












WorkforceGPS

Voices of Experience:  Andrew

Andrew Picard, chief programs officer, San Diego Workforce Partnership























Transcript by
Noble Transcription Services
Menifee, CA



As a workforce development board, pay for performance models and what we call outcomes-based funding models are one of our core strategic pillars as an organization. Like most workforce development boards, we have limited resources and the funding that we receive from the Department of Labor doesn't meet the total demand of the unemployed individuals in our region who need our services. So as we try and invest our money wisely, we would like to focus more of our funding and funding the outcomes, funding our job seekers and our businesses success, and shifting away from cost reimbursement contracting.

So as the Workforce Development Board for the San Diego County region, we were really excited to be one of the first boards in the nation to pilot a pay for performance contract. The focus of our project was on WIOA youth and youth specifically, who had been involved in the criminal justice system. And some of the benefits we saw as we were pursuing this endeavor was that we could look at investing our money in the long-term success and self-sufficiency of our customers.

And what we mean by that is looking at not just WIOA performance metrics that happened within the program here, but how could we invest and create bonus and payment structures around performance in addition to WIOA performance? And what I mean by that is measuring things like a reduction in recidivism or reduction in dependence on supportive housing. Those are things that we wanted to track outside of the regular program year to see if our program was really having a long-term impact. 

And in addition to looking at performance in a different way, what we really wanted to do for our funded partners and our subrecipients of our WIOA grants was incentivize performance on serving our most vulnerable populations. We all know that WIOA requires us to serve customers universally and serve anyone who may be eligible for our programs. But we saw pay for performance really as a mechanism to ensure that we could reward and create incentives for our funded partners to serve those with the highest barriers to employment. That's why our project focused on justice-involved youth and it's where we hope to grow pay for performance in the future is in serving, those with the highest barriers to employment are those we'd call our most vulnerable populations. 

Board Support

As we first started to pursue pay for performance and start our feasibility studies, we had a lot of momentum from our board members. Our board members are really keen for us to explore new innovative models like pay for performance. And in fact, when we looked at the TEGL that recently came out on the 10 percent limit, I had board members saying, you know, when can we go to 100 percent? We'd like to convert all of our funding to 100 percent.

But in the early stages of our pilot project and exploring pay for performance, one of the biggest hopes for us was a small innovation grant from the state that awarded us some funding to bring in a partner -- Third Sector was the organization's name -- who really helped us with the contracting, the feasibility; setting up how we would evaluate this. Their legal expertise and their expertise of government regulation really helped guide us to set this up in a successful way.

Lessons Learned 

In lessons learned in implementing the pay for performance guidance at the time, there was very little guidance, there was not a TEGL out. And so one of the lessons learned was how do we monitor pay for performance contracts? So for other workforce development boards like us who are wanting to pursue this, I would work closely with your state workforce development board or state administrative agency and let them know what you're working on. Send them your contracts in advance and and talk about how will these contracts be monitored. We're all used to being audited in a cost reimbursement world. But as we start to shift to more pay for performance, I think working very closely with your state entities will help you implement this at the local level.

Some other lessons learned for us. Most of our subrecipients and funded partners that we invest our WIOA funding in are small community-based organizations, small nonprofits that are deeply ingrained in the work that they're doing and serving the community. And so one of the upfront challenges and lessons learned was looking at doing what we call a hybrid model of pay for performance, between fixed price and pay for performance. And I say hybrid because if you are a small nonprofit, cash flow is an important thing for you. You may not be able to wait till quarter one, quarter two, quarter three ends and your evaluation comes back and see the success outcomes.

Small community organizations have to keep the lights on at the end of the day. So what we did was set up a fixed price for near-term metrics like enrollments or monthly reporting. Those are metrics that could be reported with some frequency and allow us to get some cash flow out the door so that our providers weren't waiting a long time to receive payments.

You know, the other thing I'll say generally, as far as lessons learned that I think  is a true value-add for us is when you're working with pay for performance, you want to listen to your providers who have that contract and keep a feedback loop open, what's working, what's not working, and really consider it a iterative process, something that you can improve upon. And it really lets you hear from your providers. What are the day to day challenges that they're facing in reaching the community and delivering services and lets us structure a contract that enables them to see success.

Suggestions for Others

My advice is similar to the lessons learned. But if other local workforce boards are wanting to pursue pay for performance as a strategy, my advice would be to start small. Start with a trusted, funded partner who, you know, is performing WIOA work successfully already, and look at ways that you could push them to meet those outcomes. For us, looking at pay for performance for success was how do we serve our most vulnerable populations? How do we use pay for performance to enhance our work and reaching our most vulnerable populations in those populations at the highest barriers to employment. So areas we pursued that were in of in justice-involved youth, but we're also looking at exploring that with foster-care youth, individuals with disabilities, individuals who are part of the TANF system.

The other advice I would give to local workforce boards is take a lot of time when you're setting up your feasibility study, when you're setting up this contract model, get a third party to evaluate your process. This is something very hard for most boards to do internally.

Also, whether it's your board or your state entity or your administrative entity who's overseeing your WIOA funding, let them know upfront what you're doing. Send them drafts of your contract language. We created a lot of PowerPoint presentations, a lot of draft plans that we shared with stakeholders to get their buy-in, get that consensus and collaborate to make sure before we launched, we were going to meet any monitoring and auditing requirements and meet the expectations of our stakeholders.

Final Thoughts 

My concluding thoughts as we are excited to continue our work in pay for performance, like I said at the beginning, shifting our contracting outcomes-based funding as one of our core pillars and is ingrained in our five-year plan as a local workforce development board. The final thoughts I'd like to share are really focusing on the spirit of what pay for performance is. It's allowing that funded partner the flexibility to do the work and rewarding them for successful positive impact in their community. 

And so as we grow this strategy, I think looking at how can we be more flexible, not just capping it at 10 percent or not only focusing on pay for performance on how training dollars are spent, but really our entire service delivery strategy, I think can be moved to pay for performance. So I hope we continue to grow in that direction.
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