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About this Focus Area

Focus Area V: Using Information and Data in Planning and Measuring Progress is part of the CFSR Comprehensive Training and Technical Assistance Package. These materials will be refined based upon feedback following their use. For this reason, the user should always download the latest version of a materials before each working session.

Using the Facilitator’s Guide

The pages in this guide are divided into two columns. The left-hand column contains the text of the guide (Facilitator’s Instructions) and the right-hand column (Facilitator’s Notes) sometimes contains comments but primarily provides space for users to write their own notes.

This guide organizes both content and process. Text in regular type provides guidance on subject matter to be covered and methods of moving through the material. Text in italic type suggests actual articulation by the facilitator. 

The primary intents of the guide are to insure that key points are covered and to assist the facilitator in accomplishing this. It is not intended that a user memorize or read these instructions. Each facilitator’s individual knowledge and experience should be incorporated in the presentation; for instance, the facilitator can introduce illustrations of key points in addition to the examples provided.

	FOCUS AREA V: USING INFORMATION AND DATA IN PLANNING AND MEASURING PROGRESS 
Attributes

Time
6 hours, 45 minutes

Rationale
Data are essential in the CFSR process and for the agency to use in planning, decision-making and monitoring. This focus area addresses key issues in using data and explores various methods of using data for measuring improvement. This focus area also identifies and addresses data quality issues.

Audience
Participants may include:

· Frontline supervisors

· Field managers

· Training personnel

· Continuous Quality Improvement (CQI) staff

· Stakeholders

Expected Outcomes

Participants will:

· Identify various data available for use by the agency.

· Identify strategies for improving data quality.

· Become familiar with analyzing data and using data for measuring improvement.

· Use data in planning, evaluating program/service success and identify areas needing improvement. 

Materials

· Agenda

· Focus Area V Participant Workbook

· Focus Area V PowerPoint slide show
· Focus Area V PowerPoint handout

· Excel Workbook (Data Entered in The Wrong Field Example)

· Examples of each type of data typically used by an agency including:  

· sample reports

· a list of possible datasets and what purpose they typically serve

· Examples of the different formats (charts, graphs, excel spreadsheets, etc.)

· Copies of the agency’s PIP for participants

· Using Information and Data in Planning and Measuring Progress Worksheet (to include Outcome Indicators from the CFSR)

· AFCARS Data Extract

· Glossary of terms

· Resource list 

· SVGA projector 

· Projection screen

· Facility with required seating

· 4 classroom-sized flip charts (approx. 20 pages each)

· 2 easels

· Name tents
· Tape 

· Markers (assorted colors)

· Evaluation Forms 

Advance Preparation

In preparation for this working session it is advisable for the facilitator to converse with agency administration and discuss the following questions:

· What are leader's expectations for use/collection of data by frontline supervisors and workers?

· What is the culture of the organization with regard to using data?  In particular, is there a culture of "gotcha?"  Some organization or agencies may use data generally in a negative manner, to “beat up” workers, supervisors and managers who are not meeting standards.  The facilitator needs to understand this and attempt to discuss it with the agency.  Workers who feel that data is used "against" them will not be very receptive to the working session.

· Is the state open to altering data collection processes if a recommendation comes out of this working session to do so, based on worker/supervisor feedback?

· What kinds of training/experience have staff had around data?

Prior to the working session the facilitator(s) should also:

· Prepare an Agenda (page 2 in Participant Workbook) and modify the Expected Outcomes (page 1 in the Participant Workbook) to reflect the focus in this working session selected by the state.

· Prepare a Participant Workbook for each participant.
· Prepare the room.
· Write the agency mission / vision statement(s) on a flip chart for display.

· Ask participants to bring copies of reports that they find most helpful and least helpful for discussion purposes.

· Obtain and review copies of data currently used by the agency.

· Obtain and review a copy of the state’s PIP.

· Have the Excel Workbook (Data Entered in The Wrong Field Example) running behind the PowerPoint presentation.

If the states’ data profile is available, acquire a copy for use during the working session.

One of the final exercises involves application of the AFCARS frequency utility to an AFCARS data extract.  The facilitator must know how to use the utility and will need to acquire and review the data extract prior to the working session.

Bibliography and Suggested Readings

· All materials in The CFSR Comprehensive Training and Technical Assistance Package.
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	Facilitator’s Instructions
	Facilitator’s Notes

	COMMENCEMENT (30 minutes)

Welcome, Purpose and Introduction of Facilitators

*{Slide 1 – title slide}

Welcome participants.

Introduce facilitator(s):

My name is ______________________________ and I will be (one of) your facilitator(s) for this session.  My background is [emphasize experiences / responsibilities relevant to focus area].  It is my hope that we can learn a lot from each other today.

Explain the purpose of the working session and the importance of its subject matter:

The purpose of this working session is to assist you in using data in your improvement efforts.

Data are essential in the CFSR process and for the agency to use in planning, decision-making and monitoring. This working session addresses key issues in using data and explores various methods of using data for measuring improvement.  We will also address data quality issues and new data requirements for the current round of Child and Family Service Reviews.

Data are not just about the numbers, but also about real children and families.  Each of you plays a role in determining the accuracy and timeliness of the data that is captured and used by the agency for providing services to the agency’s clients.

Participant Introductions and Expectations

Ask each participant to:

a) introduce himself/herself, including name and role;

b) describe his/her interest in the focus area, including familiarity / experience with the subject matter; and

c) complete the sentence: “This working session will be a success if I leave here knowing __________.” 

Record participants’ expectations on a flip chart and post on the wall.

Expected Outcomes and Participant Expectations
Refer participants to page 1 of the Participant Workbook, Handout 1 (Expected Outcomes). 

Review the expected outcomes of working session and describe how/if the working session will meet each participant’s learning expectation(s). Clearly state any expectations that will not be met by this working session 

Note that:

Probably the most important outcome for today is that you realize that data are not just numbers.  Data represent the real faces and stories of all the children and families this agency serves.  It's not simply the number of children in foster care, it's every face of a child who has had to leave his/her home to live with strangers.  It's every family who struggles to provide for their children facing poverty, substance abuse, domestic violence and mental health issues.  Using data is about doing your job in the best way possible.  You are the key to getting accurate and timely data needed to provide the best possible services to the children and families served by the agency.

Agenda, Ground Rules and Housekeeping
Refer participants to page 2 of the Participant Workbook, Handout 2 (Agenda).  Review the agenda.

Gain agreement on “ground rules” and housekeeping:

· Receiving / making cell phone calls

· Breaks

· Length (15 minutes)

· Frequency and times 

· Areas (locations)

· smoking

· restrooms

· public telephones

· Lunch

· Food is available at ____________________

Introduce participants to their packet of material. If not all materials in the focus area will be covered, acknowledge the tailoring of the working session to meet the needs of the individual state:

The material is quite extensive and only portions of it have been identified for use in this working session. There may be materials in your workbook that we do not cover and slides that we’ll bypass. I encourage you, however, to review these workbook materials at a later time as they may provide additional thoughts and insights that you will find helpful.

Prepare participants for small group activities and possible changes in the room accommodations necessary to conduct them.

How assignments will be made (and rationale).

How tables and chairs will be arranged.


	[Note the goals/issues that came up that will not be addressed in the working session. Pass these on – with any recommendations – to agency leadership.]

	WORKPLACE CULTURE (30 minutes)

Changing the Culture of the Workplace

*{Slide 2 – Changing the Culture of the Workplace}

Introduce this section:

Most agencies that embark on a course of systemic change first define its mission and vision.  That vision often includes:

· Family-centered practice

· Community-based services

· Individualized services to children and families

· Strengthening the capacity of parents to provide for their children's needs

What is your agency’s mission and vision?

Refer to the flip chart page with the agency’s mission and vision. The discussion could include the level of knowledge of the participants of the agency’s mission and vision statements.
Continue:

The second area that an agency must address in pursuing cultural change within child welfare is changing the day-to-day practice of caseworkers in the field.  You have the most direct impact on the day-to-day practice.  This working session, it is hoped, will assist you in seeing that data is appropriately used in decisions in the every day practice that directly impact the lives of all those served by this agency.

The third area where agencies must focus attention in changing the culture of the agency is in building an infrastructure that supports changed practice.  Appropriate use of data is a part of the effort to provide that infrastructure.
Tie this in to the use of data as a cultural shift for organizations:

Child welfare organizations or agencies for many years relied on process measures as an indicator of how well they were serving their clients.  These measures were primarily of the “resource” and “compliance” variety such as:

· Is there an adequate number of staff to support the caseload and provide all required or recommended services?

· Are CPS investigations completed on time?

· Are worker visits to children in out-of-home placements  made on time? 

· Are case plans done in a timely manner?

If the answers were yes, the organization was satisfied and felt successful.

Infrequently did the thought occur that the question they should be asking is, “What is the final impact of these processes on the clients?”

Recently there has been a shift to “outcomes” based measures.  These measures rely heavily on the benefit services are having on the clients served.  These measures are designed to show whether children are being reunited more quickly, adopted sooner, moved less often while in care and a variety of other “indicators” related to a client’s safety, permanency and well-being.  For most child welfare organizations this has required a re-examination of their mission and vision as an agency and a “cultural” shift in how they view the services they provide to their clients


	

	DATA AND INFORMATION (45 minutes)

The First CFSR

Begin a discussion of the results of the first CFSR by asking the following questions:

· How has management used data as a result of the PIP? 

· What new reports have been developed as a result of the PIP?

Possible responses could include:

· New reports that duplicate or recreate the state’s data profile and take it down to a county or regional level

· States may be producing these on a quarterly basis  

· State may have created a data-warehouse and allow managers or supervisors to run reports on an as needed basis

· States may have developed reports that address client outcomes not specifically covered by the CFSR

· Additional data elements may be being captured and analyzed

· How did the last PIP impact you and your unit?

· How did you or your unit measure your last PIP related activities?

· Were you happy with the results?

· Are you still measuring these activities?

After allowing participants to respond, proceed:

Prior to the CFSR and PIP many states/agencies focused on process related information.  The emphasis was on how well the agency was doing in meeting procedural requirements.  An example might be the number of investigations completed on time, the number of case plans completed or the number of foster homes recruited.  Hopefully now more focus is being applied to client outcomes.

How has the CFSR/PIP process changed the focus of the agency in regard to the information being collected and dispersed to staff?   

After allowing participants to respond, proceed:

Accurate and timely data is important as an organizational tool. Using data should be an ongoing and integral part of the day-to-day work process in which an agency engages to serve its clients and not just something used in response to the CFSR.  Reports should assist in determining the progress toward established benchmarks or agency goals.   

*{Slide 3 – Reports as Tools}

Lead a discussion on the following points using the reports participants brought:

· What reports are used on a regular basis?  

· What is it about these reports that make them useful?  

Possible responses include:

· Reports that allow users to determine if important data is missing

· Reports that give users details of information that makes up the “numbers”

· Reports that duplicate the CFSR client outcomes or the State’s data profile

· Why were these reports developed?  

Possible responses include:

· To assist with data quality

· To increase user confidence in the automated system

· For making decisions on client/case issues

· What do these reports tell you or your staff that you previously did not know?  

Possible responses include:

· New reports may be related to the CFSR/PIP and should be helpful in determining if client goals/outcomes are being met

· Status of cases or clients served

· Changing trends 

· What decision/changes are made as a result of these reports?

Possible responses include:

· Changes in policy or practice to impact trends that are counter to the desired outcomes

· Practice decisions related to cases/clients served

· How are these reports being used to promote positive client outcomes?  

Possible responses include:

· Many states/agencies are now providing staff with regular information related to client outcomes.

· Agencies need to know if the practice of staff in the field is improving client outcomes or not.

· How are they being used and/or modified over time? Possible responses include:

· Reports should give staff information they need to do their job and answer questions related to the work the agency is doing.

· Reports should give an agency a measure of what work is being done and how well that work is being done.  

· Current practice wisdom indicates that it is more important to look at what impact work by staff has on the lives of clients served rather than to just look at how well the agency does the process or procedures it uses to provide services to it clients. 

· Some states provide staff with reports via an intranet and solicit feedback on the effectiveness of the information provided.

Explain that it is not always sufficient to examine just the “numbers” related to agency practice. Begin a discussion on the "qualitative" aspects of data by sharing the following quote credited to Albert Einstein: 

“Not everything that can be counted counts and not everything that counts can be counted.”

Describe what qualitative data is, and how it is used:

Qualitative data is the part of the equation that in many instances makes data meaningful.  Just to record that a visit occurred with a child in a placement setting as required by policy does not give the full picture.  Issues discussed with the foster parents, such as important aspects of the child’s case plan identify other critical information.  Qualitative data may be reflected in the case plan itself.  Case plan goals are based on a comprehensive assessment for the child’s needs.  Goals should be age appropriate and reflect the best possible outcome for the child.  An extreme example of an inappropriate case plan might be a goal of “emancipation” for a client under age 5.  In this case, there is a completed case plan, so it could be “counted" as such, but the plan has no real validity in terms of the child.  That's what "qualitative" data tells us.

In order to be of use data must be both of sufficient quantity and quality.  The following issues have been shown to contribute to the quantity and quality of data captured and stored in electronic data system.

*{Slides 4&5 – What Makes Good Data?}

Cover the points on the slides. When talking about “Requiring staff to understand and use data” (Slide 4), emphasize the importance of timeliness and accessibility. 

Now that we have discussed the importance of data to good casework management and to a more successful CFSR, let’s look at the various types of data typically used in agencies.

	[These reports should be viewed as “more helpful” or “less helpful” and not as good or bad.]



	REPORTS AS TOOLS (1 hour)

*{Slide 6 – Reports as Tools}

Explain that good reports answer the questions "what is being done and how well?"

Explain the various types of reports typically used by a public agency and offer examples of each type:

Reports are generally grouped into three categories: 

· Resource focused reports

· Policy focused report

· Client focused reports

Resource focused reports typically fall into two categories: 

· Basic case measures 

· Resource measures

*{Slide 7 – Basic Care Measures}

Review examples of basic care measures and add additional examples such as:

· Workloads (case/client lists)

· Length of stay

*{Slide 8 – Basic Care Measures}

Make the following points:

Basic case measures provide certain insights that help with resource management. For example:

· With case counts and caseloads information, a manager can evaluate the staff resources needed to cover the number of cases receiving services. 

· Looking at a count of case plan goals may call attention to the need for developing more independent living program resources. 

· Demographics can provide insights into areas such as over-representation of children of color, or remind one of the need for minority foster parent recruitment.

*{Slide 9 – Resource Measures}

Review the information on resource measures. Ask participants for some of their examples.  

After participants have provided a few examples, offer additional examples and explain the information they can provide:

Examples of Resource measures include:

· Approved foster homes

· Adoptive homes, etc.

· Staff rosters

· Budgets
*{Slide 10 – Resource Focused Reports}

Review the examples and explain what resource focused reports are used to measure.

*{Slide 11 – Compliance Measures}

Review the examples and explain policy focused reports:  

Policy focused reports provide feedback to managers on adherence to agency policies and procedures. They generally measure compliance. For example:

· Investigations completed on time

· Case plans completed on time

· In-home visits conducted, etc.

*{Slide 12 – Client Focused Reports}

Review the examples and explain client focused reports

*{Slide 13 – Service Response Measures}

Review the examples and explain service response measures.

*{Slide 14 – Outcomes}

Explain the importance of outcome measures – that they are central to data usage and should guide practice.

To begin a more in-depth discussion of using data for decision making purposes, have participants divide into small groups of 3-4. Ask each group to select a recorder/reporter. Ask each group to determine what data is needed to either support or refute anecdotal information given the head of the agency in each of the following three scenarios:

· Scenario 1:  Foster care placements are down in general but up for teens.

· Scenario 2:  Visitation rates are up, but down for teens.

· Scenario 3:  Placements in psychiatric care have increased.

Give them 10 minutes to complete the exercise. 

After 10 minutes, ask the spokesperson from each group to report their results, which could include:

· Scenario 1: 

· The number of children entering care for each of the last three fiscal years broken down by age of child.  

· Recruiting and retention patterns for foster homes (particularly those willing to take teens) and the ratio of teens in residential placements as opposed to foster care placements may also be sought.

· Scenario 2: 

· The percentage of completed visits by child broken down by the age of the child for a given number of months (perhaps each of the last four quarters). 

· The demographics for all children in care could also be helpful.

· Scenario 3: 

· For each of the last four quarters, the average number of children in care as well as the number of children placed in psychiatric care. 

· In addition, the number of children identified as emotionally disturbed might be helpful.

Transition to the next section:

Now let's look at how data can be formatted so best to convey the meaning it holds.


	[Time is based on one scenario assigned per group. All three groups could work on all three scenarios if provided additional time.] 



	REPORT FORMATS (1 hour)

*{Slide 15 – Data/Report Formats}

Begin this section with the following:

The best reports are those that are simple and easy to interpret.  Data generally can be formatted in one of four ways:
· Tables of numbers

· Graphs or charts

· Descriptive text

· Combinations of the above

Explain “reverse indicators.”

Let’s look at what the advantages and disadvantages of each format are which will help you choose the format to use.

*{Slide 16 – Example of Report in Table Format}

Explain the example.

*{Slide 17 – Example of Report in Graphic Format}

Explain the example. Cite this as an example of reverse indicators.

*{Slide 18 – Example of Report in Text Format}

Explain the example.

*{Slide 19 – Effective Reports}

Make the point that effective reports are ones that provide standards or expected levels of performance.  

*{Slide 20 – Specialized Reports}

Explain the six types of specialized reports:

There are six types of specialized reports:  detail reports, exception reports, distribution reports, count down reports, trend reports and incident counts:

· Detail reports usually list by worker, case, and client the data included in a report displaying numbers in a table.

· Exception reports indicate missing or omitted key data by worker, case, client, and data element.

· Distribution reports might show the “distribution” of clients by age, race, and ethnicity within a worker’s caseload or within a specific geographic area.

· A count down report shows the remaining number of cases or clients that would successfully meet a required measure.  It is produced so workers have an opportunity to impact the measure through their efforts with their clients prior to the end of the current cycle.

*{Slide 21 – Trend Reports}

Trend reports show what is happening over time for specific clients.  These reports may indicate that the client population is changing in its make up.  For instance, a trend showing that clients with multiple placements reflects a growing number of teenagers could be helpful.

Break participants into small groups of 3-4. Ask each group to select a recorder/reporter.  Have participants examine the reports they were asked to bring to the session.  Ask them to rate how understandable each one is and why.  Allow 10 minutes for small group discussion.

After 10 minutes, facilitate a discussion about the different formats based on the information provided by the small group spokespersons.

Continue:

Some individuals respond differently to information presented in different types of formats.  Some individuals are very visual and prefer “pictures” or graphs to help them understand information.  Others are very detail oriented and may want to see exact numbers.  Still others may want a written description of the information they need.  What kind of preferences are there in the participant group?

After participants have discussed their preferences, offer several examples of how data are used:

Charts or graphs are generally a helpful way of conveying information.  Graphs may be particularly helpful for conveying information quickly to executive staff who often do not have the time to go over large tables of numbers.  In some instances the goal of a particular outcome may need to be reversed to keep it positive and less confusing to staff.  An example would be the percentage of children in foster care who were NOT abused or neglected.  

Social workers do not usually think in terms of numbers and therefore a paragraph or two of narrative explanation of the data may help them to understand it better.  This narrative should not replace regular discussions between data staff and program staff on what the special nuances of the data may mean.  

Frontline supervisors may need to see tables of numbers to fully grasp where additional effort needs to be made for a particular measure.  They may also have supporting information that provides clarification as to why certain workers or units are having difficulty meeting expectations.  

Written reports may be the most helpful with external stakeholders and the media in conveying the desired information.  This could reduce the possibility of misinterpretation of the information.

Briefly discuss which data can stand-alone and which may need more qualitative inquiry:

Some data can easily stand alone without qualitative support, for example resource focused data, which we talked about earlier.  This is data that measures very concrete things like length of stay, numbers of foster homes, etc.

An example of data that requires more than just the numbers are case plan goals in order to know if the goals are simply "cookie cutter" or are they based on needs assessment that are individualized for the child and family situation.

Ask how their agency tracks national client outcome measures. 

After several responses, offer the following example:

The most common approach is to replicate the state data profile.  For example, the Administration for Children and Families using NCANDS and AFCARS data produce a “state data” profile that reflects the state’s performance on the six identified safety and permanency outcome measures.  States try to duplicate this data on a monthly or quarterly basis so they will be able to make adjustments and improve the outcomes prior to the end of their Program Improvement Plan.

This is the primary way most agencies use this data; however, not everyone does it purely from AFCARS data.  Agencies may use the same data measures as in the data profile but use state data warehouse sources that they may see as more all encompassing than AFCARS data alone.  If the agency is under any court related requirements data related to these requirements may also be used.  Agencies do understand that the data profile from AFCARS and NCANDS submitted data is what is used officially for PIP and all federal outcome measures but some believe that their data may be more useful for management analysis purposes.  Agencies should be using AFCARS data for monitoring much more than just the CFSR outcomes.  

Ask how the timeliness of feedback impacts these measures.  

After several responses, make the point that if feedback isn't timely, it can't be used to impact the final result:

If needed outcome reports are generated on an annual basis, this is too late to impact the final result.  If they are generated monthly or at least quarterly managers and supervisors have the opportunity to make decisions that can impact the final result.

*{Slide 22 – Quality Decisions Require Quality Data}

Key decisions at all levels within the agency should be based on appropriate information.  The “decision pyramid” illustrates this point that complete and accurate data should drive all aspects of agency practice.  As shown in the illustration, data or information should form the basis for all decisions.  This data or information is then filtered through the knowledge and analysis of the individual making the decision and must align with policy and good practice.

*{Slide 23 – Poor Decisions}

Some people use the pyramid in reverse.  "Don't confuse me with the facts. I know what to do!"

Ask what alternative measures are used or tracked in addition to national measures. Possible responses include:

· Some states have external requirements such as court decrees that require them to track additional measures.

· Other stakeholders may have requirements that they feel need to be tracked in addition to the “standard” federal measures.

· Foster care associations may have issues that they want tracked specific to their needs.

Transition to the next section:

The next activity in this session focuses on data quality issues.


	[Local examples of these reports would help.]

[Another possible part of this activity could be to have participants classify reports as to type (resource, policy or client focused) and format (text, graph, table, etc.)]



	CONTINUOUS QUALITY IMPROVEMENT (CQI) (1 hour)

*{Slide 24 – Continuous Quality Improvement}

Provide an  overview of the CQI process:

The process for Continuous Quality Improvement (CQI) involves identifying goals for improvement, defining actions to reach established goals, and monitoring if goals are being approached.  Evaluation of goals is usually against a set standard.  Effective CQI involves a cultural shift in agency policy.  The agency is managed by using the reports generated by CQI and staff at all levels who must "buy in" to the process.  CQI is not driven by the CFSR process, but by an overall belief in improving services.  However, the CFSR is driven by the CQI process.

CQI usually involves reports that evaluate against a standard.  CQI is where opportunities for improvement are identified, goals are set, actions are defined to reach the established goals and there is a plan in place to monitor if the goals are being approached or not.  This is driven not just by the CSFR but by a need to improve the overall system.  It usually involves a cultural shift where this is the agency philosophy. 

Begin a brief discussion on information system issues and how staff view the agency's information system as a result of the first CFSR and PIP:

What is driving the agency’s need for data?  Does the system drive the process or does the program or process drive the system?  

After several responses, offer the following example:

The best example here would be how hard it is for child welfare staff to request and get changes made to the automated system; for example, a typical worker request would be to lengthen a text field so that more information can be added.  This may be a sensitive subject, because data staff typically feel they know what is needed and may not be responsive to field level input.  However, it needs to be addressed because workers may otherwise be  required to use a “work-around” or non-standard or approved approach.  Workers may be using Word files to supplement information in the automated system in order to get data entered or to get data that they need. Not only is this non-compliant with SACWIS standards, but it is a classic example of the system driving the process.

What - if anything - has changed in the way staff view the agency’s information system and data in general as a result of the first CFSR and PIP?  

After several responses, offer some examples of changes in staff view in other agencies:

· Staff see data more as something to drive good practice through good outcomes for children and families.  

· Staff see themselves as being more accountable.  

· Staff are more eager to address areas of concern when they both see AND understand the reports.  

· Staff are more eager to use data to build practice and look for reports to weigh in on progress and address areas of concern.

Continue:

Do workers understand the critical nature of certain data and where and when it needs to be entered into the automated information system to impact measures?  If workers are putting critical information into text fields AND the data field where it is required then they show an understanding of the nature of data impact on measures.

Does the agency produce Detail Reports and Exception Reports to assist in timely and quality data entry and do workers use these?  

Detail reports show the data behind the numbers.  A typical detail report shows by worker, case and client exactly what data makes up a table or report.  This can then assist in reconciling any discrepancies between field staff and those responsible for generating reports.  They are usually helpful in gaining trust in the data because they show which cases/clients make up the “numbers” in a report.  

Exception reports provide supervisors and workers with information about what key data elements are missing from the case or client record or still need to be entered into the automated system.

*{Slide 25 – Quality Assurance Reports}

Provide examples of the different kinds of quality assurance reports.

Describe the two primary quality issues, completeness and accuracy, and explain that they are identified through the use of detail reports and exception reports: 

The primary quality issues are completeness and accuracy of the data.  Many states have adopted the use of detail and exception reports to identify issues with data quantity and quality.  Workers at times take issue with reports showing numbers of clients meeting a specific outcome measure or more often those not meeting the measure.  A detail report gives workers a chance to see exactly which clients in their workload were included in the report and an exception report lists the clients not meeting the report criteria and exactly what required data elements are missing that would have resulted in their being included.

*{Slide 26 – Quantity and Quality of Agency Data}

Make the following points:

· Policy is well defined and communicated to staff

· Practice always follows written policy

· Solid definition of what is in the case record

· There is ultimate responsibility for the case record

· The case record is reviewed regularly to insure accuracy

· “If it isn’t in the ‘automated’ record it didn’t happen!”
*{Slide 27 – Using Outcome Indicators}

Explain how outcome indicators assist the worker with their job:

In order to better understand the issues related to data quality, a discussion of how outcomes are determined using “outcome indicators” will be helpful.  For instance, determining the level of abuse and neglect in out-of-home care requires careful and accurate entry of information regarding a child’s placement and their caregivers as well as accurate information related to any alleged incidents or abuse and neglect.  Knowing how indicators are derived helps staff understand the importance of the data used to produce them.

Automated systems by their very nature make the entry or non-entry of data much more visible to everyone.  In the past with only paper files a worker had greater control over the “file” and in some instances this included those who had access to them.  

The bottom line is that accountability increases for those required to enter data in an automated system.  Sometimes in the rush to input something, errors occur.  What kind of activities has your agency implemented to increase data quality?  

Insure the following points are covered:

· The automated system may have edits that help with data quality

· The system may require supervisory approval of specific activities/entries in the system

· Super users may help those that are having trouble

· Peer reviews are another possible tool

· New QA reports have been produced to assure data quality

*{Slides 28&29 – Improving Data Quality Requires}

Wrap-up the discussion on data quality by briefly reviewing what improving data quality requires (previously covered):

Improving data quality involves more than changing reports or software systems.  It involves making sure the people who are using the data understand it, see its value and are included in the feedback loop if the process of data collection and analysis comes under review.

*{Slide 30 – Analyzing Data to Monitor Improvement }

Transition to the next section:

The next activity in this session focuses on analyzing data and using results to measure improvement. We will look at critical success factors in data analysis, how the agency collects data and you will have an opportunity to apply the principles of data analysis.


	

	ANALYZING DATA TO MEASURE IMPROVEMENT (1 hour)

Why is information so important or critical in child welfare and what level of quantity and quality is acceptable?

*{Slide 31 – Analyzing Data to Monitor Progress}

Add the following points:

(1) Caseworkers and their supervisors must be fully aware of the importance of entering data correctly into the information system. Critical information or data must not be “lost” in text or narrative fields.

Display the Excel Worksheet on the screen.  Follow the instructions for the spreadsheet as outlined below:

· If the “drop down” arrows are not already present, select the DATA option on the Excel toolbar.  

· Select FILTER followed by AUTO FILTER.  

· After the drop down arrows appear, select the one associated with the “Age” column.

· Selecting this arrow should cause all of the possible values for this field to be displayed in a pick-list. 

· Be sure to note the correct age for the clients with their date of birth (DOB) entered in the text or comments column to the far right.

· By selecting that age-value all clients of this age will appear in the “report” spreadsheet except for the clients with their DOB in the comments column.  

· Restore the records with the missing data in the DOB field by selecting the value of “All” for that field.  Since the client ages are automatically updated, it is necessary to respond “No” to the question regarding saving the spreadsheet.

Wrap up the exercise by noting that:

If data used as selection criteria for a report is missing or not entered in the required field, clients for whom the data are not present will not appear on a report.  Entering data timely and correctly is a primary way to be sure reports are correct.

Note that the “age” field updates automatically based on the information entered in the clients “DOB” field.  

Exit out of Excel (this should return the display to the previous PowerPoint slide).

(2) Workers must understand the linkages among data elements. For example, client income information required to determine a client’s IV-E eligibility may not be used by the system if the “income start date” is after the “client’s” removal date.

Another example is the transfer of cases.  Investigations may transfer a case to family preservation, but the system doesn't recognize the transfer until all required investigation fields are completed and a supervisor signs off.  Due to the need to begin immediately, the family preservation worker may be providing services; however, this will not show up in data. The family may be shown as  not receiving services when in fact they are.

Point out the data elements tied to outcomes:

The agency has identified “key” data elements tied to outcomes. For example, key elements measure outcomes such as those found in the CFSR or PIP based on AFCARS and NCANDS data elements.  These key data elements may be included in additional agency defined measures.  

Agencies that have been involved in court cases and resulting consent decrees usually have additional outcome to measure and track.  External stakeholders may identify additional measures as well.

Refer Participants to page 9 of the Participant Workbook, Handout 4 (Child and Family Services Review Data Indicators). Allow participants approximately 10 minutes to review the document. 

Following their review of the document, conduct a brief discussion of the new CFSR data measures and the related key data elements. Ask such questions as the following and use the answers to transition to the discussion of “key” data elements:

· What impact will the new CFSR data measures have on them?

· In what ways could their agency use this information to improve practice?

Point out the importance of workers understanding:

· the need to enter these “key” data elements in order to impact these measures

· where this data is pulled from within the system

· why it is so important to enter it in a timely manner

Continue:

If data are not entered into the automated system correctly and in a timely manner it will not be reflected accurately in the CFSR or PIP outcome measures.  A typical problem is that a worker will record information in a narrative field, but not put it in the required data field the system uses to produce AFCARS or NCANDS reports or internal reports used to monitor these measures.

Refer participants back to slide 31 (“Monitoring Progress”) to help them focus on the following discussion.

Begin a discussion on how the agency collects and analyzes data by asking the following questions and making the points indicated:

· Based on agency training do you know more about how data around the PIP are collected and used? (Measuring Progress)  Why or why not?

· What specific steps has your agency taken to use data in monitoring or measuring progress?

· Example: Producing user defined specific reports that provide managers and supervisors with information related to measures that they and their staff are responsible for meeting.

· Following the first round of the CFSR/PIP process, are agency staff now more prepared to project progress and set goals?   How?  If not, why not?

· Has your agency made progress in developing the internal capacity to produce data (data profiles)?

· Example: A number of states, instead of waiting until ACF sends their data profile on an annual basis,  produce it before hand to know how the agency is doing in meeting established goals.  Usually the information is provided on at least a quarterly basis.  This gives agency staff the opportunity to possibly make changes and impact outcomes based on the information instead of simply finding out after the fact whether the agency was successful in meeting expected outcome measures.

· Has your agency used data to analyze specific populations, geographic areas, demographics etc.? 

· Example: States are using a number of tools that allow them to look at data in different ways including those listed above.  This has allowed some agencies to decentralize service delivery and place offices in areas of greater need and thereby make services more accessible to their clients.

· What efforts have been made by your agency to use data to evaluate and understand trends over time? 

· Example: A number of states have developed data that allows managers and supervisors to track trends.  The digital dashboard by Iowa is an example of this effort.  A digital dashboard typically provides graphic views of data or information for supervisors or managers to quickly determine where their unit stands on specific goals or outcome measures.  These tools usually have standard display practices that allow them to be easily read.  In some instances they show the standard or goal as a clearly defined line on a chart and typically a unit that is at or above the line is meeting the goal.  In some instances this requires that the measure be reversed.  For instance, instead of showing the number of children in out-of-home care who were abused, the graph will show the number of children who were NOT abused.

Break participants into small groups of 3-4 and introduce a small group activity designed to have them practice data analysis:

Because AFCARS data is a good “barometer” of the overall accuracy of information in a state’s database, this data can be used for analysis purposes to determine the general “health” of the state’s data.  This activity will utilize the AFCARS data submitted by the state.  

After running the AFCARS Frequency Utility, have participants discuss the results in small groups.  They should examine the frequency report for data anomalies or errors.  

It may be helpful to display a spreadsheet containing the AFCARS data and explain that each column in the spreadsheet represents a “field” from the database and each row in the spreadsheet represents a partial client “record” from the database.  

After allowing sufficient time to analyze the AFCARS frequency report, have the each group report back on what they have found.  Possible results may include the following:

· Incorrect client birth years

· Incorrect foster parent birth years

· Incorrect dates for periodic reviews

· Inconsistent counts of children by placement type

After discussing the data errors or anomalies discovered during the group exercise, have the groups discuss possible reasons for the errors that were found.  These will probably fall under one of two possible categories, programmatic issues or systemic issues:

· Possible programmatic issues identified may include:

· Vague or poorly defined agency policy 

· Policy not communicated clearly to staff

· Inadequate training of staff on policy or procedure 

· Staff training compartmentalized; policy and system training done separately

· Lack of “ownership” of data

· Possible systemic issues identified may include:

· Inadequate or missing system edits

· Staff confusion on where data elements are entered into system

· Inadequate feedback on data entry errors

· Lack of system guidance or help for recording client data

· Outdated or non-intuitive user interface

· Poorly designed data entry screens 

Another possible area for discussion relates to the AFCARS data and how closely this data reflects the demographics of the client population served by the agency.  The facilitator may want to ask program staff to discuss the demographics reflected in the data and whether it is consistent with their knowledge of the client population and, if not, what some of the possible reasons for the differences are.

Then proceed by introducing the topic of first time entry cohort data by describing what it is, what it tells us, how the agency is using it and to what level of success:

Most reports look at a cross section of all clients in care and may count all children leaving care regardless of other factors.  A report based on a first-time entry cohort identifies a group of clients entering care within a specific time frame.  This may be based on changes in agency practice so that for this group the matter of when they first entered care could help provide information related to how the program change has impacted them.  
Analysis of this type of data can provide insight into the effectiveness of a change in policy or practice or it may indicate a change in the nature of clients being served.  By comparing the first time entry cohort to a cross section of the client population or to an exit cohort some general facts related to the change in practice may be determined.  Some agencies have partnered with university personnel in their states to assist them with this analysis.

Ask for other possible examples.  

After they have provided other examples, continue:

One area where some agencies use first time entry cohorts is for children achieving permanency by being adopted or reunified.  This reporting method allows the agency to track how long it takes for specific groups of children to achieve permanency.  It can permit the agency to provide proactive services to these children to facilitate the adoption or reunification process as these children reach critical milestones in their out-of-home experience.
Other examples of using  first time entry cohorts are:

· To determine the impact on case dispositions of a change in policy to an alternative response 

· To determine the impact on the number of children being adopted after changes to the adoption subsidy rate

Ask the questions:  

· Has your agency made any efforts to use first-time entry cohort data? 

· If so what were the results?

Describe what types of data are good candidates for this type of analysis.  Offer the following examples:

· New policy or practices to speed the TPR/adoption process are good candidates for this type of data.  

· Changes intended to prevent reentry into care or to limit the number of placements a child has while in care.  

· Any type of analysis that tracks back to policy or procedural changes or any other special circumstance and the effect it may have. 

· Anywhere some new element affects a change would make for a good opportunity to use this type of analysis.  

Offer an example of how management might use analysis of this type of data:

In addition to the above, management uses this type of data.  An appropriate example of this is a State that analyzed the performance of workers based on length of service.  In analyzing worker performance based on experience the agency determined that the performance of more experienced workers showed no significant difference from that of less experienced workers in assisting clients in meeting identified outcomes.

Describe how states are using entry cohort data in meeting adoption outcomes:

States are using entry cohort data to assist them in meeting adoption outcomes for clients.  Since outcome measures typically reflect exit cohort data they include clients who are adopted that are well beyond the 24-month goal of adoption indicated by the federal adoption outcome measure.  

Some agencies are using “count down” reports based on entry cohort data that allow them to target clients before they get past the 24-month milestone.  The report lists clients who have been in care under 12 months, 12 to 15 months, 15 to 18 months, 18 to 21 months and 21 to 24 months with a goal of adoption.  This allows staff to identify and provide sufficient effort to move these clients toward adoption while they are still short of the 24-month deadline.  

Other clients are not ignored simply because they have passed the deadline, but these clients are identified because their adoption can still meet the federal outcome of adoption before 24 months.

*{Slide 32 – Putting It All Together}

Transition to the next section:  

Now you will have an opportunity to practice some of the day's learning.


	[The objective of this exercise is to illustrate that data entered into the wrong field in an application causes errors in subsequent reports.]

[If the answer to this question is no, participants may say this is due to:

· A lack of access by appropriate staff to appropriate information;

· Resistance from staff to the changes implemented; and/or

· Failure by the agency to communicate expectations to staff related to the CFSR/PIP process.

Some agencies have developed and offered additional training to staff to assist them in understanding what is expected of them based on the CFSR and PIP. The facilitator may want to refer participants to the Jerry Milner article on “Training of Child Welfare Staff and Providers: Findings from the Child and Family Service Review.”]

[Explain that the reason AFCARS data is being utilized is that it is used for the state data profile for the Child and Family Services Reviews.  If it is available, review the data profile before this exercise.

The most recent data would be most useful, but older data can be used.  This data should be used with the AFCARS Frequency Utility (the instructor can be provided with the AFCARS Frequency Utility and instructions in advance) to examine the relative “correctness” or accuracy of the state’s AFCARS data elements in their database.]

[After this exercise, point out the most common types of data issues found in state data profiles;   examples include: children exiting foster care for reason of adoption do not match number adopted for same report period, children adopted with out termination of parental rights recorded, etc.]

[This should be a straightforward yes or no if the participants understand the concept and are aware of the agency’s efforts in this area. If participants do not understand this concept this would be of concern to the agency if the participants are expected to use such data and make decisions related their use of it. The facilitator should, then, put this issue on the "parking lot" to address with agency leadership.]



	PUTTING IT ALL TOGETHER (45 minutes)

*{Slide 33 – Information Management}

Break participants into small groups of 3-4 and introduce a small group activity:

Based on the information presented earlier and the data analysis exercise, please:

· define reports that staff in the agency need on a monthly or at least quarterly basis (including the type and format for each of  these reports)

· identify what the expectations should be for staff to use data in their day-to-day activities to ensure that client outcomes are emphasized

· identify activities that you personally can initiate related to CQI, data analysis and other aspects of using data - including making sure that the agency mission and vision are clearly defined and communicated to staff at all levels

Give the groups approximately 20 minutes to complete their work. 

After 20 minutes, ask a spokesperson from each small group to report their results.


	[The goal of the exercise is to have participants “put into practice” everything that has been covered in the working session, demonstrating how they will use what they have learned and apply it to “real world” program planning, evaluation and improvement of outcomes for clients in their agency upon their return to the agency.]



	  WRAP UP (15 minutes)

*{Slides 34&35  – Wrap-up and Evaluation}

Refer back to the expected outcomes listed in their workbooks and solicit participant questions.

Thank participants for their time, focus, and commitment to using information and data with the goal of improving the lives of the children and families they serve.

Distribute and collect evaluations.

Adjourn the working session.
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