A New Way for Oregon Shines III
For discussion at the Oregon Progress Board meeting on April 24, 2008
Oregon Shines III is about creating breakthrough results for Oregon.  This entails continuously improving what we are doing in the state to achieve our benchmark targets and through them, the goals of Oregon Shines– quality jobs for all, engaged safe and caring communities, and healthy sustainable surroundings.

Studying performance first
The classic model often used in continuous improvement is Deming’s PLAN>DO>CHECK>ACT cycle.  
Dennis Sandow has found through many years of research that it is more effective and efficient to begin the improvement cycle with studying performance as it is occurring.  He and Anne Murray Allen therefore advocate starting the cycle with studying performance: STUDY>ACT>PLAN>DO.  
This turns the classic improvement model upside down – instead of starting with the general and moving to the specific, it starts with specific examples and scales them up to experience-proven strategies that can be generalized and adapted across the state to achieve the goals of Oregon Shines.

Engagement

Planning and then expecting others who were not part of the planning process to comply reduces productivity to a literal crawl.  There are still in existence today many change management programs or command and control management structures whose function is to roll out plans and generate obedience in following the plan. 
Studying performance generates engagement. It accepts others as legitimate contributors to the plan. There are numerous other benefits to this approach:

· Engagement at the most local level fosters collaboration and expands social capital and group productivity. 
· The overhead costs of change management or management by control are no longer necessary. 
· Resistance is replaced by support and cooperation. 
· Listening and understanding people in their community creates trust and collaboration. 
This is the essence of engagement and accelerated planning.  It produces a culture of collaboration and improved competence.
Data-based action
Studying performance includes researching how performance is measured. Dennis and Anne look for the following characteristics in the quality of data:
· Timeliness- data that is used weekly generates greater performance than data that is used monthly and data that is used daily is far more effective than data that is used weekly. The more frequently data is used to coordinate action the more productive performance becomes.  (This is in contrast to societal benchmark data that are used to show the ultimate high-level outcome of many partners’ combined efforts on behalf of a community, county and/or state.)
· Relevance- irrelevant data becomes at best a distraction and at worst misleading and can create huge financial and human costs. Data that is relevant will be adopted with enthusiasm and requires no administrative overhead to “roll out”.

· Actionable- data must lead to the coordination of action.

· Accessibility- data must be publicly accessible and posted so everyone can see and anyone can use it to contribute to collective performance.

The culture that planning and performance measure reporting occurs in is critical. Plans fail. In cultures where people are punished for sharing undesirable data when compared to the plan, productivity will suffer and people will either hide or falsify data. In a culture that encourages openness when plans fail, people will routinely report data trends that need corrective action. They key here is that data is used for learning and not blaming.
If data tied to performance at the local program level is generated in a process that meets these characteristics, they can be linked directly and openly to higher level Oregon Benchmarks and become drivers for improvement on Oregon Shines goals.

Exemplary results
This approach will lead to the engagement of those in local communities who are openly sharing data and knowledge through an online web presence and infrastructure.  That, in turn, will provide insight for all who are interested into those practices that move the needle on Oregon Benchmark targets. 
When multiple communities are using the same data to measure their performance, they begin to compare their results. Some communities will perform better than others. In this new way, special attention is paid to exemplary performers. They form the center of a learning circle sharing the practices that have resulted in their exemplary results. In so doing they help the other communities to improve. In this process the “best of the best supports the rest.
Conservation and expansion vs. change
Organizations and people generally focus on change. It is fundamental to our development. It happens so much that we may take for granted existing performance and base all of our plans on what needs to change. This often creates a negative impact on existing performance and productivity. 
The emphasis in this new approach is placed on the conservation and expansion of performance. We believe that studying and understanding performance generates social, biological and financial well being. 
By engaging local communities, connecting local performance data to address high leverage drivers to achieving societal goals, and creating an open and collaborative environment,  methods leading to desirable performance will be conserved and expand with time.  
Seldom, does this require extensive resources. This is because desirable performance enhances productivity so people are getting more done with less resource. It does however require recognition, a powerful incentive to sustain and improve performance.  This takes us back to the importance of the quality of community. 
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