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Continuous Quality Improvement (CQI) is a philosophy based on the belief that people truly care about the work that they do.  They learn from their experiences, and when they are empowered to do so create, innovate, and improve.  The concept is based on the Japanese principle of Kaizen.  Kaizen means progressing through small, continuous steps towards a goal.

CQI is different from traditional quality assurance in that the focus is self-directed, self-determined change rather than change imposed by an external entity.  Continuous Quality Improvement is a process for employee empowerment, creativity, and accountability.  CQI evaluates the effectiveness and efficiency of services provided.  It determines whether services meet predetermined expectations of quality and outcomes.  It also attempts to correct observed deficiencies identified by team members.

The CQI Process is intended to be team-based, structured, strengths-based, solution-focused, action oriented, common sense driven, and culturally sensitive.  It is the process this agency has identified to promote change.

UNDERLYING ASSUMPTIONS
· Each employee, community partner, contract provider, resource parent, and client will have access to the CQI process.

· The CQI process involves multiple levels of team meetings, however, all of those teams are equal in importance.

· 90% of the issues a team identifies will be solved by that team.

· CQI issues being referred to a different level team will have a representative from the originating team to present the issue to that team.
· A continuous feedback loop is necessary in order to ensure a successful CQI process.

THE CQI PROCESS
The Department has identified seven steps to have a successful CQI meeting. Those steps are as follows:
· Review and update the minutes, goals, and action steps from the previous CQI meeting.

· Identify an issue using data or some other reliable source of information.

· Brainstorm ideas around the reasoning behind that issue and the current level of performance.

· Set a time bound, measurable goal the team wishes to achieve after reviewing the issue.

· Develop action steps to address the issue.  Action steps should include the person responsible and the target date for completion of the action step.

· Track and adjust the action steps at the next meeting to determine if planned interventions are working.

· Close the feedback loop by sharing the information learned with others.

ROLE OF CENTRAL OFFICE CQI STAFF

The Continuous Quality Improvement Team is under the supervision of the Director of Policy, Planning, and Performance Measurement.  The Division of Policy, Planning, and Performance Measurement is part of the Department’s Office of Performance and Quality Improvement.  There are three members of the Central Office CQI Team, which includes two Program Coordinators and one Administrative Services Assistant 2.  Each of those team members has very specific roles that they play within the team.
The Central Office CQI Team is responsible for the following duties:

· Provide technical assistance and training to the CQI Coordinators in the Department’s twelve regions.

· Serve as the CQI Coordinator for Central Office and the DCS Group Homes.

· Provide technical assistance to the Department’s Youth Development Centers.

· Collect Regional CQI Quarterly Assessments from CQI Coordinators in order to produce an Annual CQI Assessment.

· Administer an annual CQI Survey to DCS employees in order to determine any needed changes to the CQI process, as well as identify strengths and needs of the program.
· Administer an annual CQI Computer Based Training (CBT) to employees to assure that employees are given on-going training around the CQI process.
· Administer and process annual Resource Parent, Youth, Birth-parent, Contract Agency, Community Partner, Advisory Council, and Employee Satisfaction Surveys.

· Assure that survey data is being reviewed in the CQI process to improve satisfaction levels.

· Develop and distribute the CQ Eye Newsletter to all DCS employees six times per year.

· Schedule and serve as the Lead/Facilitator and Scribe for the State CQI Team, State CQI Prep Team, and Cost Savings CQI Team.

· Manage the Department’s Case Process Review Program.

· Conduct random Case Process Reliability Reviews in the twelve regions.

· Serve as the Department’s representatives with the National Quality Improvement Peer Network.

· Conduct on-going research on the quality improvement programs around the nation.

ROLE OF REGIONAL CQI COORDINATORS

Each region must have at least one full-time CQI Coordinator.  These employees should possess advanced knowledge about the Continuous Quality Improvement Process and be able to assist CQI teams in being effective and efficient.  The Continuous Quality Improvement Coordinator is an employee of the region they serve, and not an employee of the Office of Performance and Quality Improvement.  However, it is expected that the Central Office CQI Team play a role in determining who in each region should be named the CQI Coordinator.

Desirable traits for a Regional CQI Coordinator are:

· Someone who is respected by regional employees.

· Someone who is an “out-of-the-box” thinker.

· Someone with the ability to truly problem-solve.

· Someone with the ability to coach and mentor others.

· Someone with a clear understanding of best practice.

· Someone who has the ability to analyze data.

The Regional CQI Coordinator is responsible for the following duties:

· Attend multiple CQI meetings within the region on a monthly basis and provide feedback to those teams on their effectiveness.

· Assure that CQI meetings are documented in clear, concise minutes, and assure that those minutes are kept in the team CQI Note-book, on the regional H Drive, and on the state Y Drive.

· Provide support and technical assistance to CQI teams within the region.

· Provide training on an annual basis to the Regional Cross-functional Team, Foster Parent Association, Community Advisory Board, and Youth Advisory Board.

· Keep an up to date action step referral log and assure that action steps are followed up on.

· Assure that the feedback loop is maintained on all CQI issues within the region.

· Serve as a Liaison between the Office of Performance and Quality Improvement and the region.

· Participate in the Regional Core Leadership Team and Regional Cross-Functional Team.

· Process data reports and assist CQI Teams with analysis of that data.

· Conduct one-hour CQI training for all new employees within their region.

· Assure that all Council on Accreditation (COA) PQI Standards is being met by the region.

· Maintain the COA PQI Notebooks.

· Assure that the region has an annual Quality Service Review Data Camp to set improvement goals based on their QSR scores.
· Forward the Case Process Review (CPR) list to regional supervisors, and provide technical assistance to those supervisors on the CPR tool.

· Request CPR replacement cases through the Central Office CQI team.

· Assist the Central Office CQI staff in completing the regional CPR Reliability Reviews.

· Update the Regional CQI Plan on an annual basis.
· Provide training to new supervisors on the CPR process.

· Serve as the regional representative on the State Forms Committee.

· Serve as a member of the State CQI team.

· Serve as the Liaison on policy review between the region and the Division of Policy, Planning, and Performance Measurement.

· Assure that CQI teams are meeting around survey data and CPR data on a regular basis.
· Complete the CQI Quarterly Assessment by the requested completion dates.

· Review Incident Report data for the region, and assure that follow up is being completed.
· Participate in monthly CQI Coordinator poly-coms, Quarterly CQI Coordinator meetings, and the annual CQI Coordinator training.
ROLES OF CQI TEAM MEMBERS

Each CQI team must have one person agree to take on the role of Lead/Facilitator, and one person to take the role of Scribe.  Those roles should generally rotate on an annual basis.  This provides for greater consistency in the minutes and team operation.  For larger CQI teams it is suggested that each team also have a back-up Lead/Facilitator and Scribe.

Lead/Facilitator:
Helpful traits for a Lead/Facilitator are:

· Someone who is watchful and observant.

· Someone who is inclusive and respectful of others.

· Someone who can draw out the thoughts of quiet team members.

· Someone who can keep the meeting moving and assure that time parameters are followed.

· Someone who is willing to redirect discussions and individuals as needed in order to maintain focus.

The Lead/Facilitator is responsible for:

· Facilitating the meeting process.
· Reviewing the agenda items with the team.

· Setting up the CQI meeting time and place.

· Making the final decision about issues that may need to go up the next level team.

· Keeping the team solution focused.

· Keeping the meeting moving and assure that time parameters are met.

· Gently curbing members who tend to run-on.

· Maintaining the focus of the team.

· Assuring that each action step has a person responsible and projected completion date.

· Training the Lead/Facilitator for the next year.

Scribe:

Helpful traits for a Scribe are:

· Ability to separate from the discussion and listen objectively in order to capture the ideas and comments of team members.

· Someone who is a good and active listener.

· Someone willing to ask for clarification when needed.

· Someone with good note taking ability.

The Scribe is responsible for:

· Getting input on the agenda from team members.

· Developing and send out the agenda in advance of the meeting.

· Copying and distributing any data or information needed for the meeting.

· Documenting the team meeting using the minutes form agreed upon by your team.
· Assuring that the goal, action steps, person responsible, and proposed completion date are all recorded in the minutes.

· Distributing meeting minutes to the team members.

· Keeping an up to date CQI Team Note-book.

· Providing an electronic copy of the CQI meeting minutes to the Regional CQI Coordinator.

· Training the Scribe for the next year.

Team Members:

Helpful traits for Team Members are:

· Someone who truly wants to improve the services offered to families.

· Someone who is willing to complete action steps in order to meet goals.

· Someone who is willing to express their ideas in a strengths-based fashion.

Team Members are responsible for:

· Attending and participating in CQI meetings.

· Sharing their ideas and proposed solutions to problems.

· Being responsible for action steps and assuring that they are completed.

· Sharing the successes and lessons learned by the team with others.

THE MEETING AGENDA
Each CQI meeting should have an agenda set in advance to ensure that the meetings are productive and task focused.  The agenda should never be overloaded with too many issues for one meeting.  Although, there will be times when teams are asked to meet about specific issues by the leadership of their region/facility or central office, it is important that each team be empowered to primarily set their own agenda.

DATA REVIEW
Each CQI team should be reviewing data on a regular basis.  Data should be utilized to determine where there are areas that could be improved upon in order to provide more effective and efficient service to the children and families we serve.  

The Federal Government has established priority areas where each state child welfare agency must focus.  There are three primary focus areas:  Safety, Permanency, and Well-Being.  
Each state and tribe who received Federal funds must develop a five-year Child and Family Service Plan (CFSP) that outlines strategies that will be implemented to meet those standards.  The progress of those plans is reviewed periodically through a Child and Family Service Review (CFSR) and the submission of an Annual Progress and Service Review (ARSR) report.  We are required to have stakeholder input in the evaluation of our child welfare system.  

The CFSR enables the Children’s Bureau to:  (1) ensure the conformity with Federal requirements; (2) determine what is actually happening to children and families as they are engaged in the child welfare system; (3) assist states to enhance their capacity to help children and families achieve positive outcomes.  The Administration for Children and Families (ACF) conducts the review in partnership with DCS staff; consultant reviewers supplement the Federal Review Team.  Each CFSR is a two-stage process consisting of a statewide assessment and on onsite review of child and family service outcomes and program systems.  These reviews are structured to help the state identify strengths and needed areas of improvement.
At the end of the onsite review, states determined not to have achieved substantial conformity in all areas assessed are required to develop and implement a Program Improvement Plan (PIP) addressing the areas of nonconformity.  States that do not achieve their required improvements sustain penalties as prescribed in Federal regulations.  Usage of the CQI process in order to meet the goals set by the Department’s PIP is paramount.  

DCS has a Strategic Planning Team that includes both Department employees and stakeholders.  This group worked collaboratively to develop the agency’s Mission, Vision, and Values statements.  

There are a number of suggested data reports that CQI teams can utilize to determine areas of need and then set goals and action steps to improve performance.  Those include, but are not limited to:

· Client/Case Manger Face-to-Face Contact Report

· Parent/Child Visitation Summary

· Open CPS Investigations Over 60 Days Old Report

· Resource Home Compliance Summary Report

· Brian A. Class 75 Mile Placement Report

· 12-Month Report of Children in Emergency/Temporary Facilities

· Time to Reunification Report
· Number of Child Placements Report

· Length of Time in Placement Report

· Re-entry within 12 Months Report

· Regional Outcomes Report

· Quality Service Review Data

· Case Process Review Data

· Brian A. Court Monitor’s Reviews

· 15-Month No TPR/Backlog

· Chapin Hall Data

· Survey Data

CQI NOTEBOOKS

Each CQI team should keep a team notebook.  Each member of the CQI team, as well as the Regional CQI Coordinator should know where this notebook is kept, and have access to the notebook at all times.  It is the responsibility of the Scribe to maintain the team notebook.  
The CQI notebook should contain copies of the minutes from the CQI meetings.  In addition to the minutes, copies of the meeting agendas, data that was reviewed by the team, and any hand outs provided during the meeting should be stored within the notebook.  The Scribe may find it beneficial to have one CQI notebook for each calendar year that the team meets.
CQI TEAMS

Each region or facility has the option of outlining the team structure for their region in their Regional/Facility CQI Plans.  In order for a CQI team to be considered an active team, they must meet a minimum of once per quarter and have minutes documented for that meeting.  

It is recommended that the CQI team be made up of at least three people, and be no larger than ten people.  Each employee must have access to a CQI team.  If an employee chooses not to be a member of a CQI team, they still may refer issues to the team assigned to represent them.  Employees who chose not to be a member of a CQI team are still required to take the annual CQI Computer Based Training.

CQI teams can be formed to work on a specific issue.  Many of these teams may meet for only a few months and then dissolve once the issue is resolved.  These teams are often referred to as chartered, focus, or specialty teams.  Those teams are not required to keep a CQI notebook.  However, they must produce minutes for their meetings to be uploaded to the regional H drive and state Y drive.

Confidentiality should be maintained at all CQI team meetings.  Sensitive information may be shared at these meetings.  That information should be only for the usage of the team members. 
It is up to the members of the CQI team to determine if they wish their supervisor to become a member of the team.  If supervisors are allowed to be a part of the CQI team, they should not hold the office of Lead/Facilitator or Scribe.  Supervisors should serve only as members of the team and have an equal voice to all other members of the team.

REGIONAL/FACILITY CQI PLANS

Each region and facility should have their own individualized CQI Plan.  The CQI Plans should be updated on an annual basis.  Plans should be updated using the state fiscal year (July 1 – June 30).  These plans should include but not be limited to:

· Regional CQI Structure (Levels of teams)
· Team Structure (Natural teams, County teams, etc.)
· Flowchart Indicating Feedback and Referral Process

STATE CQI PREP TEAM
The State CQI Prep Team meets on a monthly basis.  This team reviews referrals that are sent up from CQI teams in the regions and facilities, as well as referrals sent from Central Office employees.  The role of this team is to determine possible solutions to the referrals sent to them.  Issues that can not be resolved by this team are then sent to the State CQI Team.  
The State CQI Prep Team also reviews data on the macro-level.  This data includes Disciplinary Action Reports, Grievance Reports,  and Risk Management Reports.  The State CQI Prep Team also reviews the progress the Department is making on the PIP and Council on Accreditation Memorandum of Agreement (MOA).

The members of the State CQI Prep Team include:

· Director of Policy, Planning and Performance Measurement

· CQI Program Coordinators

· Representative from the Office of Child Safety

· Representative from the Office of Human Resource Development

· Representative from the Office of Permanency

· Representative from the Office of Finance and Program Support

· Representative from the Office of Information Technology

· Representative from the Office of Juvenile Justice

· Representative from the Office of Child and Family Well-Being

STATE CQI TEAM

The State CQI Team provides team members with an opportunity to address statewide issues and review referrals from other teams.  The State CQI team meets once per quarter.

CQI Teams who make referrals to the State CQI team are expected to have a representative from that team to present the referral.  That representative is considered a full member of the State CQI Team on the day they present the referral.

The members of the State CQI Team include:

· Commissioner

· Deputy Commissioners

· Executive Directors

· Director of Policy, Planning, and Performance Measurement 

· CQI Program Coordinators

· Regional CQI Coordinators

· DCS General Counsel

· DCS Inspector General

· Director of Group Homes

Minutes from the State CQI Team, as well as the State CQI Action Step Referral Log are maintained on the state Y Drive.  

COMMUNITY PARTNERS
Community partners are those with whom the Department collaborates to provide a holistic array of services.  Community partners should be included in the CQI process.  To improve the outcomes for the children and youth the Department serves, we must include those who work in cooperation with the Department in the change process.

Many CQI teams have found it valuable to include a community partner in their CQI meetings in order to get the opinions and ideas of those outside the Department.  Utilizing the CQI process with Regional Cross Functional Teams and Foster Parent Association Meetings has proven to be quite beneficial for the Department.
Some community partners that CQI Teams may want to consider inviting to be a part of their meetings include:

· Juvenile Court

· Resource/Adoptive Parents

· Private Providers

· Community Mental Health Providers

· School Personnel

· Health Care Professionals

· Local Health Departments

· Child Advocacy Centers

· Law Enforcement 

· Community Advisory Board Members

CONSUMERS

Including Consumers in the CQI process can be very beneficial.  DCS Facilities can develop Youth CQI Teams.  This not only helps the youth to voice their opinions and ideas, but it also teaches them critical thinking skills.

Including older youth in the CQI process can enable teams to learn about the needs of our adolescents.  This can be especially beneficial  when used with our youth who are involved in Interdependent Living Groups or who are receiving Post-Custodial Services.

Birth-parents and relative care takers can also be included in the CQI process.  They can provide very valuable information about what true engagement should look like, and what could increase satisfaction among our consumer/client population.

SURVEYS

The usage of survey data can be very beneficial for regions and facilities who are trying to improve performance.  Surveys are conducted throughout the year with Contract Providers, Youth, Birth-Parents, Resource Parents, Community Partners and others.

Though all of the surveys are anonymous, they are broken down by region or county.  This can be very valuable in setting performance improvement goals and spotlighting systemic issues that may be causing a low level of satisfaction.  Goals and action steps can then easily be put into place to attempt to improve the level of over all satisfaction.

TECHNICAL SUPPORT

Technical support and assistance around the CQI process is always available from the Regional CQI Coordinators and the Central Office CQI Team.  Requests for technical assistance should be made via the state e-mail system.

CQI REFERRAL FLOW CHART
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