Developing and Monitoring Improvement Strategies

Key elements   




Areas of Concern 




(what specifically is the problem)




Assessment




(how has it come to be a problem; what keeps it a 






problem)



Measurable Desired Outcome




(what’s it going to look, sound, feel like when it’s no 





longer a problem.  How will you know you have arrived)


 
Tasks to Accomplish Desired Outcomes 




(behaviorally specific to-do list to accomplish what you 





want it to be like) 



Timelines




(by when will tasks and outcomes be accomplished)



Monitoring 




(when and how often to measure progress both at a task 





and an outcome level)



Reporting




(feedback lets folks know how they are doing;  makes 





results public;  increases accountability)
Choose a participative process for planning:  In order to get a grasp of what and where to focus improvement efforts, it is recommended that the regional management team examine the CQI data together.  Results are provided with suggestions on particular focus on the areas which need improvement.  The COSW will coordinate the development of a regional, field office or worker specific improvement plan, as needed.
PLAN FORMAT:  The precise format of the plan is entirely up to the region.  As long as it contains the key elements, format will be what you choose.  

( USING TABLES: Use your table features.  There is a table & borders toolbar which you can open.  This will give you a pencil and eraser to help with drawing lines in your table. 

REMEMBER:   You can customize your standard toolbar.  Click on View then Toolbar then Customize.  Click on Customize….the next screen will show features you can choose from (Edit, Format, etc).  Click on the one you want.  In the right hand box will be specific button choices such as “strikethrough” etc.  Click on the button(s) you want and drag the buttons up to your toolbar and drop where you want.  It will be permanently stored as part of that toolbar.  

Is our improvement strategy SMART?


Specific – behaviorally specific


Measurable - quantifiable


Achievable - can it be done


Realistic – practical, reasonable


Time-limited – time frames for accomplishment
Make the following examples SMARTer:

(1)  Staff will understand the contact standard.
________________________________________________________________________

(2)  Desired outcome is 100% compliance with contact standard for all parents including those incarcerated parents by next month.
________________________________________________________________________

(3)  Judges will schedule timely review hearings.

________________________________________________________________________

(4)  Parents will make more efforts to see children.

________________________________________________________________________

(5)  Each worker will make one non-crisis phone contact with a foster parent each day beginning February 10 and ending February 25.

________________________________________________________________________

Issue:  Worker-parent visits.
Sample assessment A:   Failure on this item appears to be largely due to lack of compliance on in-home services cases.  Workers are excelling at visits in out-of-home cases.  Cases are not being closed timely and months go by without any contact creating missed months of contact.

Issue:  Child and family involvement in case planning for in-home cases
Sample assessment B:  
· Numbers of cases identified from in-home case list were risk 
assessments that were not closed timely.

· Case plan are not routinely developed and or documented on in-home 
cases.

· Safety plan are often used as the case plan.

· Social workers have not consistently known the expectations of when and 
how to develop case plans on informal in home cases; nor when and how 
to involve the whole family and or non-custodial parents.

Issue:  Adoption within 24 months.
Sample assessment C:    
· Increased workload for permanency planning social workers with the assignment of PRIDE Assessments.

· Increase in the number of children entering foster care and the demands on permanency planning workers to team with case managers on concurrent planning earlier in children’s placements.

· In an attempt to address workload and the goal of timely permanence for children, Region has established a contract for adoption services in September 2005.  The contractor is available 20 hours a week to perform activities leading to finalization of adoptions.  

· Number of older children with adoption plans without identified permanent resources.

· Difficulty recruiting for older children with mental health diagnosis and challenging behavioral issues.

· Identification of potential fathers earlier in process.

Practice Activity:  Develop a sample RIP  for either Assessment A or B above with one SMART outcome and 2 SMART tasks.  Your desired result can be global (increase overall % of xxx) or increase % of times that workers complete plans on in-home cases.
Sample Regional Improvement Plan – Region X

Assessment:  Item 19—Worker visits with Child 

· Over the past year there has been a high vacancy rate in two specific regional field offices and high turnover in the others.
· Caseloads average between 25-30 for treatment workers. 
· Contacts being made more frequently than being documented.
· Need for time management strategies.
	Item/Goal/

measurement
	Tasks to achieve goal
	projected completion date
	actual date  task was completed

	Item 19: 

Worker visits with the children will increase to 73% by 10/31/06 as measured by ongoing supervisory CQI case reviews and quarterly CQI case reviews.
April 2006 CQI results:

        65%

April supervisory CQI results:

        46%

July 2006  CQI results:

        68%

July supervisory CQI results:

        63%

Oct 2006 CQI results:

        71%

Oct supervisory CQI results:

        72%
	19.1.1 Sups review parent and child contact standard with staff

May 06 monitoring report:  Trainings were held on January 20, 21 and February 11, 2006. COMPLETED

19.1.2 Supervisors will meet with each of their supervisees by March 31, 2006, and together they will develop a written individualized strategy to assure that each child on the worker’s caseload is contacted according to the standard.  The strategy will identify when and how the social worker communicates to the supervisor any potential barriers to meeting the standard and how that will be solved.

May 06 monitoring report:  75% of workers have completed strategies – date extended to 6/15

Aug 06 monitoring report:  100% by 6/15/06

19.1.3 Supervisors will monitor worker contact with children on a monthly basis through supervision and case review.  Supervisors will report the % of cases where contact standard was met to the Chief of Social Work quarterly beginning July 06. 

November 06 monitoring report:  Received 50% of reports from Supervisors by 7/06 and remainder by 9/06.   October CQI results were 71% compliance.

19.1.4 CFS management team will meet during September 2006 to consider and develop a system where multiple social workers have case responsibility.

November 06 monitoring report:  Team met 3 times during September.  While this appears to solve contact issues, group encountered multiple barriers.  Data is actually improving with implementation of task 1, 2, and 3.  Suspend this task for now.
	.1 1/6/06

.2  3/31/06

extended to 6/15/06

.3  Quarterly beginning

7/06

ongoing

.4 9/06


	.1 2/12/06

.2  6/15/06
.3  

9/30/06

ongoing

4.  9/06

temporarily

suspended


Suggestion for an alternate plan format

	Item  

Desired Outcome
	Tasks to achieve goal
	projected completion date
	actual date  task was completed

	Item:

Desired Outcome: 


	WHAT (is going to be done)

WHEN (is it going to be done)

WHO (is going to do it)

HOW (and when is it going to be measured)


	
	


(RED FLAGS
(
Lack of accurate or thorough assessment


Result is that you will not be able to focus interventions on the areas most related 
to non-
compliance.  Make an educated guess based on lots of ideas and data, plan
an   
intervention, implement it and see if anything changes.
(
Adding unnecessary or redundant tasks 


Setting up duplicative tracking systems which take more worker and supervisor time.  
Focus on getting sups to do their regular case reviews.  Example of “extra work” could 
be:  workers will submit a monthly report of their child and parent contacts to their 
supervisor.

(
Assessment and tasks do not match

For example -  your assessment indicates that the primary issues are with in-home 
cases and your improvement strategies (tasks) focus more globally on all cases.

(
Too many tasks for items where you need minimal improvement and too little on 
crucial items that must be improved.  A mix of tasks might actually keep everyone 
motivated to succeed.
(   Tasks are too large.  Break down into smaller achievable steps.
 Suggestions for Monitoring/Reporting

* Record progress right on your plan as demonstrated above

*  Narrative, especially if you want to include developments, additional assessment items discovered, etc that might be too much to actually enter on the table.  Don’t forget to report your outcome data as well.
* When you complete an action step or other part of your RIP leave behind (on the RIP) a brief statement so that it will help you keep an ongoing record of what you have done in the past in an effort to address an issue/outcome.
Example of RIP Quarterly Monitoring Report 
Quarterly Monitoring Report for October 2005   
Item 9.Increase diligent efforts to achieve finalized adoptions within 24 months to 56% by 1/31/07. 
Ongoing Assessment:  A new systemic issue has arisen this quarter regarding scheduling timely termination hearings. The Prosecutors office and the court have had a turn-over in personnel that has resulted in several termination hearings being re-set. This is addressed in area 9.9. The use of the concurrent planning review is bringing the awareness of the need for work toward permanency to the forefront. A concern has been voiced that when we change the primary goal to something other than reunification prior to the permanency hearing that the Public Defenders Office will find fault with the Dept. for not having reunification as the primary goal. There may be need for more work with the court on this area.


9.1 We are using the parent locator services to both identify the fathers and locate relatives. This has been a valuable resource for finding fathers. It typically takes 3 months to get to the process of paternity testing as many fathers may have been identified and need to be ruled in or out.


9.2 Review service plan at 3/6/9 mo intervals. Chief of Social Work has attended all staff meetings to review one concurrent plan case with the entire team and emphasize the need for timeliness in accomplishing the tasks. A plan is in place to have all the 137 current cases with concurrent plans of adoption as the secondary reviewed prior to 02/06.  Cases are being staffed with the permanency team prior to the 6 mo. review and attention is paid to needs of the child, poor prognosis indicators and the need to change the primary plan to something other than reunification if no progress has been made in the case plan for reunification.


9.3 …….
PAGE  
1
CP Subcommittee  8/29/06

Revision 1/8/07

