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INTRODUCTION

All levels of government are under fiscal stress trying to meet greater 
demand for public assistance. This environment increases the mag-
nitude of risk from improper payments and other wasteful practices. 
To maximize resources and impact, federal, state, and local govern-
ments must work together on collaborative approaches to getting the 
right benefits to the right people at the right time. In 2010, Congress 
and the President enacted the Partnership Fund for Program Integrity 
Innovation (Partnership Fund) to develop and assess pilot projects that 
meet this goal; the U.S. Office of Management and Budget (OMB) 
administers the Partnership Fund’s $32.5 million appropriation autho-
rized through FY 2012.

Supported by specific appropriations language, OMB constructed a 
new and innovative collaborative process to identify, vet, and propose 
pilot projects. At the heart of the process is the Collaborative Forum, 
an organization outside government control that includes state and 
local government representatives, industry, associations that represent 
state and other interests, and the advocate community. With over 200 
members, the Collaborative Forum works diligently to explore best 
practices and new ideas for how to improve integrity, efficiency, and 
service delivery across a wide range of programs.

Program integrity is not the only focus of the Obama Administration’s 
efforts in this area. On February 28, 2011, President Obama issued 
a Presidential Memorandum to encourage agencies to work with 
state, local, and tribal governments, to look for ways that admin-
istrative requirements could be reduced to save money and deliver 
better results (see http://tinyurl.com/3qcvxm4). OMB issued imple-
menting guidance for this Presidential issuance in Memorandum 
M-11-21 on April 29, 2011 (see http://tinyurl.com/6e27tmp). Taken 
together, these policies demonstrate a significant commitment by the 
Administration to work across all levels of government using a strong 
collaborative approach as demonstrated by the Partnership Fund.

From these efforts, innovative ideas from key stakeholders have 
emerged that have the potential to improve services, increase effi-
ciency, and reduce cost, especially in program areas that cross agency 
or intergovernmental boundaries. To that end, the National Academy 
of Public Administration, the Partnership for Public Service and the 
IBM Center for The Business of Government worked with OMB to 
convene a Roundtable of leading federal, state, local and academic, 
and private sector experts for a discussion of concrete steps that can 
be taken to improve human service delivery and identify even more 
strategies for successful innovation. The Roundtable identified key 
areas where the Partnership Fund can look to develop new ideas for 
pilots. Moreover, the discussion pointed to longer term opportunities 
for expanding the goals of the Fund and Presidential Memorandum, 
including: 
•	 Enable cross-jurisdiction innovation. In the past, agencies and 

programs have focused resources on meeting legislative, regula-
tory, and administrative requirements and have had little incen-
tive to work across agency and program boundaries to achieve 
common goals. These often prescriptive requirements result in the 
establishment of duplicative infrastructure and program practices, 
wasting scarce resources and imposing unnecessary burdens 
on program administrators and recipients. Law and policy could 
explicitly encourage or require players across government to col-
laborate on innovative, less burdensome ways to achieve common 
goals. The recently enacted GPRA Modernization Act offers one 

http://tinyurl.com/3qcvxm4
http://tinyurl.com/6e27tmp
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such opportunity, as it has numerous explicit requirements to set 
government-wide goals, identify the multiple agencies that share 
the goal, and spur cross-agency collaboration. 

•	 Extend the Partnership Fund’s reach through stronger links to 
non-profits. Roundtable participants identified gaps in the capac-
ity of the Partnership Fund, including the ability to engage senior 
government leaders in establishing truly transformative cross-juris-
diction innovations. Building relationships with non-profit organiza-
tions that have strong ties to federal, state, and local actors can 
provide additional avenues through which to bring together diverse 
experts and leaders to undertake assessments and provide techni-
cal assistance.

•	 Expand the Partnership Fund model to other types of federal pro-
grams. Consistent with the Presidential Memo and OMB Guidance, 
the Partnership Fund’s collaborative model could be used in areas 
like workforce development, homeless services, or sustainable 
communities to incentivize joint pilot programs or identify barriers 
that could be eliminated to increase efficiency. Options for how the 
model could be institutionalized should be explored.

Perhaps more important, the Roundtable brought together a network 
of experts for the Administration and Congress to engage in a continu-
ing dialogue about how to innovate across programs to serve citizens 
with better outcomes at reduced cost and burden. These experts, 
with collective government experience across ideological and partisan 
divides, strongly endorsed the purpose and direction of the Partnership 
Fund, urged greater attention to move more rapidly, noting that “the 
perfect is the enemy of the good.” They have continued to provide 
important and ongoing perspectives that have opened the doors for 
further enhancements; this network of experts itself serves as an 
additional model to adapt in other settings where cross-boundary 
collaboration is imperative. 

Specific strategies that the Roundtable pointed to in furtherance of the 
Fund’s objectives focused on: 
•	 Designing pilot projects and building support for innovation

•	 Using incentives and technology to mitigate silos

•	 Building capacity to support innovation

Each strategy is discussed on the following pages.
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The Partnership Fund for Program Integrity 
Innovation 
The Partnership Fund for Program Integrity Innovation was enacted  
by Congress and the President to spur innovative approaches to strength-
ening program integrity, reducing improper payments, and improving 
in other program administration areas. OMB has implemented the 
Partnership Fund for Program Integrity Innovation through an inclusive 
and systematic approach to identifying, developing, reviewing, and 
selecting pilot projects for funding. OMB sought to build public awareness 
of and participation in the Partnership Fund through various mechanisms, 
such as a program website (http://www.partner4solutions.gov), webinars, 
and direct outreach to state and local stakeholders. The program web-
site describes the process for developing and funding projects. It allows 
the public to submit ideas directly. 

The centerpiece of the process OMB designed to administer the 
Partnership Fund for Program Integrity Innovation is the Collaborative 
Forum, an independent entity led by the states that includes partici-
pants from all 50 states, more than 10 federal agencies, and over 65 
other stakeholders including advocates, local agencies, foundations, 
and state associations, such as NGA, NASCIO, NASACT, and APHSA. 
Forum working groups develop and review pilot project concepts. Pilot 
projects recommended by the Forum are further refined by a federal 
agency steering committee before ultimately being proposed to OMB 
for funding. OMB selects pilot projects and transfers funding to lead 
federal agencies to implement and evaluate them. Successful pilots 
can serve as best-practice models. Also, evaluation results may also 
be used to inform future changes to the affected programs, including 
broader implementation of the innovations tested. 

High-Level Vision of Partnership Fund Impact  
on Delivery of Citizen Services 

Roundtable participants agreed on three basic elements of a 
vision that could inform the Fund and related future activities:

•	 Outcomes-focused programs: Responsible officials at all 
levels of Government should have more operational free-
dom to work across programs in defining and achieving 
outcomes demonstrated through strong evidence and data. 
This is consistent with the GPRA Modernization Act’s focus 
on outcomes. Aligning different stakeholders around com-
mon metrics serves as a powerful incentive to collaborate for 
shared results.

•	 Client-enabled service delivery: Clients should be provided 
with tools and information to increase their control over 
how they access services and measure performance. Clients 
should also be able to permit, at their option, shared use of 
personal information (e.g., social security number and income 
information) to deliver service successfully, in a manner con-
sistent with privacy law and policy. 

•	 Shared data and services across programs: Policies and 
business systems should provide for a more flexible but secure 
regime for sharing data and services across jurisdictions, 
thereby enabling greater efficiency and effectiveness in achiev-
ing outcomes and meeting client needs.

http://www.partner4solutions.gov
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The Partnership Fund systematically assesses potential pilot projects 
against a range of criteria, including return on investment, ability 
to implement and demonstrate results quickly, improved payment 
accuracy, administrative efficiency, and service delivery, and reduced 
access barriers for eligible beneficiaries. Summary descriptions of pilot 
projects submitted, under development, specific innovations being 
tested, and assessment criteria are available on the Collaborative 
Forum’s website at http://collaborativeforumonline.com. Anyone may 
register for free to become a member of the Forum and gain access to 
the site.

Expert Roundtable Provides Strategic Guidance
On March 3, 2011, the National Academy of Public Administration, the 
Partnership for Public Service and the IBM Center for The Business of 
Government convened a Roundtable of experts for a high-level discus-
sion of goals for improving human service delivery and strategies for 
successful innovation. Roundtable participants included leaders from 
state and local government, universities and non-profits, industry, and 
federal agencies. A list of Roundtable participants is presented on 
page 1. 

The Roundtable was intended to provide a strategic complement to 
the work of the Collaborative Forum, which is more tactically focused 
on solicitation, review, approval, and implementation of specific pro-
posals. Also, it provided the basis for engaging participants and their 
broader communities in an ongoing conversation about opportunities 
for innovation. 

Roundtable participants were asked to discuss:
•	 A high-level vision of what the future of human service delivery 

should look like

•	 Barriers to innovation needed to achieve this future state

•	 Strategies for overcoming these barriers

The major themes and ideas from this discussion are summarized in 
this report.

Strategy One: Designing Pilot Projects and 
Building Support for Innovation
Engage high-level leadership. The importance of high-level leadership 
to successful innovation was emphasized repeatedly. Innovation is not 
just a technical exercise, but requires effective communication and 
political support to sustain a vision of success, move away from risk-
averse and compliance-oriented organizational cultures, broker agree-
ment across jurisdictions, and marshal needed resources over time. 

Identify “quick wins.” The Partnership Fund should move forward 
with pilots as soon as possible in order to demonstrate progress, 
engage the interest of leadership and build support, and start gather-
ing experience and evidence to enable more ambitious future efforts. 
While the Partnership Fund has rightly favored pilot projects that 
require limited changes in law and policy to enable rapid implemen-
tation and evaluation, its pilots should also feature innovations that 
promise significant returns in the near term. Short-term returns in 
innovation are critical to cementing leadership support.

http://collaborativeforumonline.com
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Develop pilots with large potential impact and high visibility. In addi-
tion to feasibility and the promise of short-term returns, pilots should 
focus on large benefit programs and cross-cutting functional challenges 
(e.g., data sharing) that offer high potential impact to heighten vis-
ibility and sense of importance, thereby increasing leadership interest 
and broadening the base of support. An example is provided by a 
Partnership Fund pilot project that will assess state data for validating 
eligibility for the Earned Income Tax Credit. This project is centered on 
the potential for data sharing to enable large-scale savings by reduc-
ing a 25-percent payment error rate that amounts to $12 billion in 
improper payments annually. 

Identify opportunities to waive requirements systematically. State, 
local and tribal governments should avoid seeking waivers for 
individual program requirements. Instead, stakeholders should seek 
opportunities to waive requirements in a systematic way based on a 
strategy to enable cross-jurisdiction approaches to achieving mis-
sion outcomes. The Oregon Option was an early attempt to take such 
a systematic approach. The Presidential Memorandum and OMB’s 
Guidance on Administrative Flexibility offer opportunities for the 
systematic waiver of administrative and regulatory requirements. For 
example, programs may conduct a risk-based assessment of program 
requirements to distinguish those whose elimination would pose little 
risk to program integrity or other outcome achievement from those 
more critical to program success. 

Adapt and re-use existing innovations. The Partnership Fund should 
expand its focus to include the adaptation of existing innovations for 
potential application to different places and program areas. Doing so 
broadens the reach of innovation, increases efficiency, and leverages 
the relatively certain benefits of established practices. One potential 
candidate for adaptation and re-use is HHS Connect. 

STRATEGIES

Background on Oregon Option 

For several years, Oregon experimented with results-driven 
government based on “benchmarks,” standards that all levels of 
government can share in achieving, such as higher reading levels 
for children. In 1994, Oregon proposed to use these community-
developed benchmarks to turn the federal-state relationship 
upside down. The federal government said yes. On December 5, 
1994, Vice President Gore signed a memorandum of understand-
ing with the Governor and other officials to carry out the “Oregon 
Option.” Under the agreement—the first of its kind—federal, 
state, and local officials are working together to test service 
delivery based on the results that Oregon plans to achieve. The 
agreement stressed outcomes, not processes, and put faith in 
state and localities’ decisions ahead of rigid regulations that 
dictate how federal monies can be spent. The Oregon Option led 
to greater interagency cooperation and a series of federal waivers 
and flexibilities that the state used to leapfrog over bureaucratic 
barriers. Federal partners were the Departments of Housing and 
Urban Development, Health and Human Services, Agriculture, 
Labor, Commerce, Education, Justice, and Interior and the Office 
of Management and Budget. 
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Strategy Two: Using Incentives and Technology 
to Break Down Silos
Improve incentives for states. Given the right incentives, state and 
local actors could be a powerful force for identifying and implementing 
more efficient and effective ways of administering federal programs 
with or without major legal and policy changes. In so doing, the case 
for legal and policy changes would be sharpened as near-term progress 
is made. Currently, for example, states may not be able to keep savings 
derived from improvements in the administration of federal programs. 
Policies should be changed to enable states to keep savings derived 
from improvements in the administration of federal programs.

Support the development of flexible IT systems based on common 
standards. Many agency business processes run on outdated, pro-
prietary IT systems built around narrow programmatic requirements. 
These systems greatly constrain business process improvements and 
data sharing, and further isolate programmatic silos. Significant prog-
ress can be made on the margins through federal government support 
for the development of IT systems based on common standards and 
on the development of shared system solutions across states. In 
addition, there are opportunities to mitigate or bridge program silos 
through more targeted investments in IT-based solutions that build 
on the federal cloud-based initiatives. For instance, some states have 
implemented on-line integrated service portals that enable clients to 
access information and services from multiple programs at once, and 
in some cases apply for benefits as well. These portals, which bridge 
multiple, disparate legacy systems, facilitate client access and improve 
administrative efficiency. 

STRATEGIES

New York’s HHS Connect 

The City of New York provides a wide range of health and human 
services to a diverse and complex client population. Many New 
Yorkers qualify for and participate in multiple programs provided 
by different agencies. Currently, city agencies are limited in their 
ability to share data due to siloed technology systems. Clients 
experience these silos in many ways: redundant forms, the 
required submission of duplicate paperwork, and having to stand 
in multiple lines in multiple offices. Clients have difficulty access-
ing critical work supports, while city agencies lack access to cru-
cial client information that would allow for better service delivery.

Health and Human Services Connect (HHS-Connect) utilizes 
groundbreaking and innovative technologies to improve the city’s 
ability to serve its Health and Human Service clients while pro-
viding better customer service and online access. In the future, 
New Yorkers will only have to provide their information to the city 
once and subsequently it will be accessed and re-used by agen-
cies. Additional information will be collected on an as-needed 
basis, and will be included in a virtual integrated case file, which 
clients will be able access and update through an on-line portal. 
This will not only improve the lives of New Yorkers, it will also 
reduce the burden on caseworkers, enabling them to spend more 
time with clients and less time pushing paperwork and entering 
data into various state and city systems.
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Standardize data definitions. Programmatic silos both generate and 
are reinforced by incompatible data definitions, which limit efforts to 
leverage data available across programs. Significant progress toward 
data sharing and simplification could be made through targeted efforts 
to harmonize data definitions used for eligibility verification and report-
ing across programs. The Partnership Fund should build on existing 
data standardization efforts, for example by leveraging provisions in the 
President’s “flexibility” memo to drive targeted data standardization efforts 
in support of innovations allowing coordination across programs. Another 
good example is the Treasury Department’s Office of Financial Innovation 
and Transformation, whose mission is to reduce the federal government’s 
financial management footprint by simplifying and unifying government-
wide financial management transactions and data elements. 

Strategy Three: Building Capacity to Support 
Innovation
Develop appropriate standards of evidence. The Partnership Fund 
should work with OMB, CBO, and GAO to develop appropriate eviden-
tiary standards that do not unduly limit experimentation. OMB’s “tiers 
of evidence”* framework provides a basis for this conversation, and 
can help justify dynamic budget scoring that could credit one program 
with savings in another program and thus offer a powerful incentive 
for cross-program innovation. This would build on the use of the “tiers 
of evidence” framework in areas of innovation such as the nurse home 
visitation programs, which help and support vulnerable parents, and 
programs to reduce teen pregnancy. 

Enhance analytics. Innovation in human services delivery suffers from 
a lack of data and analytical tools (e.g., baseline data, effective measures 
of cost-effectiveness and cost avoidance). Roundtable participants 
identified three areas in which analytic capacity is lacking: 
•	 The validation of existing innovations

•	 The assessment of potential “prevention-oriented” innovation 

•	 The evaluation of a social impact model to determine the effective 
range of application to federal assistance programs

Improve capacity for coordination. Effective support for innovation in 
human services delivery requires an institution or institutions that can 
effectively engage and coordinate the efforts of diverse federal, state, 
and local programmatic and functional actors to identify, develop, 
validate, and support the implementation of innovative approaches 
to human services delivery. The Partnership Fund provides a model 
for this collaboration, but does not have the scope to support needed 
efforts. There should be an institutional mechanism at the national 
level capable of systematically supporting innovation over time. 

Engage authorizing and appropriations committees. The long term 
success of many of the innovations contemplated by the Partnership 
Fund and envisioned in the President’s memorandum will require the 
support of multiple committees that have overlapping jurisdiction. 
Garnering support across these committees will be critical to enable 
the “bundling” of funding sources and requirements to concentrate 
efforts on achieving common goals.

* For additional background on “tiers of evidence,” see article by Ron Haskins and Jon 
Baron (http://www.brookings.edu/articles/2011/04_obama_social_policy_haskins.aspx)

STRATEGIES

http://www.brookings.edu/articles/2011/04_obama_social_policy_haskins.aspx
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Roundtable participants acknowledged the vital role being played by 
the OMB Partnership Fund and Collaborative Forum in developing an 
inclusive, systematic process for identifying, developing, and support-
ing program innovation opportunities. For instance, the Collaborative 
Forum includes over 200 participants from all 50 states and is work-
ing to engage stakeholders across programs and levels of government 
through associations and consortia. 

Roundtable participants expressed hope that the Fund model could 
expand to collaborate with federal, state, and local stakeholders at the 
level necessary to develop truly transformative innovation initiatives—
especially given the Fund’s limited ability to provide support over the 
longer term given its time-limited nature. The Partnership Fund can be 
a catalyst to engage leadership in state legislatures and Congress, who 
have the perspective and authority to validate and build support for 
transformative innovations that span jurisdictions and involve signifi-
cant legal and policy changes. 

CONCLUDING THOUGHTS
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SPONSORING ORGANIZATIONS OF ROUNDTABLE

The IBM Center for The Business of Government
The IBM Center for The Business of Government connects public man-
agement research with practice. Since 1998, the Center has helped 
public sector executives improve the effectiveness of government with 
practical ideas and original thinking. 

The Center sponsors independent research by top minds in academe 
and the non-profit sector, and we create opportunities for dialogue 
on a broad range of public management topics. Since its creation 11 
years ago, it has awarded nearly 300 research stipends to leading 
public management researchers in the academic and non-profit com-
munities that have resulted in over 200 reports.

For additional information, contact:

Jonathan D. Breul
Executive Director
IBM Center for The Business of Government
600 14th Street, N.W. 
Second Floor  
Washington, D.C. 20005
(202) 551-9342
e-mail: businessofgovernment@us.ibm.com
website: www.businessofgovernment.org

The National Academy of Public Administration
The National Academy of Public Administration is a non-profit, 
independent coalition of top public management and organizational 
leaders that tackles the nation’s most critical and complex challenges. 
With a network of nearly 700 distinguished Fellows and an experi-
enced professional staff, the Academy is uniquely qualified and trusted 
across government to provide objective advice and practical solutions 
based on systematic research and expert analysis. Established in 
1967 and chartered by Congress, the Academy continues to make 
a positive impact by helping federal, state, local and foreign govern-
ments respond effectively to current circumstances and changing 
conditions.

Academy Fellows are elected by their peers based on their signifi-
cant contributions to and experience in the field of public leadership 
and management. The Fellowship includes some of our nation’s top 
leaders, policymakers and public managers in federal, state, local 
and foreign governments; distinguished scholars of public policy and 
administration; and talented business executives and labor leaders. 
They bring passion and commitment to our mission of improving 

mailto:businessofgovernment%40us.ibm.com?subject=
http://www.businessofgovernment.org
http://www.businessofgovernment.org
http://www.napawash.org
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government. Individually, they are experts and trusted thought leaders; 
collectively they are a national treasure.

For additional information, contact:

Dan G. Blair
President and Chief Executive Officer 
National Academy of Public Administration
900 Seventh Street, NW, Suite 600
Washington, DC 20001
(202) 204-3606
website: www.napawash.org 

The Partnership for Public Service
The Partnership for Public Service is a nonprofit, nonpartisan orga-
nization that works to revitalize our federal government by inspiring 
a new generation to serve and by transforming the way government 
works. The challenge of revitalizing government service is so large in 
scope that the Partnership cannot do it alone. We live by our name of 
Partnership—working with others whenever possible. 

Building, energizing and maintaining a high-quality workforce is the 
key to success for any organization—and the federal government is 
no exception. Our strategy for revitalizing public service is pursued 
through three strategic goals: securing the right talent, fueling innova-
tion and efficiency, and building public support for our nation’s civil 
service. 

For additional information, contact:

Max Stier
President and Chief Executive Officer
Partnership for Public Service
1100 New York Avenue NW
Suite 1090 East
Washington, DC 20005
(202) 775-9111, fax: (202) 775-8885
website: www.ourpublicservice.org

http://www.napawash.org
http://www.ourpublicservice.org
http://www.ourpublicservice.org
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