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I flew across 17 time zones and the international date line to talk to you 
today.  I have never been so far away from home!  Yet I find that no 
matter how long the distance, I find that people everywhere want the 
same thing. They want to pursue their passion.  They want to do what 
works.  They want to do what’s right.  I hope the ideas I present here 
today, rightly or wrongly, stimulate all those things for you!

You should know that I chose this template because of the joy in the 
children’s faces.  This is because one of the things I have learned in my
Oregon Shines journey  is that studying performance first (not last) 
enhances engagement, performance and yes, well-being and joy.

To find that high performance, my friend Dennis Sandow says to “follow 
the joy.”
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Success Factors for 
Creating a Better Tomorrow

• Shared Vision
• Shared Data
• Collaboration

Overview

I used to think that studying performance came last in the planning 
cycle, based on what I call the ol’ 1-2-3-4:  1) Where are we?  2) Where 
do we want to go?  3) How do we get there? And lastly: 4) How did we 
do?

In my mind, these three success factors replace that old paradigm.  The 
difference is in the focus on coordinated action around a shared vision, 
based on shared data and dialog to constantly generate learning about 
how collaboration happens and how to support it with tools that don’t 
stymie the freedom that people need to connect and perform.

I believe that if we don’t get this right, our plans will likely continue to get 
mixed and mediocre results at all altitudes. By “all altitudes” I mean that 
these success factors apply universally to societal, state, county, 
municipal AND organizational efforts.
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Success factor #1:
Shared Vision

This slide show, including the notes pages, are posted on 
the Progress Board’s web site on the “Slide Shows” page.

The first of success factor is shared vision. Shared vision can mean a 
lot of different things depending on the “altitude.”

• A team at Hewlett Packard corporation working on a particular 
inkjet quality issue may have a very specific assigned purpose. 

• A group of providers in a rural community working with troubled 
youth may be working on a shared outcome that is articulated in 
their local comprehensive plan for children and families.

• A state agency’s vision is even broader and may be inspired by 
its statutory mission.
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OregonOregon’’s shared vision is s shared vision is 
embodied in Oregon Shines.embodied in Oregon Shines.

Shared Vision

Oregon Shines is our state’s highest-altitude societal vision.  Oregon’s 
governor and legislature created Oregon Shines in 1989.  And then they 
created an independent Oregon Progress Board to make sure it didn’t 
just sit on the shelf.  

Our traditional approach is a textbook example of inclusivity - lots and 
lots of people are engaged in the process. Both Oregon Shines I and II  
relied on extensive input from expert stakeholders and from civic 
leaders and citizens across the state. 

The state plan was updated in 1997.  We are now getting ready to do 
Oregon Shines III to synch the plan to new and stark realities of the 21st

century. Oregon Shines III will conserve that tradition of inclusivity and 
engagement.
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A vital, prosperous Oregon that 
excels in all spheres of life.

Shared Vision

Oregon Shines has three goals.  They represent the “triple bottom line” for 
Oregon and are embodied in the Shines II vision, which is:
“A vital, prosperous Oregon that excels in all spheres of life.”

The three goals are:
Quality jobs for all Oregonians 
Engaged, caring and safe communities  
Healthy, sustainable surroundings 

We have always known that these three spheres are interdependent.  So 
the idea is to push all three of them up the hill at the same time.
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There are many Oregon 
Shines partners.
• Economic partners

– Oregon Business Plan
• Social partners

– Commission on Children and Families
• Environmental partners

– Oregon Invasive Species Council
• Community partners

– SeQuential Biofuels

Shared Vision

• Oregon Shines performs a valuable “headlights” function for the state.  
But it is not where the action is.  

• The action is where the partners are. Thousands across Oregon make it 
happen.  They are in the government, non-profit and business sectors.  
They are at federal, state and local levels.

• Nearly 20 years ago, the original Oregon Shines called for institutional 
partnerships – for partners to work across boundaries to achieve better 
results for Oregon.  Much progress was made in the past two decades, 
but in a sad and eerie way, we are still hearing those same partners talk 
about the need for even more systems thinking and collaboration.

• Part of the problem may be not fully understanding the inter-connected 
complexity of our world. One of the first things I learned in systems 
thinking 101 is that our actions can cause unintended consequences 
that are far removed in time, space and magnitude from the original 
action.  An example is the decision to use food crops like corn to create 
biofuel.  Look what that did!  Food prices have sky rocketed.
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“Systems Dynamic Modeling”

• It elicits knowledge of 
the system from the 
people in the system.

• It simulates the future 
and allows “what if”
scenario planning.

• It helps us see the system.
• It uses the same three 

spheres.

Shared Vision

A class of tools that can help partners understand complexity is systems 
dynamic modeling.  A specific form of this tool caught our eye for Oregon 
Shines III. 
Originally developed at MIT and offered by the non-profit Millennium Institute, the 
tool is perfect for collaborative mid to long range planning.

• It is based on the principles of systems thinking. 
• It uses the same three spheres as Oregon Shines.
• It elicits knowledge of the system from the people in the system.
• It simulates the future and allows “what if” scenario planning
• It helps to identify highest-leverage areas of action.
• It can be used at all levels to better understand the long-term and 

unanticipated consequences of actions and policies.
The Millennium Institute has used this tool for nearly 20 years in many developing 
countries and the U.S. and Canada.  

This model found, for example, that if Pakistan educated its girls, its men would 
live 20 years longer.  
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Success factor #2:
Shared Data

This slide show, including the notes pages, are posted on 
the Progress Board’s web site on the “Slide Shows” page.

The second success factor is shared data.

The Oregon Progress Board strives to keep Oregon Shines alive in the 
minds of Oregonians by reporting actual data on how we are doing as a 
state.  That’s where the Oregon Benchmarks come in.



Success Factors - Oregon Shines October 2008

Oregon Progress Board 9

9

91 Oregon Benchmarks track progress.
1. ECONOMY: Rural employment, trade, new business, job growth, professional services, economic 

diversification, research & development, venture capital, cost of doing business, regulatory burden, income, wages, 
income disparity, working poor, unemployment, exports, foreign language

2. EDUCATION: ready to learn, 3rd & 8th grade reading and math, CIM, dropouts, HS and college 
completion, adult literacy, computer/Internet usage, labor force skills training

3. CIVIC ENGAGEMENT: volunteering, voting, feeling of community, understanding taxes, taxes per 
income, public management quality, S&P bond rating, arts, libraries

4. SOCIAL SUPPORT: teen pregnancy, prenatal care, infant mortality, immunizations, HIV, smoking, 
premature death, perceived health status, child care slots and affordability, teen substance abuse, child abuse, 
elder abuse, alcohol and drug use while pregnant, poverty, health insurance, homelessness, child support, hunger, 
seniors living independently, working disabled, disabled living in poverty

5. PUBLIC SAFETY: overall crime, juvenile arrests, students carrying weapons, adult and juvenile 
recidivism, emergency preparedness

6. COMMUNITY DEVELOPMENT: traffic congestion, drinking water, commuting, vehicle miles 
traveled, road and bridge condition, home ownership, affordable housing

7. ENVIRONMENT: air quality, CO2 emissions, wetlands gain/loss, stream water quality, in-stream flow 
rights, agricultural lands, forest lands, timber harvest, municipal waste disposal, hazard substance cleanup, 
freshwater/marine/terrestrial species health, natural habitat, invasive species, state park acreage

Shared Data

91 Oregon Benchmarks track our societal progress toward the three 
goals of Oregon Shines. 

The most important thing to remember about the benchmarks is that 
they are about societal results, not efforts.  For example, we track 
crime rates – not prison beds; educational attainment – not students per 
classroom.

For obvious reasons, the board religiously safeguards the neutrality of 
benchmark data and its  benchmark products and services.  
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The benchmarks are organized 
by goal.

Shared Data

The seven benchmark categories are organized under the three goals 
of Oregon Shines II.

So under the jobs goal fall the economy and education  benchmarks.   
Benchmark #11, for example, is Oregon’s average per capita income as 
a percentage of the U.S.

Under the engaged, caring and safe communities goal are the civic 
engagement, social support and public safety benchmarks.  Benchmark 
#39, for example, is the teen pregnancy rate.

Under the environment goal are benchmarks for both the built and
natural environments.  Benchmark #75, air quality, is an example here.
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We release benchmark reports 
every two years.

Shared Data

We release benchmark performance reports every two years. It is like 
we send Oregon to the doctor’s office and benchmarks are the lab 
results.  We hold them up to Oregonians and ask, “Is this what you want 
to be?”

These are the benchmark performance reports that I was lead author on 
in years past.  They were packed with over 100 pages of black and 
white bar charts and analyses, national comparators and grades. 

Each one was in printed form only, which froze the data for two years.



Success Factors - Oregon Shines October 2008

Oregon Progress Board 12

12

The Progress Board finally 
joined the 21st century.

Shared Data

In 2007, with a tiny bit of money, a very talented E-gov intern created 
Oregon’s first-ever 24/7 online benchmark report generator.  

This allowed us to make the 2007 printed report a colorful and short 
“snapshot” of how Oregon is doing.  It pointed to all the detailed data 
and charts online at benchmarks.oregon.gov.

The online  benchmark report generator also allows drill-down to state 
agency performance metrics and is continually updated as new 
benchmark data points become available
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This is 
part of 
what 
you 
can 

create 
online.

This is just part of what you can generate online – benchmark data and 
targets, the bar chart, national comparators and the “grade” we give the 
state on whether it’s making progress against its own target.  

In the case of Teen Pregnancy, the grade was “Yes,” the state was 
making progress.  We collectively met our 2005 target (the yellow bars.)
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You can also get county data.

Shared Data

Local communities need local data.  So where we can, we break about 
30 of the 91 state benchmarks down to the county level. Anyone can 
click to get maps like this and other county tools.  

This map shows data for Oregon’s 36 counties on prenatal care.  Light 
blue is best and red is worst.  

Although I am sure they are not used enough, we have received 
enthusiastic testimonials on how county benchmark data helps local 
communities focus on shared vision and goals. 

Local and regional planning efforts often begin their environmental 
scans with benchmark data. Advocacy groups like the League of 
Women Voters also use Oregon Benchmarks in funding requests.
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Good government advances the benchmarks.

Agencies self-link their 
performance to pertinent 

Oregon Benchmarks.

EXAMPLE
Department of Energy self-links its 
fossil fuel measure to Benchmark 
#77, CO2 emissions.

Shared Data

Oregon Shines and the benchmarks are about all of Oregon, not just 
state government. Yet it is important to remember that state government 
is a huge player.  All the foundations in Oregon give less than three 
percent of state government expenditures.  Good government is 
therefore essential to Oregon’s benchmark progress.

At benchmarks.oregon.gov,  you can also drill down to government 
performance data linked to Oregon Benchmarks.  State agencies self-
link their Key Performance Measures to pertinent Oregon Benchmarks 
during the budget process.  
The example here is from the Department of Energy, which self-links its 
fossil fuel KPM to Benchmark #77, CO2 emissions.

15
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Common Data

You can even drill all the way down to the pages out of the Department 
of Energy’s Annual Performance Progress Report to see how the 
agency is doing on that key performance measure.
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Local communities, too!

Multiple benchmarks 
in multiple goal areas

Shared Data

So we have the benchmarks and we have state agencies linking to the  
benchmarks.  But much of the real action is in the trenches in local 
communities.
So we want to expand benchmark linkages to the work of local partners 
who are already engaged in advancing the benchmarks.
We know from a process called social action research that 
collaborative efforts in local communities impact multiple Oregon 
Benchmarks in multiple goal areas simultaneously.   This was confirmed 
in case studies done for the Oregon Shines III Business Plan.  For 
example, 

• A community college expanded its service area to two counties and 
its reach from 2,000 to 12,000 students.

• A non-profit organization turned a struggling rural community’s 
resource-based economy from that of timber to that of value-added 
wood products and land restoration.

• An innovative biofuel company that does not adversely affect  food 
supply opened the first ever biofuel station in the northwest.
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So is Oregon 
making 
progress?

Shared Data

So is Oregon making progress according to all this shared data? Every 
year we “grade” Oregon by answering yes, yes but, no or no, but to 
this question. 

These graphics from the 2007 Benchmark Report illustrate that while 
progress in many specific benchmark areas has been made, progress 
across families of benchmarks often remains illusive.  

We easily met our target for 3rd grade math, for example, but the adult 
education indicators pulled the overall education grade down to 
negative territory.
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Why the 
mixed 
results??

Shared Data

The high-level summary from that same report shows a drop in 
progress from previous reports for three of seven benchmark 
categories: education, social support and environment.  None of the 
benchmark categories improved overall from the previous report.

So despite all this work – two decades of plans, partnerships, plan 
updates, the linking of government work to the benchmarks, benchmark 
publications and a well-used online benchmark report generator -
Oregon’s actual results for overall well-being are still mixed.  

This is good in that at least we know where we stand.  But the resutls
are not good enough.  Why the mixed results?
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Seven expert partner 
panels came up with one 
consistent theme:

Oregon needs to 
invest in collaboration 
and systems thinking.

Collaboration

To set the stage for Oregon Shines III, the Progress Board completed 
an 18-month series of quarterly “partner panels” in all the benchmark 
categories.  Over 40 policy experts in and out of government were 
asked to tell the board what they thought the critical issues should be 
for Oregon Shines III. 

A common theme emerged from all panels:  Oregon needs to invest 
in collaboration, systems thinking and prevention. They said, for 
example, that:

• Oregon’s education, public safety and social support systems cannot 
be fixed independent of one another.

• A culture change is necessary across all sectors, as no single one 
has the solution.

• In order to reduce recidivism, released inmates need mental health 
and drug treatment, housing, and income.
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It’s not just a fish problem or water problem.
It’s interconnected!

ODFWODFW
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Collaboration

And here’s my favorite.  During the environmental partner panel, a 
beloved and dedicated public servant stated the obvious:  It’s not just a 
fish problem or water problem.  It’s interconnected!

You should know that in Oregon we have a separate agency for fish 
and wildlife, another for water resources and yet another for 
environmental quality.  

This is in addition to the Watershed Enhancement Board, the 
Department of Forestry and the Department of Land Conservation and 
Development – all of which impact fish.
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Success factor #3:
Collaboration

“The Nature of Social Collaboration,” Dennis Sandow and Anne Murray Allen, 
Reflections, Society for Organizational Learning, Volume 6, Number 2/3

The third success factor is collaboration – how work really gets done.
The next few slides are inspired by my work with Anne Murray Allen and Dennis 
Sandow and by their article in a 2005 issue of the Journal of the Society of 
Organizational Learning.

DENNIS’S TABLE EXERCISE (15 minutes)
1. Think of a significant achievement you have accomplished at work or in your 

family or community. Something that you are proud of.
2. Then take out a piece of paper and write down all the names of all people 

that helped you.
3. Pass the paper to the person on your right.
4. To the person on the right:  cross off two names at random and then pass it 

back.
5. Look at the people eliminated and imagine how the project would have gone 

without them.
6. How do you feel?
7. Take a few minutes to listen to each other about how this feels.
8. Ask for a few report-backs. 

Principle:  Relationships are the structure that drive behavior.
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Thought leaders in systems 
thinking and collaboration

Dennis Sandow

Anne Murray Allen

Peter Senge

Collaboration

I cannot go one bit further without acknowledging the paradigm-busting influence 
that these individuals have had on me and the design of Oregon Shines III.

Peter Senge, as many of you know, is a founding member of the Center for 
Organizational Learning at MIT's Sloan School of Management. He is the author of 
many powerful books including The Fifth Discipline. 

Anne Murray Allen served in executive roles at Hewlett Packard for 15 years.
Anne brought Dennis Sandow into HP to help boost performance.  Since 1987, 
Dennis has been perfecting his brand of Social Action Research.  Dennis works 
with Dr. Humberto Maturana, a Harvard-educated biologist from Chile who has 
shown that the natural order of humans is to connect in living social systems where 
everyone is accepted as legitimate, an aspect of love.

Here’s a quote from Dr. Senge:  “I will never forget that group of HP engineers and 
managers talking in the most matter of fact way about love – not as a romantic 
sentiment but as the most practical truth about what they knew to work in their work 
– by the end of that two days with Humberto Maturana.  Making it easier to manage 
by love than by fear will undoubtedly be a long-term, ongoing journey for us all – I 
suspect a defining journey of our time.” - Reflections, Volume 6, Number 23
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What is collaboration?

The social
coordination of 
action around a 
shared purpose 
(or vision or 
goal).

Collaboration

So what is collaboration?  Dennis and Anne define it as  the social
coordination of action around a shared purpose (or vision or goal).  
Emphasis on “social”
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Value is created in living, self-
organizing social systems.

• Industrial age dominated by physical
sciences

• Knowledge age dominated by biological
sciences

Humberto Maturana

Collaboration

Our institutions are still steeped in the 20th century, Industrial Age 
tradition of static, silo-defining organizational charts, which divide 
horizontally by specialty and vertically by authority.  A similar mindset is 
ingrained in many fields – medicine, sciences, economics and 
education – where information and analysis is chunked up so we can 
get our heads around it. We have become so specialized that it is hard 
to remember and to function as if we are part of that greater, 
interconnected whole.
The Knowledge Age is ushering in an anecdote by focusing on the 
biology of natural, living systems. Humberto Maturana has shown that 
intelligent action is created in social systems where all the 
members of a network accept everyone else as legitimate
(Maturana and Bunnell, 1998).  This legitimacy, or the mutual 
acceptance of one by another, is our natural social order.  Org charts 
are not!
Through years of research in corporate and community settings, Anne 
and Dennis conclude that value is almost always created in dynamic, 
self-organizing social systems where knowledge is constantly 
created by doing or coordinated action.
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Social systems are self-organizing 
and constantly changing.

• People self-organize by circulating in social 
systems to maximize their performance.

• Social systems function without overhead, 
outside coordination, or change efforts to tell 
them what to do.

• Social systems optimize performance 
because everyone values everyone else’s 
contributions.

Collaboration

Social networks are self-organizing and constantly changing.

• People self-organize by circulating in social systems to maximize 
their performance.

• Social systems function without overhead, outside coordination, or 
change efforts to tell them what to do.

• Social systems optimize performance because everyone values 
everyone else’s contributions.

We can nurture the social systems by following a few basic principles.
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Listening to learn

• Performance improvement is 
proportional to the flow of knowledge that 
flows through social systems.

• Listening is the key to 
accessing that knowledge.

Collaboration

Performance is proportional to the flow of knowledge that flows through 
social systems. “Listening to learn” is the key to accessing the flow of 
that knowledge. 

As we become more curious and interested in learning more, we learn 
to listen better.  This increases mutual trust and respect, resulting in an 
added and not insignificant benefit – the expansion of social well-being.  

Why is this? Because we all like to be heard, recognized and accepted 
by others for our contribution.
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Understanding, Trusting and 
Learning

Collaboration

• People need to understand 
that you understand them.

• Learning from others is a 
privilege.  Trust conserves 
that privilege.  

• When a group loses trust, it 
also loses the privilege to 
learn.

The consequence of listening to learn (and learning to listen) is that at 
some point in time, the group understands that you understand them. 
When the group feels understood, it lets you in. Conversations become 
deeper and generate more knowledge.  

Generating knowledge, though, is not a given.  A group cannot force an 
individual to share knowledge.  Learning from others is a privilege and 
trust conserves that privilege. 

When a group loses trust, it also loses the privilege to learn and the 
capacity to generate new knowledge.  Think about it.  How open would 
you be to sharing what you know with a groupthat you don’t trust?
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Social Action Research

Collaboration

• Conserves and expands performance 
and well-being in human communities.

• By creating:
– Knowledge about how work happens, 

which generates an
– Understanding of how performance occurs 

in social systems, leading to
– Action by leaders to improve performance

You and I can listen to learn in our own work and community settings.  
We can individually build trust and get better and better at collaborating 
with those around us who are aligned to a common goal or vision.

But Social Action Research takes it a step further.  It applies qualitative 
research methods to simultaneously understand and enhance 
performance and well-being in human communities, corporate and 
otherwise.  It is built into the design of Oregon Shines III as a way to 
honor, conserve and expand those benchmark-related 
accomplishments already on the ground in local communities across 
Oregon. 

Dennis says that social action research creates three things:
• Knowledge about how work happens, which generates an
• Understanding of how performance occurs in social systems, 

leading to
• Action by leaders to improve performance
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Social Action Research – Steps

Collaboration

1. Open-ended interviews
2. Social network mapping
3. Learning dialogs

Dennis Sandow

I’d like to share with you the basic steps social action research. When Dennis does this in 
the field, it is amazing to see the level of enthusiasm and energy that it generates:
Step 1 is open-ended interviews.  The questions have an unabashedly dual purpose:  
1) to learn how work happens and 2) to reward interviewees with recognition and respect.  
This is critical, because this recognition is what conserves and expands productivity and 
well-being. The interview requires deep listening and disciplined note-taking. The process 
continues until no new individuals are mentioned. All notes are sent back to the 
interviewees for validation.  Once validated, they are read and re-read for patterns and 
common themes.
Step 2, social network mapping, is about seeing the relationships between named 
individuals in the interview.  This is because social networks, not individuals are the 
engine of productivity.  This step involves drawing the real “org” chart of how work 
happens.  Most often, the map bears no resemblance to the official org chart.  It spans 
divisions and seeps outside to partners in totally different  organizations and industry 
sectors.
Step 3, learning dialogs, allows leaders to become more aware of social networks that 
are the engine of productivity and of approaches that can support them.  Most 
management practices today are developed for silos.  And guess what?  Results don’t 
happen in silos!
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Expanding educational services

• Rogue Community 
College expanded 
educational services 
to Jackson County 
students

ECONOMY BENCHMARKS
#1 Employment In Rural Oregon 
#3 New Employers
#9 Cost Of Doing Business
#12 Pay Per Worker
#14 Workers Above Poverty
#15 Unemployment
EDUCATION BENCHMARKS
#20 8th Grade Reading And Math
#22 High School Dropout Rate
#23 High School Completion
#24 Some College Completion
#25 Postsecondary Credentials
#26 College Completion
#27 Adult Literacy
#28 Computer/Internet Usage
#29 Labor Force Skills Training
SOCIAL SUPPORT BENCHMARKS
#49 Positive Youth Development
#54 Poverty

Case study #1

Collaboration

Oregon Shines III is based in part on the assumption that local 
communities can engage by offering valuable experience to others in 
advancing the benchmarks. We decided to test that assumption with a 
few case studies using Dennis method of social action research.

Here’s case study #1 - Rogue Community College, after 12 years of 
community collaboration and legislative work, was able to expand
educational services to two counties, not just one.  The number of 
students exploded from 2,000  to 12,000.

This project impacts six economy benchmarks, nine education 
benchmarks and two benchmarks in social support.  I would also wager 
it impacts public safety (crime) benchmarks, even though that is not 
listed here by the researcher.
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Transforming a timber-based economy

• Wallowa Resources 
is transforming that 
area’s natural 
resource extraction 
economy

OREGON BENCHMRAKS
#1 Employment In Rural Oregon
#3 New Employers
#6 Economic Diversification
#7 Research And Development
#8 Venture Capital Investments
#9 Cost Of Doing Business
#11 Per Capita Income
#12 Pay Per Worker
#14 Workers Above Poverty
#15 Unemployment
#29 Labor Force Skills Training
#32 Feeling Of Community
#49 Positive Youth Development
#54 Poverty
#72 Road Condition
#78 Wetlands
#79 Stream Water Quality
#82 Forest Land
#83 Timber Harvest
#86 Freshwater Species
#88 Terrestrial Species
#89 Natural Habitats
#90 Invasive Species

Case study #2 

Collaboration

Here’s case study #2.  Wallowa Resources is in the far northeast corner 
of Oregon in a heavily forested and beautiful mountain area.  In the 
1980s and prior, like much of rural Oregon, this area’s economy was 
largely driven by the timber industry.  

Wallowa Resources now works to transform that economy to one based 
on restoration, entrepreneurship, and land management. 

It impacts a total of 23 Oregon Benchmarks in economy, education, 
social support, community development and the natural environment.
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Turning cooking oil into fuel

ECONOMY BENCHMARKS
#1 Employment In Rural Oregon
#6 Economic Diversification
#8 Venture Capital Investments
CIVIC ENGAGEMENT BENCHMARKS
#30 Volunteering
#32 Feeling Of Community
ENVIRONMENTAL BENCHMARKS
#76 Air Quality – New Science
#77 Carbon Dioxide Emissions
#81 Agricultural Lands

• SeQuential Biofuels turns cooking oil to 
locally consumed energy.

See Section 9 for a case study on converting cooking oil waste to 
biodiesel fuel.  Case study #3 

Collaboration

Finally, Sequential Biofuels demonstrates an Oregon innovation in 
creating and consuming locally generated biofuels without adversely 
affecting food supply.  It turns cooking oil into energy.

The SeQuential project impacts eight Oregon Benchmarks in economy, 
civic engagement and the natural environment.
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Common among all case studies

• They improve life in their communities.
• They use metrics to improve performance.
• They impact multiple Oregon Benchmarks.
• They involve collaboration across all 

sectors.

Collaboration

As different as these case studies are in subject and location, they 
reveal some commonalities:

• They improve life in their local communities.
• They use metrics to improve performance.
• They impact multiple Oregon Benchmarks in a whole system way.
• They involve collaboration across private, governmental, 

educational and not-for-profit organizations.

To me, this represents a new way to engage communities.  Don’t just 
ask them what’s wrong.  Find out what’s right.  Look for the successes 
to conserve and expand.  Dennis would say, “follow the joy.”
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Consequences of not 
understanding performance

Collaboration

• Huge costs of unwittingly messing with  
productive social systems operating 
under the radar of traditional
management

– Loss of individual and 
social well-being

– Work place stress
with all its consequences.

Stop and think about it.  If performance really does occur in informal, 
constantly changing social systems or networks, and not in those in 
traditional silos, what are the consequences of not understanding this?

Think of an organization, community, business or otherwise, that has 
undergone a “re-org”.  What happened to those social systems?

There are huge costs of unwittingly messing with highly productive 
social systems that operate under the radar of traditional planning and 
management methods.  This can include loss of individual and social 
well-being.  This in turn results in work place stress with all of its 
unpleasant and harmful consequences.
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Putting it all 
together – “The 
Accomplishment 
Model”

“A Guide to Using the Accomplishment Model,” by Dennis Sandow 

This is the last topic that I am going to share with you today, but to me it 
is extremely important.  It embodies the principles of collaboration 
already mentioned – listening, understanding, trusting and learning.  
And it ties together the three success factors of having a shared vision, 
shared data and collaboration. 

In my mind, the Accomplishment Model can be applied in many different 
settings, as long as there is a common vision or purpose shared by a 
group of people.
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Collaboration
The Accomplishment ModelThe Accomplishment Model

An integrated 
planning, 
performance
improvement and 
collaboration tool 
for optimizing 
performance and 
well-being

The Accomplishment Model is another Dennis invention.  It is an 
integrated planning, performance improvement and collaboration tool 
for optimizing results and well-being.  It is designed to support the 
horizontal social networks as apposed to the vertical silo.  It is a 
knowledge and information management strategy that is based on the 
social nature of high performance and knowledge creation.

For all these reasons, I see the Accomplishment Model as a perfect tool 
to aid in community collaborations and engagement opportunities. It is 
like a logic model on its side, developed specifically for diverse and 
dynamic groups of people who are working outside of their normal silo 
boundaries to achieve a common purpose.

By the way, a great example of performance improvement in social
systems is a typical sporting event.  On the field, teams self-organize to 
win.  They are collaborative with horizontal connections and they base 
their actions on data.  
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Step 1:  Create shared purpose

Collaboration

Employ 
people with 
disabilities

The Accomplishment ModelThe Accomplishment Model

Here’s how it works.  The first step is creating a shared purpose.  
This step uses qualitative research methods, similar to what I just 
described.  They include:

1. Open-ended interviews with key people using questions such as  
‘What has been accomplished in last six months?” and “What 
needs to be accomplished going forward?” The interviewer 
honors the accomplishments (a critical part) and allows the 
interviewee to share knowledge freely without interruption or 
direction.  The interviewer takes careful notes.  

2. The interviewer send notes to the interviewee for validation.
3. The interviewer reads notes for patterns and themes.
4. Finally, interviewers send identified patterns and themes to 

interviewees for final validation.
In the 1970’s, Dennis created a non-profit business that employed 
people with severe developmental disabilities in the field of electronic 
assembly. The board of Dynatron created this purpose for the business 
effort:  “Employ people with disabilities.”
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Step 2:  Construct accomplishment tree

Collaboration
The Accomplishment ModelThe Accomplishment Model

Employ 
people 
with 
disabilities

Get work

Keep work

Train 
workforce

Support social 
integration

ID contracts

Bid on contracts

Procure contracts

Meet schedules

Improve quality

Decrease costs

Analysis tasks

Allocate training $$

Study training data

ID community resources

ID leisure interest

Map social relations

Step 2 is about constructing an Accomplishment Tree. This is 
usually done in a collaborative half-day meeting.  During that meeting a 
couple of things need to happen.

1. The conversation must shift from behavior (e.g. take the bus) to
accomplishment (e.g. arrive at work). This frees people to behave 
(self-organize) as they need to in order to accomplish something of 
value.

2. Construct the accomplishment tree. 
• Strategies:  What must we accomplish to achieve our 

purpose?” Reality check:  “If we achieve these strategies, will 
we accomplish our purpose?”

• Tactics:  “What must we accomplish to achieve our 
strategies?” Same reality check

• Tasks, the next level of specificity, cannot be planned.  Tasks 
evolve through daily coordination of action within social 
systems.

Continuing the Dynatron example, the four strategies to employ people 
with disabilities were identified as: get work, keep work, train workforce 
and support social integration.
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Step 3:  Performance management

Collaboration
The Accomplishment ModelThe Accomplishment Model

Employ 
people 
with 
disabilities

Get work

Keep work

Train 
workforce

Support social 
integration

ID contracts

Bid on contracts

Procure contracts

Meet schedules

Improve quality

Decrease costs

Analysis tasks

Allocate training $$

Study training data

ID community resources

ID leisure interest

Map social relations

Monthly wage

Hours of production

Repeat purchasers

% time working independently

Hours in community relations

# Contracts

# Bids

# Procurements

% On time

% Yield

Costs

% Tasks analyzed

Training hrs

Learning curve

Amount identified

Interests identifie

Social network

The final step is about managing performance. It creates a 
performance measure for the purpose and for each strategy and 
tactic.  It then uses the data in group dialogs to strategically focus 
energy and coordinate tasks.  There are a couple of important 
principles:

Data must be:
• Actionable – leads to coordination of action
• Relevant – to the purpose, strategy or tactic
• Timely – shorter cycles are best for daily team learning
• Accessible - posted for all to see 

Ideally, short daily meetings follow the levels of the accomplishment 
tree to celebrate accomplishments and strategically identify tasks for 
improving performance the following day. Facilitation should be rotated 
and shared by everyone as everyone is accepted as legitimate by 
everyone else.
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Where two or more are 
working together…
• They need those critical success factors: 

a shared vision, shared data and 
collaboration.

• Social action research can expand 
productivity and social well-being by 
learning and legitimizing all involved.

• The Accomplishment Model can help get 
things done.  It is not rocket science!

I’d like to offer these take-aways from today’s talk:  

• Wherever you have two or more people working together, their 
progress will be enhanced by having a shared vision, shared data
and the ability and willingness to collaborate.

• Social action research can expand collaboration, productivity and 
social well-being by understanding how work happens and 
legitimizing all involved.

• The Accomplishment Model is a collaborative, data-based tool to 
help teams get things done and feel great about it, too.

Stay tuned for Oregon Shines III.  Although it may not get fully funded, 
the principles of systems thinking and collaboration will not go away.  
Our future depends on them!
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Questions?

This slide show, including the notes pages, are posted on 
the Progress Board’s web site on the “Slide Shows” page.

This slide show, including the notes pages, are posted on the 
Progress Board’s web site on the “Slide Shows” page.
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Thank you!
Rita Conrad
Executive Director
Oregon Progress board
Rita.R.Conrad@state.or.us

www.oregon.gov/DAS/OPB

Dennis Sandow
dsandow@earthlink.net

Anne Murray Allen
amallen@peak.org


