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Nurturing a Quality Environment
Continuous Quality Improvement Plan

Introduction and Purpose
The Continuous Quality Improvement Plan for Smoky Mountain Region is a continuous and dynamic self-evaluation process. It is part of an overall agency philosophy of empowering staff at all levels to assume an active role in improving program outcomes and overall agency performance.  It is through the Continuous Quality Improvement (CQI) process that we work together to improve organizational performance for the purpose of fulfilling our mission of providing the highest level of services to children and families who come to our agency’s attention. 

The objectives of the Continuous Quality Improvement plan are:
1. Every staff person in this region has an opportunity to be a member of a CQI team. This region will encourage private providers, community partners, and stakeholders, to participate in the CQI process.

2. Our CQI structure will embrace the usage of data in order to identify issues, brainstorm ideas around improving performance, set measurable goals, and time limited actions steps in order to improve the delivery of services to the children and families of the Smoky Mountain Region.  

3. Our CQI structure will include ongoing assessment of CQI goals and action steps to ensure that the results of proposed solutions are documented and that the feedback loop is closed.
4. Successful resolution to issues and improved performance will be celebrated in this region in order to demonstrate the necessity of having a vital, energetic CQI program.

Engagement 
Responsibility for building a culture of continuous learning and improvement within the Smoky Mountain Region lies with the Regional Leadership and Regional CQI Coordinator/Data Analyst. 
The CQI Teams are led by staff with the overall objective of utilizing a team approach to quality improvement, and promoting ongoing involvement of staff, community partners, and stakeholders in the quality improvement process. 

When new employees begin their employment, the CQI Coordinator/Data Analyst will send a welcome letter to the new employee supplying them with information about the CQI process in this region.  The letter will include information about what team the employee would naturally become a part of within the region and how that employee can start a CQI team of their own.   
New employees will receive one hour of CQI training during their pre-service training.  Upon completion of pre-service training the employee will have the opportunity to join their natural CQI team.  Experienced staff members are also required to complete an annual computer based training for CQI.
Continuous Stakeholder participation is encouraged and valued in all phases of the quality improvement process. The CQI process will be used as a means of conducting utilization reviews with both custodial and non-custodial providers.  At least once every twelve months, the Office of Performance and Quality Improvement conducts satisfaction surveys of DCS staff, DCS resource homes, and the children and families served by the Department.  The results from those surveys will be reviewed by the Regional Core Leadership Team when provided to the region.  The team will then set goals for the region to improve the results of the survey data.

The region will utilize suggestion boxes in each office for stakeholders and staff members.  The CQI Coordinator/Data Analyst or their designee will collect the suggestions once per quarter and take those suggestions to the Core Leadership CQI Team for review.  The CQI Coordinator/Data Analyst will send out a region wide e-mail once per quarter letting staff know the results of that CQI.
In an effort to ensure that the feedback loop is closed, an agenda item will be placed on the Core Leadership CQI once per quarter to address those items that have not been given a response.  The CQI Coordinator/Data Analyst will send out a region wide e-mail to address these issues and ensure a response is received.

Periodically specialty teams may be held to more fully inform the agency about what else it might do to benefit our children.   Any staff member will have the ability to start a specialty team.  Specialty team formation may also be at the request of the Regional Leadership for problem solving or planning around specific data components or other programmatic issues.
The region will ensure that CQI training materials are available for resource parents and other stakeholders.  This packet of information will include a CQI brochure, a copy of the minutes template as well as the CQI/Data Coordinator’s card in case further training, technical assistance or meeting attendance is needed.  Resource parents and other stakeholders are also encouraged to participate in providing feedback to DCS through comments, suggestions or recognition of employees by utilizing the cards and suggestion boxes located in the lobbies of each county office.
The region will ask that the resource parents form a CQI team that will meet at least once per quarter in order to provide feedback to the Regional Core Leadership CQI team around ways to improve the outcomes for the children of this region and improve the satisfaction/retention of resource parents.
Team Building and Development

Team structure
The Smoky Mountain Region will have a four level CQI team structure.  Level One CQI teams in the Smoky Mountain Region will be mostly natural teams.  These teams will be made up of the staff members who work under the same supervisor.  The supervisor may be a part of the CQI team as well but will have equal power during the process.  County offices will, however, have the opportunity to form office teams, instead of natural teams if they choose to do so.  Specialty CQI teams may also be formed to tackle a specific issue and are also considered level one teams.  These teams will meet as often as necessary to devise a solution or plan around the identified issue.  Level one teams must meet a minimum of once per quarter.  

The Core Leadership Team will serve as a level two team.  The level two team will review survey data, serious incident and accident reports, and data obtained for Quality Service Reviews on a regular basis.  The level two team will meet a minimum of once per month.  This team will also review issues sent from other level teams within and outside of this region.  A referral sent to the level 2 team will require a member of the original referring team to present the issue to the Core Leadership team with the assistance of the CQI Coordinator.
The level three team will consist of the State Level CQI Prep team.  This team meets on a monthly basis to review and resolve any referrals submitted to them.  If no resolution can be found at this level, the issue will be sent on the State Level CQI team for inclusion on their agenda.
The level four team will consist of the State Level CQI team, which meets on a quarterly basis in Nashville.  For any referral sent to this level team from Smoky Mountain Region, a member of the original referring team will present the issue to this team with the assistance of the Regional CQI Coordinator/Data Analyst.  Any referrals that need to go to this level team will be sent to the Central Office CQI Program Coordinator by the Regional CQI Coordinator/Data Analyst a minimum of two weeks prior to the State Level CQI meeting and will have been approved by the State Level CQI Prep Team for inclusion on the agenda. 
Team roles

· Facilitator/Leader – Will facilitate CQI meetings, champion the CQI process, complete an agenda for the CQI meeting prior to the meeting, solicit input from members for agenda items, work with CQI Coordinator/Data Analyst to collect data for team projects, and coordinate input and feedback to staff. 

· Scribe – Will take detailed meeting minutes, schedule meeting room, send minutes to the CQI Coordinator/Data Analyst for posting on the Y Drive within two weeks after the meeting, maintain the CQI minutes notebook for the team, and notify CQI Coordinator/Data Analyst to any changes in meeting times each month.  The scribe will also be responsible for reviewing old business at the meetings and tracking completion of action steps. 
· Member – Will participate in review of issues referred to the Continuous Quality Improvement team, volunteer to perform action steps, and provide feedback to peers.
Assessment of Performance
The Smoky Mountain region is continually reviewing its programs through Case Process Reviews, Quality Service Reviews and other reviews conducted by Central Office and Monitors. Case Process Reviews will be conducted by Team Leaders on a quarterly basis from a random sampling provided by the Department’s Office of Performance and Quality Improvement.  
The Smoky Mountain region will participate once every twelve months in a full Quality Service Review coordinated by the Office of Performance and Quality Improvement.  This review will be conducted by trained reviewers from other regions, Central Office, the Tennessee Center for Child Welfare, the Tennessee Commission on Children and Youth, and other community partners and consultants.  The results from this review will be utilized by CQI teams within the region in order to determine how to better improve the services offered to the children and families of Smoky Mountain Region and to identify and understand professional development needs.
This region will also begin the process of conducting Quality Service Regional Reviews on a quarterly basis.  These reviews will be conducted by staff members within the Smoky Mountain Region.  Various staff members in the region will be trained to become QSR reviewers by current QSR lead and mentor reviewers from other regions, Central Office, the Tennessee Center for Child Welfare, and the Tennessee Commission on Children and Youth.  Data collected from these reviews will be shared with the region in order to determine if solutions implemented to improve performance from the yearly QSR review are becoming successful.  At times, these reviews may focus on specific populations in order to investigate strengths and opportunities for improvement while working with these specific youth.
The Regional CQI Coordinator/Data Analyst or designee will also maintain a bulletin board that will list the accomplishments of the CQI teams in the Smoky Mountain Region.  This will include information on how each team made resolution to issues and the impact that resolution had on performance.

Analysis of Data for CQI:
The CQI Coordinator/Data Analyst works to investigate and resolve barriers that appear in reports.  Areas of strength and need are identified by the CQI Coordinator/Data Analyst through manipulation of reports that are sent to the region.  Also, the CQI Coordinator/Data Analyst is responsible for organizing various reports into a usable format to be used by all CQI teams in the region.        

Frequently used reports include:  

Client/Case Manager Face-to-Face Contacts
Parent/Child and Sibling Visitation Summary Reports 

Chapin-Hall Data

Quality Service Review Data

Survey Data

Mega Report for Children in Custody
Planning and Implementing
Minutes Format
All CQI Teams in the Smoky Mountain Region will utilize a minutes format which includes:

A. Review of minutes from last meeting.

B. Identifying issues through data analysis, either quantitative (i.e. reports) or                                     qualitative (i.e. case reviews).

C. Brainstorming of ideas to correct or improve the issues identified.

D. Setting goals that are measurable.

E. Setting action steps that are time limited.

F. Tracking and adjusting.

G. Feedback.

An example of CQI minutes format is attached as an Addendum to this plan.

Each CQI Team will be expected to set measurable goals with time bound action steps for issues identified during the meeting process.  Each team is expected to follow up on action steps and track the progress of implemented change.  That progress and any modifications to action steps will be documented in the minutes of the next CQI team meeting.

CQI Coordinator Responsibilities
The Regional CQI Coordinator/Data Analyst and Central Office CQI Program Coordinator can provide technical assistance, coaching or mentoring to any team within the region or DCS stakeholders who may need assistance in developing into a high quality CQI team.

The CQI Coordinator/Data Analyst will review all CQI minutes before placing them on the Y Drive.  The CQI Coordinator/Data Analyst will provide feedback on the minutes received to each team.  This position will also maintain a list of all active teams within the region and a calendar of when those teams are meeting.  The CQI Coordinator/Data Analyst will follow up with teams to ensure that action steps are being completed and attend meetings on a regular basis within the region to ensure that teams are functioning at a high level.

Further, the CQI Coordinator/Data Analyst will spend at least one day per quarter in each of the county offices in order to be accessible and provide technical assistance or provide follow up on unresolved CQI issues.

Tracking and Adjusting
The CQI Coordinator/Data Analyst will compile a quarterly progress report and submit that report to the CQI Program Coordinator and the Regional Administrator.  That report will summarize the strengths and needs of the CQI process in Smoky Mountain Region.  The CQI Program Coordinator can then assist the region in setting goals to improve the CQI process.  This report will be completed on the template provided by the Office of Performance and Quality Improvement.

Once per year the Central Office CQI staff will conduct an anonymous survey of the DCS staff in all regions.  The results from that survey will be used to gauge the satisfaction of staff members with the process.  The results will be divided by region so that Smoky Mountain Region can look at their data and any state wide trends.  Information gathered will then be used to track and adjust any changes that need to be made to this plan or the process within the region.
Addendum
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