measures were useful management tools.

In the County, after training employees, the performance measurement program was incorporated into the budget process. Performance measurement experts were developed in each department. Where appropriate, performance measurement results were linked to performance evaluations.

After extensive work with employees, we began working with the elected bodies of the two governments. At annual budget and planning retreats, we emphasized the need to link the goals they set to the performance measures of the two organizations.

The County elected officials approached the City elected officials and proposed a partnership. As the two bodies were already proceeding on parallel tracts, the partnership made sense.

Joint trainings were held with key City and County employees to ensure that we were using the same language. The elected officials agreed on combined goals for the whole community. A community initiative of Results Based Accountability was proposed and a whole new round of building community capacity was needed.

As eight community groups were established to tie performance results to the outcomes set by the elected officials, training on performance measures was offered to all of the co-chairs of the community groups and to each group. In addition to the training, we assigned key government employees to each community group to continue the education process.

By decentralizing the development and monitoring of results in our community, the barriers to innovation were reduced. Each outcome group was given the freedom to develop their own measures and methodology. Some off-the-wall ideas came up, and some of them were really valuable. By moving the conversation outside of the walls of government, it became a discussion in which anyone could participate. We stopped talking about whether our measures were efficiency or effectiveness measures, and began talking in terms of “is anyone better off?” and “what works?”

Management Philosophy and Culture
In the early stages of our performance measurement effort, we researched the work at the University of North Carolina’s Institute of Government (IOG). The City of Durham is a participant in the IOG’s statewide benchmarking project and has based much of its performance measurement development on their methodology. Both the City and County have benefited from classes and books regarding performance measurement by David Ammons, also of UNC. These works have provided the basis for developing and monitoring sound performance measures within the government.

As our joint project shifted its focus toward building community capacity and engaging our residents in a discussion about what works and is anyone better off, we have followed the Results Based Accountability model developed by the Fiscal Policy Studies Institute. We primarily worked with John Ott for guidance and training to shift this towards a community conversation. Much of the literature and philosophy of the Results Based Accountability framework can be found on the internet at http://www.resultsaccountability.com/ and http://www.raguide.org/ .

Throughout the project, we have researched what other governments are doing to provide guidance and ideas for how to improve our own project. Most of the research has been through the internet. We have received a grant from the National Center for Civic Innovation to help support this project and to evaluate the effectiveness of the GASB criteria for performance reporting.  Through this grant, we have had access to other governments that are demonstrating innovative practices in performance reporting.

The model we use has seven steps that methodically take us through developing indicators, determining what results we want and monitoring if we are getting there. By putting these steps in every day language and using examples that everyone can relate to, we believe we will move beyond being experts at tracking our performance and become successful at achieving the outcomes we want in our community. We emphasize that government alone cannot solve all of our community’s challenges. By involving the community in monitoring our results, we hope to also engage them in developing and implementing strategies to help us move in the right direction. The questions we ask are:

1. What population are we concerned about? 

2. What outcome do we want for this population? 

3. What indicators could help us as a community in Durham, measure our current status and if we are making progress on this outcome?

4. How are we doing on the most important of these indicators? Why? (baselines and stories behind the baseline) 

5. Who are the partners who have a role to play in doing better, and who would ideally be involved in a much more extensive version of this process? 

6. What works (or what would it take) to do better, including low cost and no cost options? 

7. Action plan: What do we propose to do?

Integrated Processes
We used a variety of processes to move our Results Based Accountability work forward, as noted above. We began with traditional classroom training for our employees. We held large seminars for our employees and the citizen members of our outcome groups.

We have used John G. Ott as our consultant to provide us with the framework for Results Based Accountability and to provide guidance to us on how to keep the elected officials, government employees and Durham residents engaged in this project. Ott did three training sessions and four retreats over the course of two years. He has also served as a telephone consultant. While his guidance has been invaluable, due to financial constraints and ownership issues, we have done most of the work on our own.

We believe the two most risky steps we have taken – to have two governments partner and to extensively involve the community – have also provided for the most integration and best results. We have had to trust each other and to allow the project to move at its own pace. Over 300 people have been involved in the RBA project to date. 

We will be publishing our first community progress report in early September. To reach more of the community through multiple mediums, we are publishing the report as an insert to the newspaper, distributing copies to various community locations, posting the report on the internet and actively seeking print and television news coverage. 

Results/Real World Advice

Results Based Accountability takes performance measurements, outcomes, and indicators and puts them into a common sense approach using common language. It takes away the technical bureaucratic language and simply asks, “Is anyone better off?” because of this. This is really what performance measures attempt to answer.

By making this a community initiative, the local governments have given up a lot of control over the process and the final product. What makes RBA unique is that the local governments did not define the agenda; we did not put out the report card and then invite the public to respond. The product is coming from the public, and local government leaders are the ones to respond.

It has been a challenge trying to balance the initiative between the community, the city, and the county in terms of providing staffing and resources. We have three people who have facilitated this process in addition to other full-time duties and responsibilities. It has been very time consuming and labor intensive.

RBA has made the community and government give an honest assessment of the issues in the community. This is tough to do. Elected officials have struggled over producing such a humbling report card, even being willing to show trends that aren’t always positive.
Getting diversity on the committees has been another challenge. We want the community to own this process but the responsibility for facilitation, trainings, money, time, and space still rests with local government.
