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Introduction
Fostering a Results Orientation for Your Agency
The agency's mission statement is the first place to find out what the agency expects its results to be.
Considering the agency's mission statement will identify its purpose: why the agency is in business.
Then, to accomplish its mission, the agency may plan and implement many different strategies: such
as, offering a range of services or having a single focus. To understand how well the mission is
being met, data must be collected, analyzed and turned into information. One way to understand
the agency's purpose, its activities and its results is through the performance management system
known to the Community Action network as Results Oriented Management and Accountability
(ROMA).
Very often when we think of ROMA, we focus on the "management" and "accountability" portions
of this term. Collection and aggregation of data about the quantity and quality of service provided
by the agency, and about costs associated with the delivery of the services, produces one set of
"facts" related to the outputs of the agency.
The discussion about the management of programs and services delivered by Community Action
Agencies -- and about the methods of accountability that will demonstrate the value of these
programs and services -- usually involves administrative (upper management) staff and Board
members.
For this guide, we will be focused on a different part of the ROMA terminology - on the concepts
of a "results orientation," and what that kind of orientation might really mean to the Community
Action Network.
This part of the ROMA discussion - about what results have been observed - also involves
examining "how" the outcomes were achieved. What helped individuals, families and communities
move toward their goals? To acquire information at this level, we must also include staff that have
direct contact with those who are receiving services. We must identify the principles that guide the
delivery of services, and understand why different approaches to service will produce different
results.
Goals for the toolkit:


Identify ways that a strengths-based approach can foster a "results orientation" in the
implementation of strategies and services provided by an agency and in the way the agency
uses the data they collect about their services.
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Establish an understanding of how the principles of a strengths-based framework for the
delivery of services set the path for achievement, observation and documentation of results.



Suggest ways that agencies can support a strengths-based approach to improve their capacity
to direct efforts toward the results identified in their mission statements.

What is in this Toolkit?
Part I is background about the issues related to the ability of the Community Action network to
achieve results - specifically as they assist families move toward stability and self-sufficiency. It also
provides an introduction to the concept of the strengths-based approach and how it can support
improved results orientation, especially at the level of direct service staff.
Part II is a series of activities that can be used in agencies to assess and assist in understanding the
current orientation of direct service workers, supervisors, board members, and volunteers.
Part III is designed to help you think about how you can use the information in the first two parts
and about what else you may want to know as you move toward an improved results orientation.
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Part I - The Results Orientation
Expectations for Results – What Changes?
How Does Change Happen?
The Strengths-based Approach is Based on Prior Models
The Help Giving Cycle – Steps for Direct Service Workers
Improved Results Identified in the Field
Connecting to ROMA
ROMA at the Front Line Creates a Greater Results Orientation for the Agency
Problems Don’t Come In Discrete Packages
Improving Results
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Expectations for Results -- What Changes?
If we expect to achieve results, we must expect change to happen.
In the Community Action network, the results achieved are broadly identified as achievement of the
Community Action Six National Goals. The Six National Goals are divided into family level, agency
level and community level goals.
To achieve these goals the family (or individual), agency, or community will experience a change.
This could be a positive change in circumstance, or it could be the prevention of a negative change.
It even could be the maintenance of a stable condition (which is a neutral change). These changes
happen when families receive services from Community Action Agencies or their partners.
One of the primary assumptions in the Community Action
National Theory of Change is that family and community
successes are interconnected. When families own a stake in
their community (Goal Three), they work to assure that
community conditions are improved (Goal Two). Additionally,
their involvement in community activities provides them with
social capital and access to resources that contribute to them
becoming more stable (Goal Six) or more self sufficient (Goal
One).
And, of course, the agency is the primary catalyst in family and
community change. Stakeholders and other partners (service
providers, businesses, government representatives, funders, etc.)
must work together with the Community Action Agency (Goal
Four) and the CAA must have the capacity (Goal Five) to help
facilitate the interactions that most effectively will address
complex issues related to the reduction of poverty.

Six National Goals
1. Individuals with low income become
more self sufficient
2. The conditions in which low income
people live are improved
3. Individuals with low income own a stake
in their community
4. Partnerships are achieved
5. Agencies increase capacity to achieve
results
6. Individuals with low income become
more stable

What Changes? Focus on the Family Level
We acknowledge the importance of action on all three levels described above. But for this guide, we
focus on changes that happen to individuals and families.
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How Does Change Happen?
If a family is seeking a single or short term service, as perhaps for tangible assistance (fuel or rent
payment), there will be no change in the family's circumstances -- except that an immediate crisis
may be averted by the assistance. The family may reach a level of stabilization because of receipt of
tangible assistance but this type of intervention cannot be expected to change lives.
Helping agencies that provide services to individuals and families seeking assistance with some
problem or issue they have identified are in a unique position to provide more than an immediate
response to these needs. The assumptions that an agency has about help seekers, and the conditions
in which they live, make a difference in the way services are provided. For example: two agencies
may provide short term services - but one provides them as a way to engage help seekers in more
comprehensive services, thus using what may be known in the network as a "family development"
approach, while the other operates with an "emergency intervention" approach.
When the help seeker wants support to make a change, the way that service is given can make a
difference. The service must be given with the expectation that results will follow. The underlying
assumptions of the agency make a difference in the outcomes that are achieved because they
establish expectations for results at several levels - not only for those who are served, but also for
the agency and for staff performance.
There are a number of different job titles used in the Community Action Network for these workers
who are in a position to assist families with more than single or short term services. These are staff
that directly impact family members -- not only as they seek help to achieve stability, but also as they
move toward self sufficiency. Some examples of job titles are: case manager or caseworker; social
worker; family development specialist; family support worker, parent involvement coordinator,
family advocate, service navigator, and family services manager.
Using a strengths-based approach carries an underlying viewpoint that all individuals have
strengths, and they want to use their strengths to achieve maximum quality of life. In other words, the
message includes an expectation that a positive change will happen. An assumption in the National
Community Action Theory of Change states that community stakeholders, particularly those with
low-income, know best the needs of their community. It is this assumption - that those who are in
need know their situations better than those to whom they go for help -- upon which a positive
helping relationship is built.
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The Strengths-based Approach Is Based on Prior Models
New terms and practices emerge as understanding, culture, and society changes. There have been
several approaches in the fields of social services which inform our overall understanding of what
goes into the work that agencies do with families, and this has produced the term we are using in
this toolkit: strengths-based family work. This as an outgrowth of a number of different approaches
as seen in the following diagram.
Figure 1

We use the term "strengths-based family work" to encompass all of the other identified practices
and to bring these together to highlight best practices in direct services to families and communities.
The key elements that are taken from each of the other approaches are:
Family Engagement work promotes ongoing strengths-based partnerships with families, and
stresses family participation in decision making.
Family Support includes focus on individualizing the approach to families and to the services they
receive.
Family Development theory explains the process of change in a family as it moves through
different stages (newly-wed, young children, empty nest, etc.) and as it is influenced by the larger
society. This term is used in the Community Action Network to also refer to the development of
skills and assets required to meet basic family needs.
Family Centered Practice comes from a medical model that recognizes that each Individual has
important input to guide their treatment. It includes involving immediate family and extended
family in developing plans and action steps that lead to well being.
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Family Empowerment recognizes that support is needed to assist people who lack an equal share
of valued resources as they learn to access and control these resources.
These approaches are all about capacity-building and they are different from traditional models of
help giving, which are based on responding to a deficit that has been identified. In the traditional
model, an individual or family must be "eligible" for services because they have demonstrated a
specific need, which the agency has the capacity to meet (usually because of some targeted funding
for the specific need).
Here is an example of the comparison between these two models:
Figure 2
Capacity Building Models
(Strengths-based Approach)

Traditional Models
(Deficit-based Approach)

Promotion of developing knowledge and
skills

Treatment Intervention for "the problem"

Empowerment of Family who sets own
goals and creates a plan

Expert/Professional Sets the Goals and
Creates the Plan

Resource Based

Service Based

Providing services for what is strong

Providing services to fix what is wrong
Adapted from, Dunst, C. J., & Trivette, C. M. (2009).

A strengths-based approach is the foundation for true results orientation in an agency.
We assert that this approach should be used throughout Community Action Agencies, but in this
guide we are focused on the value added when incorporating it into the practices of staff that
provide direct services to individuals and families.
This approach requires a set of skills for direct service workers that encourage continuous
supportive interactions with families and the promotion of new family member competencies. To
effectively engage help seekers in this way, workers need knowledge and skills to facilitate action.
Once they are confident of their own skills, they provide opportunities for help seekers to, in turn,
build their skills related to healthy family/life management and self sufficiency.
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The Help Giving Cycle - Steps for Direct Service Workers
Temple University Family Development Department has created a framework for workers learning
about the strengths-based approach to providing services to individuals and families. The graphic
below is the Help Giving Cycle, which identifies the steps that are a part of this approach.
Workers learn to move clockwise around the cycle, starting with establishing a trusting relationship
between the help seeker and the help giver. It is clear that these steps cannot occur in short term
service situations. Rather they are a part of a systematic process that includes establishing individual
family plans. The plans include selecting goals based on the family's own priorities, identifying ways
to monitor progress toward these goals, reviewing progress and using the information from this
review to create new action steps.
Figure 3 – The Effective Help Giving Cycle

The Help Giving Cycle includes, as the top of the cycle, the element of "engagement" and
"relationship building." Consider how this element can be the key to actually being able to identify
results. If help seekers have a relationship with the agency worker they will be more likely to return
to the agency to report their results than help seekers who have just received a service and do not
have a relationship.
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Improved Results Identified in the Field
The concept of focusing on family strengths instead of their needs is not new, as we have seen in the
variety of approaches identified above, but it has not been widely associated with the
acknowledgement that this approach produces more success than other approaches. However, now
a growing body of research1 has connected strength-based approaches to outcomes in areas such as
these:
o
o
o
o
o

family empowerment;
family well being;
improved parents’ judgments regarding their parenting competence
improved parents' ability to evaluate their children's behaviors
improved confidence.

From the field of "human motivation" we gain an understanding that there is a universal human
ability to develop strengths and use them for survival. Apparently, all human beings are motivated
to meet basic psychological and safety needs throughout their lifespan - but how they meet the
needs can be impacted by the opportunities and experiences each individual has encountered.2 The
direct service worker can be instrumental in providing opportunities that will engage help seekers in
additional services and resources rather than only immediate assistance. Those agencies that focus
on strengths and long term possibilities achieve results not realized by agencies using an emergency
intervention approach. Helping people "make meaning" out of their circumstances is an important
element in the process towards stability in the face of challenges and changes. 3

Connecting to ROMA
Those in the Community Action network will recognize similarities between this Help Giving Cycle
and the ROMA Cycle. The ROMA Cycle is a graphic representation of the Core Activities for
Eligible Entities identified in the 2001 Community Services Block Grant Information Memorandum
49 issued by the Office of Community Services, developed to help define the full range of ROMA
activities.

1

See appendix a for listing of research that is summarized in this section
Ryan, R.M. & Deci, E.L. (2000),
3
Baumeister, R.F.; Vohs, K.D.(2002),
2
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Figure 4 – The ROMA Cycle

ROMA Cycle developed for “Planning for Results” © 2006, B. Mooney and J. Jakopic, National
Peer-To-Peer ROMA Training Program

Using a Strengths-based Approach to Implement ROMA throughout the CAA

11

Figure 5 - The Help Giving Cycle is ROMA in Action
ROMA Cycle
Step

Assessment

Planning

Implementation

Achievement of
Results

Evaluation

Reassessment

What the agency does

Gather and consider
data on community
needs and resources
and review agency data
Use agency mission
statement and
assessment data to
identify results and
strategies to include in
agency's Strategic Plan
Strategies and services
are put in place and
they produce results
Observe and report
progress toward and
achievement of results
Analyze data and
compare with
benchmarks that were
set in planning step
Include progress (or
lack of progress) and
experience with the
implementation of the
services as the cycle
continues

Help Giving Cycle
Step
Engagement;
Relationship Building
Assessment

What the family worker does

Goal Setting,
Prioritization and
Planning

Family identifies own
goal and priorities;
Families and workers
jointly establish a plan
and action steps

Identification of and
linkage to resources

Families and workers
take action

Establish an appropriate
professional relationship
Work together with
families to identify needs
and resources

Identification of results Critical reflection used
and progress towards
to review actions and
results
progress toward and
achievement of results
Based on progress and Worker and family
new situations
answer questions: What
went well? What could
be done differently?
Reassess and revise
Include understanding
plans
of progress (or lack of
progress) and experience
with services as the cycle
continues
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ROMA at the Front Line Creates a Greater Results Orientation
for the Agency
In addition to the two cycles having parallel steps, the agency level ROMA actions and the worker's
strengths-based helping actions with families are entwined.
Family-level assessment informs larger community needs assessment
When the agency's family workers build relationships with families and have completed strengthsbased assessments with families to identify family needs and resources, they are collecting data that
can be included in the agency's community level assessment. This data leads to a more accurate and
informed needs assessment.
Aggregating family-level data supports agency strategic planning
When an agency has a process for assuring family workers are taught a comprehensive planning
process to use with families, this focus on planning will also be evident in the agency level planning
process. Information gathered at the family level, regarding goals and priorities of participating
families, can help to inform the agency's planning process in terms of strategies that have been
successful and therefore are realistic. They can also highlight common barriers that may need to be
addressed by a new effort.
Follow-up is essential to determine level of results
When the agency expects to achieve results, they must have a plan for doing follow up after services
are delivered. Workers who are expected to do a service without follow up will never be able to
identify successful movement toward stability or self sufficiency. Documentation of success is
achieved only when workers are trained to discuss how they will identify outcomes and progress
towards results with families, when they expect that movement (change) will happen, and when they
include strategies for observing outcomes and progress in the planning process. Only with accurate
outcome data will the agency know what works.
Assuring staff competencies
When agency services are implemented by staff that has competencies and a specific framework that
enables something like the Help Giving Cycle to actually be used in the agency, clearly defined plans
will be created for achievement of results. These competencies must be acquired by appropriate
training and supported by supervisory monitoring and agency policies.
Accountability for progress toward results
When strengths-based family workers use critical reflection skills to review "what happened" to
families as a result of their action steps (services and strategies), they can help family members
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understand their own progress or lack of progress. It is important for staff to plan their work to
monitor and support progress of their families. This allows the family to learn to be accountable for
their success.
Likewise, on-going management oversight is imperative to monitor the effectiveness of staff
performance. This allows the agency to assess how well the services being provided are producing
success.
Analysis of results may change how the agency does business
If services are not producing success, the many elements of implementation must be analyzed. For
example, does staff need more training or support? Is there a lack of appropriate resources to assure
the program can produce success?
The step on the Help Giving Cycle where information gathered from the staff and family reflection
of progress toward goals is essential for empowerment of the help seeker to happen. This process
mirrors the ROMA cycle and reinforces the agency's need to use the data they have gathered and its
analysis to make changes in the agency. The information gathered from the ROMA reflection step is
also essential to the agency as they identify successes and barriers to success that may need to be
addressed differently at the agency level.
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Problems Don’t Come in Discrete Packages
It is sometimes difficult to see the problems behind the problem that is being presented by the help
seeker. They are mixed together, and some are hidden on purpose. This is especially true if the help
seeker is in a crisis situation (either a situation caused by an unexpected event like an illness, loss of
job, car breakdown, or other emergency; or because of a recurring need, as for food at the end of
the month when resources are expended).
Workers must have a basic understanding of the ways that factors such as poverty, mental and
physical illness, substance abuse, domestic violence, and lack of basic living skills interact with each
other. These factors may impact on different families in different ways and with different levels of
severity. It is not reasonable for an agency to establish policies and procedures that can include all
of the variations of these constellations of problems -- but rather it will depend on the skills of the
workers in the direct service position to apply standard policies and procedures to each family
situation as they provide strengths-based helping services.
Many agencies use progress measures like scales and matrices to track movement in different areas
of life (known as "domains"). The domains may include income, employment, transportation,
health, housing, income management, asset development, education and training. This recognizes
the potential need for a wide range of services and resources to address the issues in these different
domains. The movement toward "bundling services" (putting a specific set of services together in
a comprehensive, sequenced way) is the response to acknowledging this complex set of needs.
The Annie E Casey Foundation's Center for Working Families reported on the development of a
model where there are "bundled and sequenced services rather than offering just one component, or
offering multiple components but leaving it up to participants to discover and seek out additional
services.
“The hope is that the services will have a more-than-additive effect in promoting economic security, enabling
clients to resolve immediate crises, acquire skills and credentials, get better jobs, and build the savings needed
to prevent the next crisis and build for the future. Early evidence indicates that clients who receive bundled
services are three to four times more likely to achieve a major economic outcome (such as staying employed,
earning a vocational certification or associate's degree or buying a car) than clients receiving only one type of
service. {emphasis added} Delivering integrated services requires well-planned program design, the hiring and
training of staff with strong skills and backgrounds, and the thoughtful use of technology and data
collection.”4
Their early conclusions indicate improved results, and suggest some action steps that could lead to
these results: planning services in an integrated way, employing staff with skills to engage and

4

Center for Law and Social Policy, Jan. 2011
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support clients in using a set of services, and using of data from these actions for continuous
improvement.

Improving Results
It appears that the key elements of Strengths-based practices will provide tools for Community
Action Agencies as they move to increasing results for families and communities they serve. These
key elements include:
• Focusing on building trusting and workable relationships
• Providing opportunities for people to take a lead in their own solutions (increase their
feeling of empowerment)
• Creating opportunities for learning and experiential growth for the family/help-seeker,
rather than just providing services
• Working in collaborative ways on mutually agreed upon goals which produces feelings of
self efficacy
To put these elements into practice, agencies will need to assure direct service staff has training and
policies that assure support for use of the strengths-based approach in their work.
In the next section, there are a few activities that agencys can use to begin to assess existing
orientation.
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Part II -- Are We Ready for Results?
Activities and Tools
Activity 1 – Core Principles of a Strengths-based Framework
Activity 2 – Seeing Strengths
Activity 3 – Are We Results Oriented?
Activity 4 – Assessing Relationships
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ACTIVITY 1 -- Core Principles of a Strengths-based Framework
The principles on the next page were produced by a team of professionals working with the Temple
University Family Development Department in Pennsylvania. They represent a set of beliefs that
underlie the training and credentialing program for Strengths-based Family Workers (SFW).
The questionnaire on the following page was developed from the Core Principles taught in the SFW
curriculum. For this guide, we added a Likert scale to the core principles to allow readers to assess
their agreement with the principles.
In this activity you are asked to read each principle and say how much you agree with it. Some
workers who do this activity report that they respond to the principles with two different minds. If
they think about their own personal beliefs -- the beliefs behind their motivation to work in a human
service position -- they may answer a different way than if they think about their specific role at their
agency.
For example, workers who have a limited amount of time to meet with someone who has come to
their agency for assistance, and if the service that the individual is seeking is also of a limited nature,
some of the items on the Core Principles list may not seem to be appropriate for them in their job
duties.
If you find that you are having this internal "tug of war" while you are reading and responding to the
principles, simply circle both of your responses and indicate which is your personal (P) response and
which is your response in your role as worker (W).
Scoring
Circle the number in each item that indicates your agreement with the principle, with "4" indicating
strong agreement and "1" indicating strong disagreement.
Total up the numbers circled. If all items are showing strong agreement, the total score will be 44.
What will this tool tell me?
Scores that approach 44 (27 - 44) indicate more of a strengths-based perspective. This means that
the worker believes that all individuals want to improve and have skills that will enable them to do
so.
Scores on the low end (less than 26) would indicate that the worker might benefit from further
exploration of his/her understanding of the circumstances that help seekers find themselves in that
cause them to come to the agency for assistance.
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How Much Do You Agree With Principles from Strengths-based Family Work?
PRINCIPLE
1. All individuals have skills and abilities, and also have barriers and
challenges to overcome.
2. Individuals and families are different and the differences must be
acknowledged and respected. Support may be needed to help them
function in our multicultural society.
3. Mutually respectful relationships are the foundation for positive change
and achievement of results.
4. Individuals and families who are supported in setting their own goals
and developing realistic plans are more successful in reaching their goals
or making progress toward success.
5. Family workers become partners with family members (help seekers) in
developing and implementing a plan to achieve results.
6. An individual's ability to care for him/her self is valued. Self-sufficiency
is defined not as the ability to do everything and meet every need alone,
but as having the ability to generate or to identify and access
information and resources to meet needs.
7. Individual empowerment is valued. Empowerment is related both to
access to information and resources and the ability to influence decision
making related to needs and goals.
8. Workers and families (help seekers) jointly identify ways to determine if
the plan has been successful and if results or progress toward results are
achieved. Critical reflection, as practiced by workers and help seekers,
is the key to understanding what has worked and what could be done
differently.
9. Individuals and families are connected to others through informal and
formal networks, which can provide support or impose barriers. These
connections must be jointly analyzed and evaluated to determine if they
are to be strengthened or abandoned.
10. Collaboration among agencies, organizations and individuals produce
strong communities. Positive relationships among workers in various
agencies in a community create supportive networks and achieve results.
Collective action can also influence policies and procedures to maintain
“family supporting environments”.
11. Family workers maintain good self-care and engage in ethical and
professional practice.

Strongly
Agree

Strongly
Disagree Disagree

Agree

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1

4

3

2

1
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ACTIVITY 2 -- Seeing Strengths
It is clear that strengths are not fixed personality traits that one either has or does not have, or even
that the more one has the better. Rather strengths are characteristics that are dynamic and change in
nature based on circumstances and context. Research tells us that identifying strengths, and then
figuring out how to build on them, is what leads to success.
Do you have a "strengths lens" that you can use when working with families? By this we mean "a
way of seeing strengths."
Take a quick look at the scene on the next page before you read the rest of this page.
What was your initial response to the scene?
Did you immediately see a number of things that caused you concern?
(examples: the clutter in the room, the mother smoking in the room with the children.)
Now go back and take your time.
This time identify all the strengths that you see.
There are more than a dozen things that can be identified in the drawing that will provide a
foundation upon which to build increased family success.
(example: the boy is greeting the man with outstretched arms, which indicates a good relationship)
List your observations here:
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Seeing Strengths --

This line drawing is taken from Empowerment Skills for Family Workers Instructors Manual, by Forest and
Palmer, 2003.
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ACTIVITY 3 -- Are We Results Oriented?
A major factor in the orientation toward results includes an overt and clearly defined system for the
agency that provides for the documentation of the results that are being observed - the changes that
are happening with individuals, families and communities.
The other important feature is a perspective that says: individuals, families and communities have
strengths that will enable them to make positive changes in their circumstances. This means two
things:
1. Engagements with help seekers include a way to identify changes that happen as a result of
the engagement (there is not just provision of a service with no follow up expected). There
is recognition that the changes will come in incremental steps, not in a single leap, which can
be tracked to document small results along the way.
2. All staff engaged in the agency's work understands the importance of looking at
situations through a "strengths lens." Agencies must assure that they have the proper
perspective to support success.
What Is Your Orientation?
The two questionnaires that follow were created for this toolkit to provide an agency with both an
administrative (department directors, executive staff, board members) and a direct service staff
perspective of the agency's orientation to either results or to service.
Scoring
There are 10 paired statements that ask which is more indicative of the agency or staff's orientation.
Select either "a" or "b" in each item. Total the number of "a" answers and the number of "b"
answers.
What will this tool tell me?
Answers favoring the "a" statements represent a service orientation, while those favoring the "b"
statements represent a results orientation. Of course we know that a mix of both of these
orientations is needed to have well run programs that meet funding source and other basic
requirements. However, if the majority of the items identify a service orientation, there is cause to
consider this in the next agency strategic planning process. At that time the agency can consider if
the service orientation is a barrier to implementing ROMA principles and practices at all levels of
the agency.

Using a Strengths-based Approach to Implement ROMA throughout the CAA

22

What Is Your Orientation? – Agency Survey
Read the Statements below. They are “paired” to represent a leaning toward
a specific orientation

1
2
3

4

5

6

7

8
9

Pick either statement “a” or “b” in each pair. Please pick one of the two
statements and avoid marking both choices.
a. Our agency publicity highlights what we do (the services we provide).
b. Our agency publicity highlights what was accomplished by the families and
communities we serve and does not separate these accomplishments by
“department” or “division” of the agency.
a. Our agency policies and procedures are compliance driven.
b. Our agency policies and procedures are results driven.
a. Our agency’s strategic plan identifies what each department (or funding
source) will do.
b. Our agency’s strategic plan includes clearly defined outcomes that will be
achieved through the work of the entire agency, not just by a department.
a. We believe that it is up to our Director and upper Management to
determine how we serve the families and communities in our area.
b. We include participants of services and other community stakeholders in
design of services and community change strategies.
a. We protect our “turf” from other agencies who are our competition.
b. We value partnerships and collaborations as an essential way to achieve
desired results for the families and communities in need.
a. Data is gathered to satisfy external compliance needs.
b. Data is gathered to be used in internal planning, monitoring, resource
allocation, evaluation, feedback to staff, marketing and program
improvement.
a. Success in our agency is measured in numbers of people served and
number of units of services delivered.
b. Success in our agency is measured in the amount of change produced in
families and communities.
a. Overall employee performance is evaluated on an annual basis
b. Employee performance is continuously monitored – and includes
reference to the progress of the participants they serve.
a. Fiscal and program operations function separately.
b. Fiscal and program operations support each other and are included in an
integrated management system that can connect outcomes with expenses.
a. Our funding streams consist of grants that pay for delivery of services.

Select the one that is
MOST like your
agency
a.
b.

10 b. Our funding streams include grants and contracts that pay for

achievement of results.

Count the number you selected and put the totals in the boxes below:
Total items selected in column a.
Total items selected in column b.
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What Is Your Orientation? – Staff Survey
Read the Statements below. They are “paired” to represent a leaning toward
a specific orientation

1

2

3

4
5

6

7
8
9

10

Pick either statement “a” or “b” in each pair. Please pick one of the two
statements and avoid marking both choices.
a. When asked about my job, I primarily talk about what services I do.
b. When asked about my job, I primarily talk about what changed and what
was accomplished by the families and communities I serve.
a. I think about my work in terms of applying the rules of funding sources or
of the program.
b. I think about my work in terms of helping families and communities
change for the better.
a. I think of myself as a staff member of a particular department or program
of our agency.
b. I think of myself as a staff member of the agency, who is working to
improve the lives of people with low income.
a. It is my role to apply the program goals to the families I work with.
b. It is my role to find out the family’s goals and help them prioritize what
they want to do.
a. I protect our “turf” from other agencies who are our competition.
b. I value partnerships and collaborations as an essential way for families to
achieve their desired results.
a. Data is gathered to satisfy reporting and compliance needs.
b. Data is gathered to be used to document the changes that happen as a
result of my services and it is used to consider how the programs and the
family situations can be improved.
a. I feel successful when I meet a target number of service units.
b. I feel successful when I see positive change happening in the lives of the
families I serve.
a. I do not know anything about the fiscal aspects of my program.
b. I understand how the fiscal and program operations work together to
connect family outcomes with program expenses.
a. I believe that families are only interested in services.
b. I believe that families are interested in improving their situations for
themselves and their families.
a. When a family applies for service my first step is to see if they are eligible
for something my program can give.
b. When a family applies for service my first step is to establish a relationship
so that I can help them articulate their needs.

Select the one that is
MOST like your
agency
a.
b.

Count the number you selected and put the totals in the boxes below:
Total items selected in column a.
Total items selected in column b.
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ACTIVITY 4 -- Assessing Relationships
Helping relationships are a factor in successful interactions with families served as they move toward
self sufficiency, or achieve specific short term goals that will improve family functioning and
stability. But how can you know if this kind of relationship is being established by direct service
workers in your agency?
The Helping Relationship Inventory (HRI) was developed by J. Poulin and T. Young (1997) to
answer this question. The HRI has been subject to numerous research studies and has been found
to be reliable and valid. It identifies behaviors related to the degree of decision making that is in the
hands of the help- seeker (related to setting goals, and determining services and actions to be
included in a plan), which can be seen as indications of the fostering of empowerment. It also
identifies other key factors that evaluate the nature of the relationship.
To get a more complete picture, the HRI has two versions: a questionnaire for the worker to answer
and one for the help-seeker to answer. The worker and help seeker each respond to a series of
statements using a Likert scale.
How is the HRI scored?
Scores are calculated by summing items 1-10 and summing items 11-20 and totaling the two
subtotals to achieve a number between 20 and 100, with the higher numbers showing a more
inclusive and positive relationship.
Scores in the higher range indicate the relationship that is established between the worker and the
help-seeker will support and encourage the family in acquiring skills, knowledge, resources, etc. they
need to set and reach their own goals. Scores in the lower range indicate potential problems in
establishing helping relationships.
What will this tool tell me?
The HRI will provide scores that, viewed within the context of the helping relationship and the
unique circumstances of each situation, will indicate the quality of relationships at the front-line of
your agency.
Comparing worker and client ratings can be used to identify areas of difficulty or disagreement and
discuss ways to strengthen the relationship.
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Helping Relationship Inventory:
To be compled by the Family (HRI: F)

A Great
Deal
5

Much
4

Some
what
3

Little
2

Not at
all
1

1. How much input have you had in determining how
the two of your will work together?
2. How much have you and your family worker
discussed the specific problem(s) with which you want
help?
3. How much input have you had in determining the
specific problem(s) you are addressing in your work
together?
4. To what extent have you and your family worker
discused the specific goal(s) you hope to accomplish
together?
5. How much input have you had in determining the
goals you are working on?
6. To what extent have you and your family worker
discussed the specific actions you will take to address
your difficulties?
7. To what extent have you and your family worker
disucssed the specific actions your family worker will
take to address your difficulties?
8. How much have you and your family worker
discussed how your progress is going to be assessed?
9. How much input do you have in determining how
you and your family worker will assess your progress?
10. To what extent have you and your family worker
discussed your progress?
11. Do you feel you famly worker pays attention to you?
12. Is your family worker’s understanding of your
difficulties similar to your own?
13. Does talking with your family worker help you get
more organized about resolving your difficulties?
14. Does talking with your family worker have a
calming, soothing effect on you?
15. Does talking with your family worker give you hope?
16. Does your family worker help you to think more
clearly about your difficulties?
17. Does talking with your family worker help you to
believe more in yourself?
18. In general, do you feel you and your family worker
see things in similar ways?
19. Does your family worker help you to think more
clearly about yourself?
20. Do you feel that you and your family worker are
alike in some ways?
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A Great
Helping Relationship Inventory:
To be compled by the Family Worker (HRI: FW) Deal
5

Much
4

Some
what
3

Little
2

Not at
all
1

1. How much input does the family have in determining
how your work together will be approached?
2. How much have you and the family discussed the
specific problem(s) with which he/she wants help?
3. How clear are you about the specific problem(s) that
you and the the family are addressing?
4. To what extent have you and this family discussed the
specific goal(s) you hope to accomplish in your work
together?
5. How much input does this family have in determining
the goal(s) he/she is working on?
6. How clear are you about this family’s goals?
7. To what extent have you and this family discussed the
specific actions he/she will take to address his/her
difficulties?
8. How clear are you about the actions you are taking?
9. How mcuh input does this family have in determining
how you and your client will assess his/her progress?
10. How clear are you about how you and this family are
assessing his/her progress?
11. Do you explain to this family your understanding of
his/her difficulties?
12. Is this family’s understanding of his/her difficulties
similar to your own?
13. Is this family more organized about resolving
his/her difficulties as a result of talking to you?
14. Does talking with you have a calming, soothing
effect on this family?
15. Does talking with you give the family hope?
16. Are you able to handle the emotional aspects of this
family’s difficulties?
17. Do you enjoy meeting and talking with this family?
18. In general, do you feel you and this family see things
in similar ways?
19. Do you help this family think more clearly about
himself/herself?
20. Do you feel that you and this family are alike in
some ways?
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PART III – Conclusions and Future
Study
Suggestions for Action Steps
Suggestions for Future Study

Using a Strengths-based Approach to Implement ROMA throughout the CAA

28

Suggestions for Action Steps
Once you have had an opportunity to assess your current status, and consider the use of a strengthsbased approach, you will need to take some action.
Here are some suggested steps:







Clarify your agency assumptions as through the development of an agency level theory of
change -- e.g. what do you believe your role is in the reduction or elimination of the conditions
of poverty.
Review your agency mission statement to identify the results you are expected to achieve - e.g.
according to your non-profit charitable purpose.
Decide if a "bundled services" approach is right for your agency. This will involve consideration
of the population you serve and your assessment of community needs and resources.
Consider what training and support your staff will need to implement and support a greater
results orientation.
Determine what data you already collect and what you could collect going forward to document
both results and the connection to the services that produced those results.

Suggestions for Future Study
Does the strengths-based approach apply to community level change?
Outcomes on the community level can be impacted by the use of a strengths-based approach. We
know that outcomes for both families and communities depend on the interaction of many different
community systems. This could include commercial and financial systems as well as service systems
that have different goals and objectives specific to their own missions and funding sources. It is also
true that these systems have some similar goals and objectives that could bring them together to
develop community wide support.
Developing and sustaining effective collaborations is hard work and the direct service worker must
be on the alert to find ways to increase communication and understanding among the partners. The
same skills and attitudes that are applied to the family situations must also be used at the community
level with all the staff and agencies that need to be engaged.
Complex problems can't be addressed by a single system.
While we previously proposed the concept of "bundled services" that could be a part of an agency
approach to family outcomes, we also have become more aware of the importance of bundled
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services that include community level responses to specific issues. For example: Pediatricians who
are treating children with chronic or recurring illness are beginning to turn to human service
professionals to help their families who have demonstrated inability to deal with the stressors in
their lives.5 Stressors include multiple adverse conditions, socioeconomic disadvantage and
associated risks; urban poverty and community violence.
This working together by different community systems is an example of one kind of response to a
complex problem. In this case the problem reflects two-generations where a family's distress finds
its voice in a child's symptoms. The answer to the problem will need to involve supports for both
children and adult family members through a plan of community interventions.
There are many other kinds of complex problems, which can be identified with further study.

Our network needs more data.
Agencies must identify the kinds of data they need to make informed decisions about expectations
for results. They must identify assumptions about what results their strategies will achieve, and then
use the actual results to validate or challenge their original assumptions. Further study could identify
the kinds of data that would be involved in this work.
Another use for data that has been turned into information through analysis is to determine which
services should be strengthened and which should be abandoned. Identification of strategies that
are producing results could be the focus of further study.

5

El, S. (2003)
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