2018 Transforming Local
Government Conference
Case Study Application
Due: September 1, 2017
Email to Ryan Spillers at learning@transformgov.org

Or, Click here to Submit

Application Information
Case Study Title

Changing Risk Culture: Increasing Risk can Add Value to your Organization

Jurisdiction Name

King County, Washington

Jurisdiction Population 2.1 Million
Theme (select one)

_____ Thinking Like a Futurist
_____ Culture Club
_____ What about all this data?

_____ Reinventing Local Government
_____ Community Networking
✔

Rapid Fire Session?
Would you like the application to be considered for our Rapid Fire Session? (Rapid Fire presentations are fastpaced, entertaining, interactive presentations. Each jurisdiction will have five minutes to make their presentations
using 15 PPT slides set on auto-forward primarily containing photos/graphics. Participants will be seated at round
tables to facilitate an energetic idea exchange. A cash bar will be available.)
___ YES

✔
___
NO

Project Leader (primary contact for application correspondence)
Name

Jennifer Hills

Title

Director, Office of Risk Management Services

Department

King County Department of Executive Services

Phone

206.263.2238

Email

jennifer.hills@kingcounty.gov

Full mailing address,
including zip code

500 4th Ave, #320, Seattle, WA 98104

Twitter account

List additional presenters’ contact information below:

None

1.

Presentation title and description of the innovation. 100 word maximum

Nothing to Fear: Creating Value for your Organization by Engaging Risk
Governments are historically risk-averse. Fear of failure, negative publicity and legal verdicts,
and resistance to change can bring upon a culture of risk aversion. We tend to place a higher
value on avoiding loss than adding value.
Using the Risk-Value Curve and Value Assessment Framework tools, we can discuss,
document, and quantify the value created by pursuing a potentially risky program or initiative.
Using these tools can help agencies evaluate the positive outcomes anticipated by a program
or initiative and move away from risk aversion toward risk optimization.
2.

When and how was the program, policy or initiative originally conceived in your
jurisdiction? 100 word maximum

The ideas were conceived starting in September of 2015 in quarterly meetings with
colleagues from CAM-I, the Consortium for Advanced Management International. The
concepts were adapted for use in King County to begin to change our risk culture.

3.

How exactly is the program or policy innovative? How has your innovation changed
previous processes, products, or services? Explain how the program or initiative
substantially stretched or improved the boundaries of ordinary governmental
operations. 200 word maximum

The Risk-Value curve depicts the relationship between risk and value management. Understanding where an organization sits on the Risk-Value Curve provides a
valuable tool to gauge response to risk and how to maximize value. An organization that has placed too much emphasis on mitigation and avoidance of risks may
be bypassing potential opportunities that could add value for the organization or its stakeholders. This organization is in the inefficient zone and may be prioritizing
compliance over opportunity. When risks are optimized, the organization is taking on strategic risks up to its tolerance level. Risk is increased, but greater value is
realized. When organizations move into a higher risk interaction zone, they must look closely at key risk indicators to avoid significant destruction of value.
The Value Assessment Framework is a flexible tool used in King County to discuss, document, and quantify the value created by pursuing a potentially risky
program or initiative. It includes categories commonly used in risk assessments. If those categories are not applicable, they can be replaced with areas of impact
relevant to the program to be assessed. Using this tool helps agencies evaluate the positive outcomes anticipated by a program or initiative and move toward risk
optimization.
Both tools are currently used in King County to begin to change our risk culture. We are good at mitigating risk to avoid negative outcomes. We are now getting
better at discussing and quantifying value to pursue positive outcomes. As a result, we have opened up Public Health internships to more students, have lowered
insurance requirements in our contracts with community based organizations, and have eliminated special permits required by groups to use our parks.

4.

What individuals or groups are considered the primary initiators of your program? How
does the innovation engage stakeholders or demonstrate high performance teaming?
Were strategic partnerships and/or community networks developed as a result of the
innovation? 200 word maximum

The Department of Public Health was an early initiator of the new risk and value assessment
tools. Their mission is to protect and improve the health of King County and stop or prevent
the spread of disease. Risk is inherent in their work. They embraced the new tools to find
ways to take on incremental, measured risk and add value to their customers.
The tools are easy to grasp and resonate with people. Our Superior Court Judge shared the
Risk-Value Curve at a national judicial conference to demonstrate how King County Superior
Court seeks to add balance to our risk-averse culture and become more risk optimized.

5.

If a private consultant was used please describe their involvement, identify the
consultant and/or firm and provide contact information. 100 word maximum

No private consultant was used.

6.

To what extent do you believe your program or policy initiative is potentially replicable
within other jurisdictions and why? To your knowledge, have any other jurisdictions or
organizations established programs or implemented policies modeled specifically on
this project? Please provide verification of the replication. 200 word maximum

This program is completely replicable in any other jurisdiction. It provides a different way to
analyze risk by including value in the equation. These tools provide the basis for discussions
about risk taking and value creation, risk appetite and tolerance.
The tools help an organization become more risk aware, which includes intentionally taking
on risks in pursuit of organizational objectives.

7.

What were the costs? What were the savings? 100 word maximum

There was no cost. These are discussion and decision frameworks.
No savings have been calculated to date.

8.

Please describe the most significant obstacle(s) encountered thus far by your program.
How have they been dealt with? Which ones remain? 200 word maximum

It is difficult to change a culture. We have been risk-averse and focused on avoiding negative
outcomes for a long time. Employees want to feel supported by their managers to innovate
and take risk in furtherance of their business objectives. Managers want to be supported in
this thinking by the Executive's Office.
Because this concept and the tools received support from the Executive's Office, I started a
top-down approach, presenting and discussing the concept with County leadership, then
department leadership, division leadership, and employees.

9.

What outcomes did this program or policy have? What baseline data did you collect?
How did you measure the change based on the intervention, and why do you believe in
the credibility of this assessment? 200 word maximum

As a result of these risk-value tools, Public Health opened up internship opportunities to
students from community colleges. For 19 years, Public Health only permitted students from
4-year universities into internships. The universities would agree to indemnify King County for
the negligent acts of students, but the community colleges would not agree to the
indemnification. Using a risk-value framework, we identified the value internships provide to
students, their educational programs, the community, and Public Health. We studied losses
caused by students, and ways to mitigate the loss. We looked at the demographics of
students in 4-year university programs versus students in community college programs and
considered King County's commitment to equity and opportunity. As a result, we decided to
accept the risk from community college students and include them in our internship programs
without receiving indemnification. We believe this decision will have long term positive
impacts on students, Public Health, and our community as the students pursue a career in
public service.

10.

Has the program received any press or other media coverage to date? If yes, please
list the sources and briefly describe relevant coverage. 100 word maximum

Yes. My CAM-I colleagues and I described these concepts in an article entitled:
The Risk-Crisis Continuum
How Integrated Risk and Crisis Management can Protect, Create, and Transform Value for
an Organization.
The article was published in the July, 2016 issue of Public Risk Magazine. The article was
recently awarded Public Risk Article of the Year!

11.

Please provide any key references and their contact information who can be
interviewed/called to discuss the innovation and its impact. 100 word maximum

Jennifer Hills
Director, King County Office of Risk Management Services
(206) 263-2238
jennifer.hills@kingcounty.gov

12.

You’ve been to a lot of conferences. TLG should be a unique experience for everyone.
Describe how your case study presentation will be different than other conference
presentations. 200 word maximum
• How will you make the session creative and unique?
• How do you plan to be both entertaining and educational?
• Include a description of how your session will facilitate group activities and/or interaction.

I have many King County examples to illustrate the concepts.
I am passionate and excited about the material.
I will be presenting the Risk-Value Curve and Value Assessment Framework to the
Washington Chapter of the Public Risk Management Association in September, and to the
Association for Federal Enterprise Risk Management in November.
There is typically a lot of interaction as I ask participants to think about projects they are
currently working on that lend themselves to thinking not only about the risks, but about value
creation.

13.

Anything else you would like to add? 200 word maximum

Click here to Submit

