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Rationale

Data are essential in the Child and Family Services Review (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 it to measure improvement.

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

Synopsis

Data and the workplace culture

Identify systemic change activities, including:

· Developing agency mission and vision

· Changing casework practice

· Building an infrastructure that supports change

· Measuring outcomes in addition to compliance

Data and information

Explore changes in the use of data and information since the last CFSR.

· Participants discuss:

· How they were impacted by the last Program Improvement Plan (PIP)

· How they measured the last PIP-related activities

· Their happiness with the results

· Whether the activities continue to be measured

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

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

· How participants have used data as a result of the PIP

· Participants identify additional types of data or information resulting from the last round of CFSR and PIP they can build on.

· Reiterate the shift in emphasis from compliance to outcomes. 

· Participants identify changes in the agency’s focus when collecting and dispersing information. Stress the importance of accurate and timely data as an organizational tool.

Review agency reports used on a regular basis. 

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

· Why were these reports developed?

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

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

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

· How are they being used and/or modified over time? 

Identify requirements for good data. 

· Define qualitative data. 

· Delineate requirements for improving quality: 

· Clearly define good practice & desired outcomes

· Clearly communicate expectations to staff

· Teach staff to enter correct data and to enter data correctly

· Share information/data analysis

· Require staff to understand and use data (timeliness and accessibility)

· Develop flexible systems and measures

· Increase data quantity

· Build reliance and trust in data through consistent usage

· Delineate requirements for improving quantity: 

· Accurate data mapping

· Knowledgeable users

· Effective administrative support

· Strong policy definitions

· Information analysis

· Information sharing

· Timely and complete entry by staff

· Timely and targeted feedback to staff

Reports as tools

Identify types of reports. 

· Resource focused:

· Basic care measures (provide certain insights that help with resource management)
Workloads (case/client lists)

Length of stay

· Resource measures (provide information on the acquisition and expenditure of resources as well as efficiency of how resources are used)

Approved foster homes

Adoptive homes, etc.

Staff rosters

Budgets

· Policy focused (provide feedback to managers on adherence to agency policies and procedures, i.e., compliance):
· Investigations completed on time

· Case plans completed on time

· In-home visits conducted, etc.

· Client focused:

· Outcomes (centerpiece of child welfare performance)

Repeat maltreatment within 6 months

Maltreatment of children in care

Children achieving permanency within 12 months (reunification), or 24 months (adoption/guardianship)

Children Re-entering Care within 12 Months

Multiple Placements (no more than 2 within 12 months)

· Service response (results of actions taken that contribute to achieving outcomes)

Reduction in residential placements 

Stability in placement 

Placement of children in proximity to their home

Parent-child visitation (unless a detriment to the child)

Explore use of data in decision making.

· Participants identify data needed to support or refute anecdotal information provided to the head of the agency:

· Foster care placements are down in general but up for teens

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

· Visitation rates are up, but down for teens

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.

· Placements in psychiatric care have increased

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.

Data (report) formats

Present report formats:

· Tables of numbers

· Graphs or charts

· Descriptive text

· Combinations of the above

Note a characteristic of the most effective reports: they provide standards and expected levels of performance.

Present types of specialized reports. 

· Detail reports (usually listed 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 workers 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 - produced so workers have an opportunity to impact the measure through their efforts with their clients prior to the end of the current cycle).

· Trend reports (show what is happening over time for specific clients).

· Incident counts.

Explore preferences.

· Participants examine reports they brought:

· Participants rate how understandable each one is and why.

· Participants discuss their own preferences.

· General preferences are exemplified:

· 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

· 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

· Front line supervisors may need to see tables of numbers to fully grasp where additional effort needs to be made for a particular measure

· Written reports may be the most helpful to convey the desired information to external stakeholders and the media

Examine methods by which the national client outcome measures are tracked

· Participants cite how their agency tracks the national client outcome measures.

· Provide examples:

· Use of NCANDS and AFCARS data to produce a state data profile on a periodic basis

· Use of data warehouse sources

· Use of data from court-related requirements

· Note the importance of timeliness. 

Use the decision pyramid to illustrate appropriate considerations


Continuous quality improvement

Examine the contribution of data to improvement efforts

· Define CQI.

· Explore staff view of agency’s information system:

· What is driving the agency’s need for data?

· Does the system drive the process or does the program or process drive the system?

· What has changed in the way staff view the agency’s information system and data in general as a result of the last CFSR and PIP?

Provide examples:

-
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

· Do workers understand the critical nature of certain data and where and when it needs to be entered into the automated system to impact measures?

· Does the agency produce detail reports and exception reports?

Review quality assurance reports.

· Present types of QA reports:

· Exception reports:  Identify missing data

· Detail reports:  What’s behind the numbers by worker/case/client

· Cohort reports:  Select specific groups of clients/cases

Provide examples:

-
Clients served after a major change in policy

-
Cases closed following a change in procedure

-
Staff hired under new guidelines

· Present quality issues:

· Use detail and exception reports to reveal completeness and accuracy

· Present factors that impact quality and quantity

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!”
Emphasize accountability 

· Stress the value of outcome indicators. 

· Present system aspects that promote quality:

· 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

· Note the importance of people using the data, understanding it, seeing it’s value and being included in feedback loop. 

Analyzing data to measure improvement

Present attributes in analyzing data. 

· The goals that are set represent the priorities of the agency (outcomes versus just compliance).

· Progress toward goals is measured in a way that provides accurate, valid, and timely feedback on outcome attainment.

· Decisions made are based on how to best achieve the desired outcome.

· Caseworkers and their supervisors are fully aware of the importance of entering data correctly into the information system:

· Use an Excel worksheet to demonstrate the effect of missing data when selection criteria for a report are applied

· Workers understand the linkages among data elements.

Review key data elements. 

· Allude to measurements related to agency involvement in court cases and consent decrees. 

· Discuss new CFSR data measures:

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

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

· Stress the importance of worker understanding: 

· How does entering these “key” data elements impact these measures?

· Where is this data pulled from within the system?

· Why is it so important to enter it in a timely manner?

· Discuss how the agency collects and analyzes data: 

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

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

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

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

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

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

Discuss use of the state data profile (review actual profile if available).

· Review areas of the data profile that are often problematic for states, including the following:

· Dropped cases from one AFCARS reporting period to another

· Number of children exiting foster care to adoption doesn’t match AFCARS adoption file numbers

· Significant number of children exiting to adoption without termination of parental rights recorded

AFCARS is used to determine the general “health” of the state’s data.

· Participants analyze AFCARS data.

· Run AFCARS Frequency Utility on state data:

· Participants examine report for data anomalies or errors

· Report results which may include:

Incorrect client birth years

Incorrect foster parent birth years

Incorrect dates for periodic reviews

Inconsistent counts of children by placement type

· Participants discuss possible reasons for errors:

· Possible programmatic issues identified may include:

Vague or poorly defined agency policy

Policy not communicated clearly to staff

Inadequate staff training 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

Out dated or non-intuitive user interface

Poorly designed data entry screens

Explore the use of cohorts.

· Explain first time entry cohort. 

· Present benefits of analysis. 

· Participants discuss agency efforts to use first-time entry cohort data.

· Provide examples of situations in which this type of analysis is beneficial:

· New policy or practices to speed the TPR/adoption process

· 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 a new element affects a change

· Provide examples of use by states to improve adoption outcomes. 


Putting it all together

Participants demonstrate what they have learned.

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

· Participants identify how staff should use data in their day-to-day activities to ensure that client outcomes are emphasized.

· Participants identify activities that each can personally 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.
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