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Seema

So really, what intrigued us about the pay for performance model, we as the Virginia CareerWorks northern board, we are the largest workforce area by population in Virginia and we were just wanting to do work a little bit differently. We have looked at the population of those young adults that were justice-involved and in foster care in our region. Based on the population that we had actually enrolled in our program, we only have five to seven percent of our entire WIOA young adult population that met those population criteria. 

So we really wanted to see how can we increase the percentage of those individuals in our program and wanting to just do our work a bit differently. So we felt like pay for performance was an innovative strategy and incentive to be creative and to really look at how can we use that as a vehicle to have our youth operator increase the numbers of justice-involved and young adult individuals in the foster care program increase that population in our WIOA young adult program.

Benefits of Pay for Performance

So the first benefit that we immediately saw was just the increase in engagement and partnerships and relationships with community organizations, with justice agencies and other groups that we had created a referral working group partner group with. And they immediately were on board, And we're engaging with us and we really established very strong relationships with these organizations that have continued to this day. So that was an immediate benefit that we saw out of this that has has definitely helped us in many ways for our youth program. 

Secondly, we saw an increase in the numbers of individuals that were just as involved in foster care, young adults in the program. We went from roughly five to seven percent of those young adults in our program to now over 30 percent. So we were seeing tangible benefits coming out of the pay for performance program that immediately resulted in an increase in enrollments and of those individuals in our WIOA Youth Program and our youth operator really rose to the challenge. We worked with them throughout this whole process. They were on board from the beginning with using pay for performance as a contracting vehicle to increase those numbers in our program. And they were on board and they really -- they really did perform. And so that was a really great outcome that we saw that our youth operator actually did what we had wanted and through pay for performance, really did increase those numbers in the Northern Virginia youth program. 

And then lastly, really, this was an opportunity for state officials to see how the local areas really were able to think creatively and implement an innovative approach that affected change and program outcomes. And in service delivery, I think many times local workforce boards don't have the opportunity to really show how they can think creatively and out of the box. And this really gave us an opportunity to highlight that and to showcase how by using pay for performance, we really increased the numbers of young adults in our program that were some of the hardest-to-serve populations. They have multiple barriers to employment and we were helping them to actually achieve their employment and training goals, which was very important for us. Our WIOA youth operator was part of the process along the way. 

When we were originally embarking on the pay for performance effort, we had a conversation with them and said this was the direction that we were thinking to go and they were on board with it and really were part of the feasibility stage with us as we work to set up the contract and to set up the goals. I mean, ultimately, our board was really the one to make the decision in terms of setting the bonus payments and the outcomes that we wanted to achieve. But we had conversations all along the way with our youth program operator because we know we can only be successful if they're fully on board with the project as well. And so luckily, our youth operator was very open to this and worked with us, as I said all along the way, in putting this together. And so that was one of the key reasons why I think our pay for performance project was successful; because without that buy-in we would not have been able to, I think, achieve the success that we did.

Lessons Learned

So I think we learned quite a few lessons through implementing a pay for performance project. The first was that it really does take time to implement it. We went through a 12-month feasibility stage where we were collecting data and pulling information, talking to our partners and then ultimately putting together the contract and the bonus payments structure. So that all took about 12 months to actually put that together. 

And then it wasn't for another six months that we actually even initiated a bonus payment. So it does take time for that to be fully implemented. So I think that's something just going into it. A workforce board would have to recognize the time involved in putting a pay for performance project together. It was a team effort and putting it together and ultimately making it successful. So again, having those strong partnerships and relationships was key for us as well. 

And then just looking at pay for performance itself, it offers a catalyst, an incentive that aren't readily available through traditional way reimbursement, through that reimbursement model that we saw, that this was really creating change for us in our region and something that we wanted to ensure that we that we continue and that we look at other strategies for employing pay for performance across our region. So we worked with the state of Virginia quite closely. The Commonwealth of Virginia was really took the lead in putting together in our monthly financial reports that we submit to them. They added a line for no-year funding to allow workforce boards in Virginia to implement pay for performance projects. And that was not something that necessarily other states had already included in these financial reports that the workforce boards have to fill out. So that was key for us in launching our pay for performance project. 

The fact that we had the ability to report that we were setting aside no-year funds for a pay for performance project, that was a hurdle that Virginia made it very easy for us to overcome. And so that that was key to us even launching our pay for performance project. They were very supportive of our efforts along the way. We were the first in Virginia to even launch a pay for performance. So I think part of it was just seeing how how it worked for us. And but the ability to record those funds as no year funds was key in us even being able to implement it. So we were very fortunate that Virginia took a leadership role in this and offered us the ability to do that very soon into the new WIOA legislation being passed. 

Considerations & Reflections

I think the advice that we would give to any local workforce area, considering a pay for performance contract, is to first coordinate closely with your state officials having their buy in. And their guidance on this is key in order to make your pay for performance project successful. The other is to work closely with your with either One-Stop operator or service provider that would actually be delivering the services for your pay for performance project. We had the buy-in of our operator and that was huge. A lot of operators might say, well, what's in this for me? And you really have to explain the benefits to them of pay for performance and the just the increase in effectiveness of our programs, which everybody that's all of our goals. And so that was key to the success of our project. And then also to think big and long term, there were no real outcomes or changes that necessarily happened immediately. It took time for them to happen. But the benefits that we've seen downstream as far as the increase in enrollments and individuals now that we had enrolled, that, you know, we're just as involved our foster care that are now achieving their employment and education goals. We're starting to see those benefits now. And so it has taken time for that to happen. But ultimately, it's worth it down the road as you'll be able to see those benefits transpire. 

And the fact that you've been able to do something creative and innovative that will ultimately impact your region. Being the benefit of a pay for performance project has been a really great learning experience for us and something that we're hoping to do across multiple projects and looking at more, whether it's paper performance contracting or other benefits and outcome contracting based models that we can implement across programs that will ultimately help us to serve customers better within our region and impact our reach and impact our regional economy. But I hope more do participate in pay for performance. I think it's a very good opportunity for us to just go beyond traditional contracting models and put our operators more on the line for giving us better outcomes on our programs and making better use of taxpayer dollars and achieving higher outcomes.
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