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Background
Oregon’s first statewide strategic plan, Oregon Shines, was mandated in 1989 to boost Oregon’s economic recovery from a deep recession. Rigorous trend analysis and industry-specific committee work resulted in three goals: 1) a superior workforce, 2) an attractive quality of life and 3) an international frame of mind.  The plan also recommended strategies to achieve those goals and 259 Oregon Benchmarks to measure Oregon’s progress. An independent Oregon Progress Board was created to keep Oregonians focused on their future through biennial benchmark reports and periodic updates of the plan. 

Oregon Shines II was completed in 1997. It found that although the economy was booming, some Oregonians were falling behind and many families were stressed. Oregon Shines II engaged a more “bottoms-up” process that included meetings with leaders across the state.  It established three new goals: 1) quality jobs for all Oregonians, 2) engaged caring and safe communities, and 3) healthy, sustainable surroundings.  The list of Oregon Benchmarks was pared down less than 100 and 25 were identified as “key”.

This update is different
Oregon Shines established an important precedent for societal planning, strategizing and results tracking.  The work has impacted public dialogue, shaped policy and provided a magnet for focus and collaboration in Oregon.  Yet biennial Oregon Benchmark reports for the last 18 years show that Oregon’s pattern of progress towards its statewide goals is consistently mixed.  Why?  How can we break through this holding pattern?
We believe a significant clue surfaced from six expert “Partner Panels” (on education, public safety and other policy areas) hosted by the Progress Board between April of 2006 and July of 2007.  All panels voiced a common theme:  the need to invest in systems thinking, collaboration and prevention.  The Progress Board believes that directly addressing these issues is the key.
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This process, therefore, will be an order of magnitude different.  It will embrace a multi-faceted approach that will build our capacity to think more systemically, act more collaboratively, produce sustainable results and measurably transform Oregon’s future.
1. Connect the drivers 
Getting real, sustainable results requires that we make the connections between the key “drivers” in the system.  Otherwise, the opportunities for unintended consequences are immense.  There is a bewildering array of inter-related drivers within each sphere of life, all of which are co-dependent (Figure 1).  Even more bewildering, everything connects to everything.  Changing one driver, by definition, often drives change in others. 
This update will leverage the best possible tools and techniques to help partners better understand the relationships between drivers and to develop the effective strategies for maximizing the intended and preventing or minimizing the unintended impacts of our actions on Oregon’s future.
Figure 1: Co-dependent natural, human and economic systems 

2. Connect the doers 
Just as natural, human and economic systems are co-dependent, so are the doers in those systems.  We know, for example, that a “critical mass” of collaboration and political will is necessary to carry the dreams of any diverse community over the finish line of reality.  

Oregon has a history of striving to collaborate towards the collective good.
  However, from fixing sewers to serving vulnerable populations, it is a complex challenge for partners to intelligently and synergistically act on the intricate web of factors that contribute to or block success.  In this increasingly complex and polarized world, it is easier to slip back into silo mentality.  

This update process will therefore build on our capacity to act together.  With the help of experienced experts, a process will be designed and implemented to model collaborative tools and help communities across Oregon adapt the model to build their own critical mass of creative collaboration toward shared goals and transformational change.
This approach will demand more time, effort and resources than more traditional planning exercises such as Oregon Shines I and II.  Fortunately, there is an established (and continually emerging) body of knowledge and a host of experienced professionals in this field.  Oregon needs to tap in to some of that expertise to achieve the 2029 scenario described on page 1.  

Transformational “science” grew largely out of the field of organizational development.  Because of the societal nature of Oregon’s strategic process, the Progress Board will issue one or more Requests for Proposal (RFP) that will seek a subset of proven professionals who have experience in catalyzing transformational change at the societal as well as the organizational level. 

3. Connect the data 

Data reflect what we are doing and how well we are doing it.  Without reliable, coordinated data systems, we have an inferior lens to the big picture and compromised objectivity for systems dialogue and collaboration.  Our current data systems lack coordination at numerous levels including the following.
1. At the societal level, the Progress Board uses Oregon Benchmarks to measure the results of our collective efforts. Yet we have not yet mastered the art of gauging the relationships between benchmarks across natural, human and economic systems – the overlapping areas in Figure 3.
2. At the organizational level, programs collect 
data on their efforts and accomplishments, but not always
in a way that allows for an accounting of resources in 
relationship to desired societal or even program results. 
3. Education, public safety and other human services strive for results for individual Oregonians, yet data systems are generally organized by program, not by individual, making it difficult for the right hand to know what the left is doing.
Oregon Shines III will attempt to bite off and chew the first two issues.  In addition to updating the benchmarks, this planning process will explore new ways of organizing and indexing benchmark data so that the impacts (positive or negative) of succeeding in one arena can be reflected in others.  The update will also include the expansion of an online registry
 to enable all partners to link their goals, strategies, results and cost information to those societal results or benchmarks to which they contribute.  
The intent is to produce an increasingly comprehensive system of data that will allow programs to learn from one another in continually evolving communities of practice; and sponsors (private and public) to get a bird’s eye view of who is doing what, where and to what end, all in relationship to Oregon’s societal goals for place, people and prosperity. 

The Oregon Progress Board
The Progress Board has a skilled and committed membership, including the Governor, two legislators and nine citizens appointed by the Governor.  Members bring expertise in economics, communications, environmental research, planning, performance measurement, organizational development, education, business and public policy.  
Rita Conrad has seven years of experience with the board, five as senior policy analyst and two as executive director.  She has served the board through a biennium of transition, innovation, relationship development and preparation for this project.  
The 2007 legislature extended the same level of funding for 2007-09 biennium as in 2005-07: 1.75 FTE, down from a staffing level of 4 FTE in 2000.  During the 2005-07 biennium, the executive director used creative hiring and extensive use of student interns to accomplish exciting innovations in the board’s county benchmark products, the 2007 Benchmark Report and in the recently launched online benchmark report generator at http://benchmarks.oregon.gov. 
The Progress Board will follow the state’s Request for Proposal protocol and is in the process of exploring relationships with stakeholders and potential contractors, including:

· Systems thinking: The Public Strategies Group, Boston Indicators Project and The Performance Center and Transformation Systems International
· Public dialogue and civic engagement:  The Performance Center, American Leadership Forum, City Club of Portland (and other city clubs in Oregon), Association of Oregon Counties, League of Oregon Cities
· Environmental scan and trend analysis:  Oregon University System faculty and research institutes, Oregon Business Council, Association of Oregon Counties, League of Oregon Cities
· Measurement of benchmark relationships: Oregon University System faculty and research institutes

Appendix 1:  Governance 
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Appendix 5: Preliminary Work Plan
Common elements of all phases
· The Progress Board coordinates all phases with help of professional facilitators, consultants and other partners.
· Outputs from each phase are vetted through the steering committee network, which is staffed and facilitated through a skilled partner engagement community (Appendix 1 – Governance). 

· All four phases are designed to model systems thinking and to build state and local capacity to transform the future of Oregon communities with collaborative tools and techniques.

· Online technology is used throughout the process to facilitate communications and connections.
Process Design – a collaborative, systems approach (fall 2007 – winter 2008)
No matter what the conclusions are in the Take Stock phase (below), if we are not able to collaboratively deal with the increasingly complex and polarizing forces surrounding us, we will not be able to effectively re-think our options, pull together as a state or stay focused on what we are trying to achieve.
· Output
· A model process for collaboration and systems thinking:  With the help of expert consultants and stakeholders, a process will be designed and implemented at the state level with the intention of modeling collaborative, systems-transforming tools and techniques for adaptation by communities throughout Oregon.
· Note that some elements proposed below may be modified depending on what emerges in the project design phase.
Phase 1 - Take Stock of cross-cutting issues (winter 2008)
Where we are and where do we want to be? How is Oregon different? What are the demographic, economic, social and environmental trends that affect Oregon? What are the “burning platforms” that need to be addressed in Oregon Shines III?  If we don’t address them, what will Oregon’s future look like? What do we want it to look like?

· Outputs
· Affirmed vision and goals:  The current statewide vision and goals are high-level and generally considered to be acceptable.  This update will therefore focus less on them and more on rethinking Oregon’s strategies; encouraging collaborative, local visioning and strategizing; and creating a robust infrastructure for action and results.  
· Analysis leading to the key challenges impeding Oregon’s ability to achieve her statewide vision and goals will have several components. 
· Call for papers – Invitations will be sent to partners such as the University System rural studies faculty; university-based programs in natural resources, urban planning and public policy; experts in all benchmark categories in and out of government (starting with Partner Panels); state agency heads; Association of Oregon Counties; League of Oregon Cities; professional associations; the Oregon Business Council’s trends analysis/environmental scan task force
· Series of cross-sector convenings – The process design will determine how these convenings will be facilitated.  One option is a series of short work sessions that have been shown to efficiently bring a systems perspective and practical meaning to data through qualitative discussion.

· Statewide key challenges in achieving the statewide vision and goals – conclusions based on integration of  findings from the call for papers and cross-sector convenings
· Local key challenges – statewide conclusions may not look the same at the local level.  Professional facilitators will help local steering committees engage in a similar process to develop key challenges to address for their areas.  
Phase 2 - Re-Think –strategies for Oregon’s future (spring-summer 2008)
How should we change course? What are the drivers of Oregon’s biggest challenges?  What are the most important cross-cutting strategies that we can pursue that will have a sustainable, life-changing effect on Oregon’s future in all three arenas – place, people and prosperity? 

· Outputs 

· Strategies
· The design team will determine how the results teams will be facilitated.  Again, an option is one-day “convening”.  The focus will be on systems tools and techniques and participants’ knowledge of evidence-based practices. (See footnote #4.)
· Patterns and themes from across all the convenings are identified to distill out cross-cutting strategies with the greatest potential impact
· Oregon Benchmarks 

· How will we know we have succeeded?  Results teams recommend high-level outcome measures of progress to replace modify or augment the current set of Oregon Benchmarks. 
· Experts from Oregon’s research community will identify similar measures from across all convenings and distill out cross-cutting measures.  Most importantly, they will focus on measuring the most important relationships between key benchmarks 

· The Plan Document, integrates outputs from the Take Stock and Re-think phases and introduces outputs for the Pulling Together and Staying Focused Phases (fall 2008).  The name of the document is yet undetermined.
Phase 3 - Pull Together – implementation - align and act (winter-spring 2009)
By the time we get to this stage of the process, many relationships will have been formed.  It may be logical for the Progress Board and the Steering Committee to recruit leading organizations to carry the banner for various parts of the new plan.
The partner engagement team will help local steering committees apply systems thinking and tools to various local efforts.  The team will also reach out to practitioners across the state to add their work and knowledge to an online partner database.  

The Progress Board will work to make the online partner database as user-friendly as possible to legislators, foundations and other philanthropists.  It should be useful to them when funding new initiatives and programs, especially if they encourage organizations seeking grants and government funding to register their goals, strategies, results and cost information as a part of the funding process.
· Outputs
· Champions for change – one champion per objective or cluster of objectives. Champions will be instrumental in the “pulling together” and “stay focused” phases
· Online communities organized around Oregon Benchmarks - The result should be an increasingly comprehensive system of data that will allow practitioners to learn from one another in a continually evolving community of learning and practice; and sponsors in both the private and public sectors to get a bird’s eye view of who is doing what, where and to what end, all in relationship to Oregon’s societal goals for place, people and prosperity 

· Online clearinghouse of systems thinking tools and techniques 
Phase 4 - Stay Focused on results (ongoing)
Thousands of partners across the state – government, not-for-profit, business and other non-governmental organizations – work every day to improve some aspect of Oregon’s quality of life. What are their goals, strategies and results? Biennial benchmark reports will continue to gauge Oregon’s progress at the societal level; the online partner database will allow visitors to drill-down from Oregon Shines goals and benchmarks to program results.

· Outputs

· Is Oregon Making Progress? - biennial snapshots of Oregon’s benchmark progress
· Online benchmark report generator, continuously updated
· Online county benchmark data products, continuously updated
· Partner results linked to Oregon Benchmarks via the online partner database
·  Partner awards and ceremonies based on best and/or most improved results in various benchmark categories

Oregonians get the job done


Governing Magazine - Winter 2029


According to the just-released 2029 Oregon Benchmark Report, Oregon has lifted itself out of mediocrity in education and work force development, arts participation, social services, public safety and sustainable, green development.  Its diverse population groups are no longer in the minority and have become a part of Oregon’s rich culture.  The economy is robust and per capita incomes in Oregon exceed the national average.  The population continues to grow, yet Oregon’s natural environment is one of the most environmentally clean and stunning in the union.  To top it all off, Oregonians give high marks to their state and local governments for trust and accountability.  


How do they do it?


Oregon’s Governor, the seventh to chair the Oregon Progress Board, says that “it is not rocket science.”  In 1989, 1997, 2009 and most recently in 2019, Oregonians objectively took stock of Oregon’s current and future challenges, re-thought how to most intelligently address them, pulled together as a community, and then stayed focused on the desired results year after year by measuring progress and adjusting where necessary.  


The Governor continued: “Collaboration is difficult and does not happen without conscious effort.  In our state, we use a societal-level, strategic visioning process to nudge it along.  It unites a diverse and unlikely coalition of businesses, foundations, governments and interested citizens around a high-level, cross-cutting vision for their state.”  


Because of this process, more partners point in the same direction. Over the years, increasing numbers of programs have joined a community of learning where they share their goals, strategies and results with each other in a spirit of learning and continuous improvement. 


Foundations and politicians encourage programs to participate in this online community and dip into its data-rich displays to help inform their funding decisions. Students at all levels use the same database for projects, and candidates and interested citizens have learned to use it at voting time.  The information inspires greater public dialogue on issues that matter to them.





Example of the need for systems thinking: Economic development in the form of new housing in chic downtown areas has pushed affordable housing 30 to 40 miles from several city cores.  This increases air pollution, road maintenance and travel time and expense to those who can least afford it.
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� HYPERLINK "http://www.pegasuscom.com/presencereview.html" ��The Deeper Dimensions of Transformational Change: A Call to Collective Inquiry and Action� by David I. Rome (From The Systems Thinker Newsletter, V15N5) – a book review excerpt


Presence: Human Purpose and the Field of the Future (Society for Organizational Learning, 2004) represents a further evolution of many of the themes presented in Peter Senge’s classic The Fifth Discipline and its sequels. Written by Senge, Claus Otto Scharmer, Joseph Jaworski, and Betty Sue Flowers, this latest book takes a fresh, daring, and deeply felt leap into a space that can only be described as spiritual. It challenges us to ask both as individuals and in our organizational lives: What are we here for? What do we really care about? How can we serve an emerging future for our planet that averts environmental degradation and species destruction—including our own? To meet this awesome challenge, the authors say we must recognize and overcome a huge blind spot, one that “concerns not the what and how—not what leaders do and how they do it—but the who, who we are and the inner place or source from which we operate, both individually and collectively.”





PLACE DATA: �Natural and Built Systems


Benchmarks for air, water, land, species, habitat and landscape; built: housing, transportation, infrastructure, urban planning and land use and development





PEOPLE DATA: �Human Systems


Benchmarks for education, civic engagement, social support (including health), and public safety





PROSPERITY DATA: �Economic Systems


Benchmarks for income, wages, jobs, economic diversity and vitality and economic climate





Figure 3 – Benchmark Relationships








Benchmark relationships – the overlapping areas


What is the impact of attracting new employers (benchmark #3) and jobs (benchmark #4) on agricultural land (benchmark #81) or air quality (benchmarks #75 and 76)?  Should we have a target and strategy for those benchmark relationships?








Current Vision 


A vital, prosperous Oregon that excels in all spheres of life


Current Goals


Quality jobs for all  (prosperity)


Engaged, caring and safe communities (people)


Healthy, sustainable surroundings (place)








On being a part of something larger than yourself





In a learning organization, leaders may start by pursuing their own vision, but as they learn to listen carefully to others’ visions they begin to see that their own personal vision is part of something larger.  This does not diminish any leader’s sense of responsibility for the vision – if anything, it deepens it.  “The willingness to abandon your paradigm,” says Simon, “comes from your stewardship for the vision.”


Being the steward of a vision shifts a leader’s relationship toward her or his personal vision.  It ceases to be a possession, as in “this is my vision,” and becomes a calling.   You are its as much as it is yours.  George Bernard Shaw expressed the relationship succinctly when he said:


This is the true joy in life, the being used for a purpose recognized by yourself as a mighty one…the being of a force of nature instead of a feverish little clod of ailments and grievances, complaining that the world will not devote itself to making you happy.





- Peter Senge, The Fifth Discipline, Doubleday, 1990, page 352














� Oregon’s � HYPERLINK "http://www.oregonpcf.org/" ��Partners for Children and Families� and the � HYPERLINK "http://www.oregonbusinessplan.org/" ��Oregon Business Plan� are two examples of collaborative efforts framed by one or more Oregon Benchmarks.


� Please see � HYPERLINK "http://benchmarks.oregon.org" ��http://benchmarks.oregon.org�, Partners and More.  This dynamic, new online Benchmark Report Generator provides a place for partners to link programs and documents to individual benchmarks.


� The � HYPERLINK "http://www.bostonindicators.org/IndicatorsProject/" ��Boston Indicators Project� has used a similar process for 10 years: half-day work sessions with about 30 select people representing a “diagonal cut” of stakeholders for each challenge area – stakeholders from different geographies, sectors, levels of government and types of programs. They address: What are the key challenges going forward? What are our key accomplishments in the last time period? What are other, perhaps not-so-positive, key events? Their experience has been that well-facilitated convenings such as these yield qualitative discussions that are a “rich, efficient and inexpensive” way to a systems focus and practical meaning of the numbers. A similar process rooted in the Boston Indicators Project experience can also be considered for the “Re-think” phase, where small groups ferret on the one or two most potent drivers of the key challenges and develop strategies and measures to address them.





Oregon Progress Board
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