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Acknowledgement of Country

Today we stand in footsteps millennia old.
May we acknowledge the traditional owners
whose cultures and customs have nurtured,

and continue to nurture, this land,
since men and women
awoke from the great dream.

We honour the presence of these ancestors
who reside in the imagination of this land
and whose irrepressible spirituality
flows through all creation.

Source: Jonathan Hill is an Aboriginal poet living
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Lewe Atkinson, MBA, PhD é’éﬂlv

We work with

Trying Hard

organisations as multi- .
minded, mulli-purpose Is Not e
social systems that are GOOd Enough

part of a larger purposeful e s it s e
system (society).

Systems thinker and
architect of strategic and social change




Today will be a successiif....
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. You understand how systems thinking can be applied

facilitate evaluative thinking.

. You understand how Results Based Accountability

(RBA) is used to Build Evaluation Capacity.

. You understand how to use RBA to report change for

people at different system levels.

. You understand how RBA can accommodate any

validated method of measurement of change over
fime.

©2018 All Rights Reserved




Systems thinking & Evaluation

Counidown for the
top 10 future
directions for
evaluation practice
from Michael Quinn
Patton (2013)

#2: Applying systems
thinking and
complexity concepts
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Mark Fnedmansays(p146)
“Systems thinkers see social
structures and government
bureaucracies as fractal
entities with s:ml ar sfrucfures

at progress:ve y IorgFLq e

smaller levels of
magnificaftion”

Arzatect of Soategic Chasge




Twelve characteristics of living/open systems

#1 best practice means: TWELVE CHARACTERISTICS OF SYSTEMS THINKING

1 / f Livi
The Whole has properties that all of the J2 RENE LA L e Sy sias
Best Practices
parts do not have | Best Practices |

I.THE WHOLE SYSTEM:"“The whole is greater than the sum of its parts.”

#3 best practice means:

Every System Has Boundaries —
#5 best practice means:

Clear feedback on common goals

6. Multiple Qutcomes

#9 beSf prQCtice mean: I.THE INNER WORKINGS: Synergy, Relationships and Interdependence
There are always hierarchical s

relationships within and between am

SYSTe ms 10. Rdn;hips~Related Parts

—_—

11. Dynamic Equilibrium

#‘I O beSt pqutice mean: 12. Internal Elaboration
All parts of a system are interconnected In Systems Thinking, the whole is primary, and the parts are secondary

In Analytic Thinking, the parts are primary, and the whole is secondary
6 ©2018 All Rights Reserved

Source: Sociely for Geneval Systerns Besearchr American Managernent Journal Decernbey 1972



Natural living social systems

Boundaries and Inter-Connectedness
Nothing exists in isolation
Relationships are everything!




Contiguous, Nested & Interdependent é’é‘-l\'i

EIGHT LEVELS OF LIVING

AND OPEN SYSTEMS 0 A
4 N :
/ -— Organization _— ——
| |
~ \
"'\ /‘J“\.,\_. Work T
"R SN Groups —_ :
il \\‘
Member
Roles
FIGURE |

An organizanion's systems hierarchy tlustrated from two perspectives

Theory of living human systems

Yvonne Agazarian
ORGANISATIONAL
FOCUS
% r‘ HAINES CENTRE
Souwce. James Grier Miller, Livitig Systerns (1978) & for STRATEGIC
MANAGEMENT”®

Arzatmcts of Seategic Chasge
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Boundaries in both space & fime

EE= ¥

“boundaries define the difference beftween outside and
inside between the past and the present and the future”

Timeline

The Issue
/ (Holistic/Systems View)

Space
The Issue

(Traditional View)

Past Future [ Rearacsmmers

Time



RBA & Boundaries in Space é’é&i

Whole

Population
EMERGENT

RELATIONAL
Client

Population

Population Accountability
The well-being of Whole Populations
Communities, Cities, Counties,
States, Nations

Performance Accountability
The well-being of Client Populations
Programs, Organizations, Agencies,
Service Systems

PUF  HAINES CENTRE
& for STRATEGIC
— MANAGEMENT®

Arzatect of Soategic Chasge
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Feedback loops effect system dynamics éiéiﬁ
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RBA & Boundaries in Time e’é&

Point to Point Turning the Curve

History Forecast

PA§ HAINES CENTRE
& for STRATEGIC
MANAGEMENT®

Baselines have two parts: history and forecast .



2 KINDS OF ACCOUNTABILITY PLUS A LANGUAGE DISCIPLINE

1.Population Accountability: RESULTS & INDICATORS ARE TRACKED @ THIS
LEVEL

2.Performance Accountability: PERFORMANCE MEASURES FOR
PROGRAMS &/or SERVICES ARE TRACKED @ THIS LEVEL

3 KINDS OF PERFORMANCE MEASURES FOR ANY PROGRAM &/or SERVICE

1.How much did we do?
2.How well did we do it¢
3.Is anyone better offe

7 QUESTIONS FROM ENDS TO MEANS IN LESS THAN 1 HOUR :
» For getting from talk to action at both POPULATION & PROGR A AR

L.

RBA “in a nutshell” 2-3-7 + a “common language” e’é—w



Language: program performance measures & indicators

RBB201

An Advanced View
of the Relationship Between
C Indicatorshnd@ormance Measure

Total Population

Service System
Client Population

As the systgm client population
approaches Yhe total population,

Agency
Client Population

Program
Client Population

Hel

play a doyble role as both
i stem performance

¥ HAINES CENTRE

FPSI: L for STRATEGIC
o = s MANAGEMENT®
sAtces of Serategic Chasge

“it is extremely rare that any one program can change population conditions...p 98"



Looking back on where we’ve been
Demonstrating a CONTRIBUTON (aka. the story

behind the baseline) to complex POPULATION LEVEL S0l

[N

(]
change efforts requires 3 elements:
0/110 BAC (1968)  0.08 BAC (1974)
L]
S . 2. It had a timely
= | 0.05BAC 0 0
= 4/ Front Seat Belts (1982) reldhonshlp to..
3 (1969) - First Qld Road Safety QId Road Safety Strategy Social Change
8‘ 25 1 --~~__- Strategy (1993-2003) SafedLife (2004-2011) Strategy (2014)
Q. kL -~ 7} °
S L8 ===3=a turn in the
8 Steady improvements in road ANCAP Vehicle Crasic U I'V_em proved Occupant -~ -, B'rrl:gstmlg:t\sl?y
‘: and vehicle safety engineering Test Program (1993) Protection, Increased Speed
) 15 and emergency and medical e.g. crumple zones, air Enforcement (2014)
= procedures (from 1968) bags YcI)uirt}gtDriver
0 " (from late 1990s) niuatives
@ .  Introduction of (2007) ESC dat
= w4{ 1. We tried a bunch of stuff eyl Helme Lavs nABR o
©
R L]
s that had a credible chance Speed Cameras,  Expansionofs)  Molorcys
5 1 Increased RBT (1997) km/h (2003) (zlgggl%%sg)
Of m akl n g a d Iffe re n Ce y Fixed and Mobile Covert Speed Cameras
(2009-2010)
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12 | Qld AES and Griffith University Public Policy Forum | 4 August, 2015




Case study mid-size NFP (240/160)

Coordinators Report MP AR 2012
“One day | received an email through our
website from a person who wanted to
assist us to look af our planning process
through the lens of Result Based
Accountability. This is a planning
approach that challenges us to develop
the discipline of understanding the social
issues we are addressing, while at the
same time looking at where our
programming and effort as one

i @ organisation fits into addressing the need.
i o As a result, we've decided to implement

uilding Community = HAINES CENTRE

and test the approach across our P e

response to families and homelessness.

16 ©2018 All Rights Reserved



ECB “Bottom-up” then “Top-down”

. Case study link: o
 JO ImplemeﬂT and test the 8?5%%2‘3?;?553%22;0#I.g.(gl:ces.Wordoress.com/Q
results based
accountabllity (RBA) Case Sty 2

HAINES CENTRE FOR STRATEGIC MANAGEMEMNT

approach across two s

Consultant: Dr Lewis Atkinson

bk 19 e S
Problem Statement
— Wiorking towards measuring outcomes - Micah Projects challenged themselves to develop the
discipline of understanding the social issues they address and how their work makes a difference

in the lives of the people that they support. Micah Projects were struggling measuring how they are
doing better for somebody (i.e. measures of "betteroffness”™). They needed to develop measures of
program performance that can help to “fill the gap’ between reporting on program performance and

°
° reported contributions to changes in the headline indicators of population well-being over time.

° Implementation

Work with the leaders of each support team to

facilitate two tuming the curve’ exercises for
the POPULATION that was supported by the
services provided by each team.

Coaching of team leaders and work with a total

.
[ ) of cight teams to faciltale a PROGRAM level
“turning the curve” exercise for each of the
V4 programs supporting their target populations.
° ns
The Micah Projects’ team leaders have used
the RBA methaodology as part of the ongoing
development of their Practice Framework.
The ‘language’ of the methodology has been
. = - adopted along with the '3 key guestions’ that
rv I F W C S S are used to assess program performance.
| | that can make the connection between “data
. ") ‘and “what difference have we macde’.
HAINES CENTRE
e rv I ( : e E; foyesh i
printin

=

owewver ‘turning the curve’ process is not yet
a part of the regular team meeting agenda.
The logical thinking behind the methodology
has influenced Micah's journey to defining and
measuring outcomes. They now know what is
measureable and what is worth measuring as
being critical to their mission.

They are exploring how to evolve from Service
Record System data management tool used to
record all aspects of their work to something



https://hainescentreaustralia.files.wordpress.com/2015/07/case-study_micah1.pdf

“bottom-up” Homelessness To Home Services tea

Population Accountability

® Worked “bOiiom'Up” (8 X 2 hOUr SeSSionS On f”p Sestfting frorm Talk to Action
charts):

]

]

« 2 groups of leaders from each support team )
to do ‘turning the curve’ exercises for the ,,[ g |_.'i’i‘ffl'"25:_”_ ]
|

J

Fopulation
¥

(

{ Results
*

(

Experl anca

D ']

POPULATION that was covered by the [ Soiy Gening e Basaines
L

l-
Partners

services provided by each team. -

- 6 teams did PROGRAM level “turning the _{["‘"“"““;‘zf:fj; :c‘;’jn P[ — l
curve'’ exercises for each of the programs
supporting their target populations: The 7 Population

Accountability Questions

1.Assessment & Referral St et erermi o ot St e o i

©r b S sresry, wdulle ares l-.ﬂr Ml oo v i
O T MmNty

2 Homeless Prevent 2. WL W ka Ui rorrdiviorms (o k ik if whs

oTuld Sese them™ S
B oA can wean Maamurs thass oonditions?
3 . STre eT TO H Ome Sl ey e v e eIy D LT e oS Larripsaar Ll el Lhierenes
meosuresS
.
5 - ArF T s et thsar s = 2 palsane I
4.Brisbane Common Ground Outreach HRlr en sy e s Pl SSiR R i ERA
5 OWWINAT weorees T Ol BT, INcinsd md Na-naRaT anrs

5.Homefront ottty ik

SoWE Dl Do e Propose to 9o
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Customers

'

Performance Measures — Baselines

e — 1
N -

HOW ot O we 207 P
MHow Al A we S0 1Y >
is aryore Doer oF7 \‘;
. e
150 Dt OQvvme | A w0 |
Story behind the baselines
(R Ta o B Mo AQtrel el Taarses)
Partners

rlirratioe 4 Rosoarc™ AQerae sbout S dora)

'

Strategy and Action Plan

OCNE PAGE Turn the Curve Exercise

Program
FOriie Y a0 Neaane
Parformance o e
Measure -7
Baselne / ey

Story behind the baseline

(LB 25 many s eaded)

Pariners
— —— LB 3= T2y S Deodes,
Thres Best Ideas — What Works
1 —————— .
2 R
3 No-cagt ! low-oost
4 comemen Off the Wall

©2018 All Rights Reserved
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“bottom-up” Homelessness To Home Services tea

- Team Leader feedback on the process: 3 ——
« TLs understood the principles etc ‘
 TLs had the perception that it may be ‘extra R i
work’ on fop of our current approach to e, we deliver? deliver it?
capturing data efc instead of a
Comp“meﬂTCH’y prOCGSS - How much What quality of

change | effect change / effect
did we produce? | did we produce?

2 3
5=
O w

TLs felt the ‘turning the curve’ process may
be difficult to integrate into feam meetings

TLs were more positive about the

‘language’ and ‘3 key questions’ T ——
The feams: e
« found the discussion a little bit 2. How can we measure if our customers
“overwhelming” S L
* it has triggered some important D —
conversations within the team e = vt o1
* more time is required to have these " Semabener
conversations about some big issues ﬁv‘ff?“"‘ o °°‘”° e '

52



down” to identify what is measureable anc

what is worth measurinc

* TLs have used the methodology as part

of the ongoing development of the
Practice Framework at Micah Projects

* The ‘language’ of the methodology has

been adopted along with the ‘3 key
questions’ that are used to assess
program performance
« But ‘turning the curve’ process is not yet a
part of the regular team meeting agenda.
« The logical thinking behind the
methodology has influenced Micah'’s
journey to defining and measuring
outcomes

« They are exploring how to evolve from
Service Record System data
management tool o something that
can make the connection between
‘do;rjo’,ond ‘what difference have we
made

% of support 8¢%
periods with <& < < & T  J
independant 84% —e—Target

88%

accom.

maintained ? =B_Baseline
8%

78%
76%
74%

2010 2011 2012 2013 2014 2015

60%

50% 1 ¢ ¢ ¢ ¢ *—

% reduction in 40%
people e

sleeping  30% —s—Target
rough =8—Baselne
20%

10%

0%

2010 2011 2012 2013 2014 2015

T L A sase e e s—

Example targets and baselines for “better-off-
ness” for Street to Home Team




Mapping new measures of “better-off-ness” to NPA

Al

TN

NPAH Outcome Area

Micah projects Programs Funded under NPAH

Street To Home

Homestay Support

Supportive Housing Team
(BCG)

People at risk or
experiencing
homelessness will be
supported by quality

services, with improved

access to sustainable
housing

were housed in secure and
sustainable housing at the
end of the support period
(1,690 support periods).

% of people in sustainable
housing >12 months after
the end of the support
period

e

People will maintain or > % of people progressing > 19.5% increase in the > 19.5% increase in the
improve connections with through at least 1 CTI number of people number of people
their families and phase employed (22 support employed (22 support
. > % of people connected to periods) periods)
communities, and relevant community > 18.4% increase in the > 18.4% increase in the
maintain or improve their services number of adults and number of adults and
education, training or children in education and children in education and
employment participation traiping (51 support trai!’ling (51 support
periods) periods)
> % of people connected to > % of people connected to
relevant community relevant community
services services
> % of tenants connected
through participating in
community activities
> 52% of all people supported > 52% of all people supported > 52% of all people supported

were housed in secure and
sustainable housing at the
end of the support period
(1,690 support periods).

% of people in sustainable
housing >12 months after
the end of the support
period

were housed in secure and
sustainable housing at the
end of the support period
(1,690 support periods).

> % of people in sustainable
housing >12 months after
the end of the support
period

> % of people on sustainable
tenancy plan

> % of tenants with support
plan

> % of tenants with high level

Measure provided in 2011-12
New measures proposed for 2012-13 and beyond

of enga ent with
relevang\nﬁ'gg SRNTS
e
MANAGEMENT®
Arzatxcts of Sostegic CAasge
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e purpose of the program can only be seen in the
context of the population being served

FPopulation Accountability

Result: 1o whict you contribute to most directly.
Indicators:

m | S

Story:

Every time
you make a

Parthers:
What would it take?:

Your Role: as part of a larger strategy.

presentation,

use a Performance Accountability
Program:
Performance measures:

I "

story:

two-part
approach

Partnhers:

Action plan to get better:




ETO: Outcome data has a ‘story’ ﬂlg‘lq
Y

N . | . The story is
Wikt sro the St about what
e Bapinail Fithibopl b works for

he g =it people in
which context
and why?

Where are we

What does the succeeding? Bapbeirein
'data’ tell us? Where are we

not? and why : the 5
not? environment?

What is

What are
we
learning
and how
can we

improve? (N

24 ©201_ oo T

-

How can we

improve/adapt?




“Top Down”: RBA to report change

Proprietary Efforts-To-
Outcomes (ETO®) data
management system:

Uses validated/accredited
tools to capture outcomes

Facilitates contract
compliance

Allows reflection on where
they are succeeding or
not...then take action

Contiracts still use PLs & TOCs:

Targeting right service
population

Gathering data on
outcomes to validate TOC

Check desired outcomes
against company
boundaries & scope of
authority as defined by
V/M/V

25 ©2018 All Rights Reserved



Accommodates validated measurement

Qld DCCDS Outcomes Reporting Contract:
Young Mothers for Young Women

« 15t 12 month pilot of an outcomes reporting contract in Qld

 Measurement practice is based on accredited evidence-based
framework = Parents As Teachers (PAT) & 2 generation response

« Reporting how parents & children are “being better-off”

 This accredited tool captures data that feeds into ETO platform

« The 6 monthly report on outcome indicators is provided in the
context of narrative “a story” providing a clear chain of
reasoning that linked investment with results



http://micahprojects.org.au/services
http://micahprojects.org.au/services

Any Questions Please Contact:

Lewe Atkinson:

0419240979
lewis@hainescentreasia.com

Systems thinking resources & recordings:
hitps://hainescentreaustralia.com.au/resources-books/
Twitter: hitps://twitter.com/LeweAtkinson

LinkedIn: hitp://www.linkedin.com/in/leweatkinson



mailto:lewis@hainescentreasia.com
https://hainescentreaustralia.com.au/resources-books/
https://twitter.com/LeweAtkinson
http://www.linkedin.com/in/leweatkinson
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Lewe Atkinson, MBA,PhD




