Tennessee


Southwest CQI

[image: image1.wmf]
Operational Plan 2007/2008

Introduction and Purpose

In November 2004, the Southwest Region began its Continuous Quality Improvement process.  While the structure of the region’s CQI process has changed, the stated goals remain intact.  These are:

· Improve quality casework throughout the region.
· Increase local problem-solving based on the belief that staff in the field are best equipped to affect positive, lasting organizational change.

· Track and monitor trends and patterns through more effective use of Quality Assurance data.

· Track and monitor client, community, and partner agency satisfaction with the department.

· Improve employee morale and satisfaction with their work environment.
· Provide a framework for the documentation of existing quality improvement work so this can be shared and disseminated to other parts of the region, for the benefit of all.

This document aims to outline the process by which the Southwest Region intends to complete these goals, as well as put in writing the framework of the CQI structure, the role of the CQI Coordinator, and expectations of staff involved in the CQI process.

Southwest CQI Team Structure

Every employee in the Southwest Region is given an opportunity to participate and all staff are members of a CQI team.  The structure of these teams is as follows:

· Local CQI Teams:  This level consists of all staff who are not members of the Regional Leadership.  Every meeting has elements of CQI.  Everyone is solving a problem, looking at data, or talking about a case so often a separate CQI meeting separate from other meetings is not necessary.  COA has suggested that we have fewer teams and that everyone has access to those CQI teams by either attending or giving their issues to someone who is attending.  This process of integrating CQI with an existing meeting can be guided by the DCS Minutes format draft, which prompts documenting the CQI elements as the main topics.
Each Cluster in the Southwest Region will function as a Level 1 CQI team.  Clusters hold their regular cluster meeting and record the meeting on the DCS minutes format.

Meetings will be held monthly, and minutes are due to the CQI Coordinator within 5 business days of the meeting (last dead date is by the 4th of the next month).  Teams are encouraged to use clerical staff for the scribes and they will received a training session on the minutes format from the CQI staff.  

Each TC will incorporate CQI elements into their regular monthly cluster meetings, and following the minutes format will help guide you in doing that.  Some clusters invite all their staff, and some are representative.  Either way will allow participation and access by every employee.  If representative by team leader etc, then try to invite all staff at least once a quarter.

30 minutes are being reserved at the end of the meeting for the FSWs and a separate 30 meeting for the TLs, so that they can meet without supervision being present.  Formal minutes do not have to be turned in for the 30 minute sessions without supervisors.  This gives you the opportunity to discuss items with complete privacy, and present items as needed to the main group.

There will be no level 2, Cluster CQI meetings will serve as Level 1 and the next level will be the Regional CQI team.

Focus Teams can additionally be formed as needed around key concepts, projects, or issues as needed.  Staff are empowered to form these themselves, to serve as needed and as long as needed.  The CQI Coordinator can assist in recruiting members for these teams.  Staff will have dual membership in the Focus Team as well as the Cluster Team in order to give them access to the general process, but will not have to attend both meetings.

The CQI Coordinator has an open door policy with each staff member.  You may call, write, or visit at any time to ask questions about issues.  The CQI Coordinator is also a part of your CQI process.  If there is an item that could be resolved by supervision, but needs to be presented anonymously, then submit to the CQI Coordinator to see if the issue can be presented at a management level that will resolve the issue with confidentiality and anonymity

Each Cluster will keep a CQI minutes book, which will contain a roster or organization chart of the members and organization of that cluster, a copy of the Regional Referral log, and hard copies of the team’s minutes.  Electronic copies will be archived on the H: and Y: drives by the CQI staff, and the CQI staff will maintain a master hard copy of all teams and have those available at the Regional Office.  Each TC and TL also has access to the minutes. Logs, and CQI related information through the Regional H:drive.  Scribes and location of local minutes are maintained on the Minutes Tracker in the CQI Plan Book.  Frequency of meeting/minutes/and key elements are tracked and maintained in the CQI Plan Book under “Minutes-Tracking-Locations.”
Central Office personnel who reside in SW offices may join a team in their area and/or be represented by them.  The Well-Being Unit has been created and can be used by Central Office staff (Dr. Hilliard is the point person)

The concept is that all employees have access to the CQI system, either through a formal team, their supervision, or the CQI coordinator.  The other part of that concept is that issues are solved at the lowest possible level.  This brings us to using Action Steps before you use a Referral

Action Steps vs. Referrals-Referrals should be completed on the local SW format.  Why?  This helps the next level to see what you have done to resolve the problem and why/how it failed at your level.  It gives them information on how they can help resolve.  Most of what we deal with should actually be an action step.  An action step is something that you need done, either research or contacting supervision, or brining in a visitor from another team or group to help assist.  There is a place for action steps at the end of each section in the minutes.   Identify what needs to be done, identify who needs to do it, and identify the deadline of when it needs to take place. 
CQI Roster (PQI 2):  Rosters of Teams, members, and their position duties are maintained in the CQI Plan Book.

Referrals (PQI 5):  Referrals Log and referrals documentation from the CQI Teams is maintained in the CQI Plan Book.

· Regional CQI Team:  The Regional CQI team is composed of the Regional Core Leadership (CLT).  As CLT incorporates each of the CQI elements within it’s meetings, then it serves both functions.  The team meets monthly, and more often as directed by the RA. 
· Statewide CQI Team:  The Statewide CQI team is made up of members of Central Office Leadership and the Regional CQI Coordinators acting as representatives for their Regional Teams.  For further information on the purpose and function of the Statewide CQI Team, please consult the Statewide CQI Plan.

Auxiliary Teams:

The following teams are not CQI teams within the scope of the Department but consist of groups of services providers or community stakeholders who meet regularly.  While there is no formal structure for these teams to bring items to CQI, DCS staff members who are a part of these teams often do bring items discussed in the meetings to their CQI, and take items from their CQI meetings that need community solutions to these teams.

· Cross-Functional Team:  The Cross-Functional Team is made up of the DCS Regional Leadership and representatives from contract agencies which provide services to DCS clients.  The aim of this team is to foster an environment of cooperation between DCS and Provider Agencies.  Items brought up to Regional CQI which require a service provider solution are brought to this team by the Regional Leadership.  Conversely, vendor satisfaction concerns are heard by the Regional Leadership and taken back to the Regional CQI team for discussion.

Anatomy of a CQI Meeting
The aim of a Cluster CQI meeting is to provide all staff with an opportunity to discuss common problems, analyze trends and patterns, and problem-solve to formulate action steps to improve overall performance in all areas.  To facilitate the easy sharing of this information between all levels of staff, a standardized format has been developed for all CQI teams to follow.

Cluster CQI meetings are required to include the following elements:

· A review of the previous month’s action steps.

· A review of the previous month’s Regional CQI minutes

· A case review, chosen from the team’s workload or discussion of analysis from the previous quarters Case Process Peer Review
· A data, policy, or COA review

· A discussion of new problems identified by the team and development of action steps to address the problem.

Cluster CQI teams are encouraged to include the following elements in their CQI meetings:

· Team morale building activities, such as a birthday club, celebration of case managers who are on the EPSDT 100% club, etc.

· Discussion of incidents or safety concerns encountered by case managers during their duties and the development of action steps to avoid these.

· Discussion of areas of needed training and the appointing of one team member to discuss training requests with the Regional Training Coordinator.

· Team projects, such as a COA bulletin board, Recruitment Board, etc.
The required components are discussed in further detail in the following section.

The team coordinator serves as the Facilitator and clerical staff as are used as Scribes.
· Facilitator:  The facilitator’s primary role is similar to the role of a facilitator in a CFTM.  The facilitator engages team members to participate fully in the meeting, asks follow-up questions to clarify answers, works with the team’s schedules to identify meeting times that can include everyone, and reserves a room for the group to meet in.  For our Cluster CQI teams the Team Coordinator generally serves in this capacity.
· Scribe:  The duties of the Scribe are to record all minutes in a permanent file and distribute these minutes to the team and to the Regional CQI Specialist.  These minutes are to be mailed or e-mailed by the 5th of each month.  Cluster teams are encouraged to use clerical staff as scribes.  The CQI Coordinator maintains a master list of scribes and the location of each of the local minutes books in the CQI Plan Book.
Required Components of a CQI Meeting


The following activities are required components of all regular Local CQI meetings.  Specialized CQI meetings may have only some of these components (PQI 5).
· Review of the Previous Month’s Action Steps:  Teams should begin each meeting with a review of the action steps identified in the previous month’s CQI meeting.  This gives the responsible parties an opportunity to report on their findings, allows for documentation of solutions, and ensures that all action items are fully addressed to a satisfactory conclusion.

· Review of the Previous Month’s Regional CQI Minutes:  While the expectation is that any agenda item brought by the Local CQI Team will be discussed in the previous step, Local CQI teams should still review the remainder of the Regional CQI Minutes during each meeting.  This allows an opportunity for teams to see what problems others are having and the solution proposed by Regional Leadership.  By this method, Local CQI Teams learn not only from their own problem-solving activities but from the activities of all other Local CQI Teams as well.

· Case Review:  Local CQI Teams are required to review at least one case monthly or the results from the previous quarter’s Case Process Peer Review. Cases may be referred to Local CQI Teams by members of the team who wish to brainstorm with colleagues about a tough case, by team members who wish to spotlight a case that went surprisingly well to apply lessons learned to other areas, by Team Leaders or Team Coordinators who have identified areas of concern through supervisory conferences, or by the Permanency Review Committee to discuss barriers identified through Permanency Reviews.  Teams that are unable to find solutions for problem cases are encouraged to refer the case to Regional CQI for review by Regional Leadership.

· Data/Policy/COA Review:  The CQI team is required to discuss one of the following; a piece of quality assurance data, a current or newly revised policy pertaining to their jobs, or a COA standard.  Quality assurance data is distributed monthly to the Team Coordinators by the CQI Coordinator.  Trends identified by Team Coordinators can be referred to the CQI teams for discussion during this portion of the meeting.  Teams may also request data from the CQI Coordinator to map trends for themselves in areas they feel are lacking.  Teams can review an existing policy that they wish to understand further or a revised policy to discuss the changes made.  Teams can also review a COA standard that applies to their specialty, with the aim of discussing their office’s compliance with the standard and to develop action steps to move further into compliance.
· Discussion of Problems/Development of Action Steps:  The CQI team brings new problems to the table and brainstorms for answers.  Action steps should be developed to either solve the problem, gather additional information to review in a future CQI meeting, or obtain assistance either through management, community, or Regional CQI referral.

Additional Regional CQI Activities

Regional CQI Activities

In addition to the monthly Regional CQI meetings, a number of related undertakings are conducted:

1. Recognition (PQI 1): Mentor Teams are recognized from the review of three consecutive month’s minutes (one full quarter) and rated as Tier 3 (the highest) to Tier 1 (elementary stage).  Tier 3 teams received a Mentor Certificate after 6 months of consecutive reviews.  With re-organization in April 2007 each of the new teams will need to be re-evaluated.
2. Recognition (PQI  1): A team with the best minutes is recognized Quarterly w/a certificate.  Copies of the certificates are maintained in the CQI Plan Book under ‘Recognition.’
3. Monthly/Quarterly State CQI Meetings:  The Southwest CQI Coordinator participate in the State CQI Team meetings held monthly & quarterly. Input is given both through the regional minutes and through discussion of statewide issues.

4. Satisfaction Surveys (PQI 1 & 4): Regional and state evaluations of customer satisfaction are conducted by the Evaluation and Monitoring Division, including customer satisfaction surveys, surveys of foster parents and community partners, and employee satisfaction.  Copies of the survey instruments & analysis are maintained in the CQI Plan Book under “Surveys.”  At present there are the following:  New Hire, Re-Organization, Resource Parent Satisfaction, and Juvenile Justice Birth Parent Satisfaction.
5. New Hire Orientation (PQI 6): The CQI staff conducts New Hire Orientation/Training for each new employee.  A copy of the training roster, training handout,  and curriculum outline are maintained in the CQI Plan Book under ‘CQI Training.’  The Training Survey is maintained in the “Surveys” section.  Current team training is done when CQI staff attend the meetings, and will be regionwide and on-going with the implementation of the new Computer Based Training (CBT) module on CQI from Central Office.  The CBT is pending.
6. CQI Calendar (PQI 2):  A Calendar of CQI deadlines and events is maintained in the CQI Plan Book under “Calendars.”  This allows the CQI Staff to be able to plan events, coordinate the attendance of meetings, and plan the sharing of information from reviews, data sets, training, and answering questions.

Internal and External Reviews

Southwest Region employs both internal and external reviews to track and measure success in quality improvement efforts.  The following is not an exhaustive list of the reviews conducted within the region, but only an overview of the primary measures used region-wide.
Plans:
· SW CQI Operation Plan (PQI 5 & 6):  This plan is an outline and guide to the CQI processes in the region and is maintained in the CQI Plan Book.  It is the customized version for the region based upon guidelines in the State CQI Plan, which is also maintained in the CQI Plan Book under “State Plan.”
· Short Term Plan, R2R (PQI 1):  This plan outlines improvement strategies during an annual period and is referred to as the Southwest Road to Reform (SWR2R).  This is maintained in the CQI Plan under “SW Short Term Plan, R2R.”
· Long Term Plan (PQI 1):  Is found on the internet as the DCS Strategic Plan
Reports:  

· SW Quarterly CQI Reports:  At the end of each quarter the CQI Coordinator prepares a quarterly report of the state of CQI in the region and distributes this region wide.  A copy is maintained in the CQI Plan Book under “CQI Quarterly Reports.”
· Annual Report (PQI 5):  The report on annual performance outcomes for DCS and the twelve regions in maintained in the CQI Plan Book under “Annual Report.”
· Performance Outcomes (PQI 3):  Are measured monthly and sent from  Central Office.  These are sent out region wide and a rolling three months copy is maintained in the CQI Plan Book under Performance Outcomes.  
Internal Reviews:

· Case Process Peer Reviews (CPR) (PQI 4):  CPR are performed on approximately 15% of Social Services, CPS and Juvenile Justice cases per quarter.  These reviews are done by the Team Leaders and returned to the Regional CQI Coordinator, who uploads them to the Y: drive to be included in Central Office’s quarterly reports.  Team Leaders note any deficiencies found in the case file during the review and alert the Case Manager so these deficiencies can be fixed. This review utilizes a peer format in accordance with the ‘no conflict of interest’ language of COA PQI 4.03.  The CPR samples are received from Central Office and distributed to the Team Coordinators who then assign the cases for review ensuring that no supervisor reviews his/her own case.  In the QSR the reviewers are pulled from Central Office, other regions, or third parties.  Analysis for the CPR is provided by Central Office.  This is shared at the Regional CQI meeting, distributed region wide by email, and also shared by the CQI staff with the Cluster CQI teams.   Instrument, file, and process are guided by DCS Policy 16.31 and 16.35.  Review and analysis is archived in the Regional CPR Book by quarter.
· 100 Day, 6 to 9, 9 to 12 Reviews (PQI 4):  Each month, cases in the region are reviewed by the FSW, TL, TC, and RA (or designee) at certain benchmarks:  At 100 days of custody,  when entering the 6 to 9 months category, entering the  9-12 months category, and all children who are in custody beyond one year.  The current form for this review has been submitted for a DCS number so that the reviews can be kept in the child file.
External Reviews:

· Quality Service Reviews (QSR):  Southwest’s QSR is held yearly in May and provides an opportunity for a thorough, outcomes based overview of selected cases.  These cases are reviewed by teams of trained reviewers from outside the region.  QSR data is then compiled by Central Office and shared with the region, where it is expected to become part of the internal reviews through case conferencing and CQI Case Reviews.  Data and analysis are archived in the Regional QSR Book maintained by the CQI Coordinator.
· Semi-Annual Chapin Hall Data:  The data compiled semi-annually by Chapin Hall, an outside data monitoring firm, is distributed to the Regional Administrator and CQI Coordinator by Central Office.  It is then sent to the Team Coordinators to share with their teams.  It is expected that this in-depth data will become part of the internal reviews through the data review portions of the CQI meetings, both cluster and regional.  Chapin Hall reports and analysis are archived in the Region Chapin Hall Book maintained by the CQI Coordinator.
The Regional CQI Coordinator
Qualification:
Southwest Region currently has one employee dedicated to full-time CQI, one for QSR and one for data analysis activities.  The Regional CQI Coordinator is qualified under the Council on Accreditation’s PQI Standard 2.05
Duties:

The following list, while not exhaustive, detail the primary duties of Southwest’s Regional CQI Coordinator.  Additional duties are assigned at the discretion of the Regional Administrator.  For a more exhaustive list of the CQI Coordinator’s job duties, please review a copy of the CQI Coordinator Job Plan, available on request from the Regional Administrator.

· CQI Champion:  The CQI Coordinator is charged with being the regional “champion” for the CQI process.  He attend County CQI meetings to provide technical assistance to teams who are struggling with the CQI process as well as be on hand to cheer the teams who are functioning well.  The CQI Coordinator is expected to keep up-to-date with the most recent developments within the state’s CQI process by attending regular meetings with the state’s other CQI Coordinators and bringing that information back to his region for use.
· CQI Record Keeper:  The CQI Coordinator is charged with ensuring that all CQI teams are properly documenting their meetings on the Southwest CQI Meeting Format.  The Coordinator reviews all received Local CQI meeting minutes to provide feedback on suggestions made and ensure that any action steps needing to be passed on to the Regional CQI level are placed on that team’s agenda.  The CQI Coordinator prints all minutes for storage in the Regional CQI Notebook.  While each County Team is required to keep a team notebook with CQI minutes, the CQI Coordinator is ultimately responsible for ensuring all minutes are saved.
· Data Analyst:  The data analyst for the region receives and breaks down all Quality Assurance reports received from Central Office into clusters and distributes them to the Team Coordinator accordingly.  The CQI Coordinator is also available to break down data for special projects or at the request of a Local CQI Team who wishes to review a one specific data item in their CQI meeting.
· Regional QSR Point-of-Contact:  The QSR mentor acts as the primary point-of-contact for Southwest’s annual QSR and along with the other SW CQI staff conducts QSR training and assists in disseminating QSR information throughout the CQI teams.
Job Performance Plans:  Sample Job Performance Plans for the CQI staff are maintained in the CQI Plan Book under “CQI Job Plans.”
Attachments
· Southwest CQI Minutes Format

· CQI Referral Flowchart

· Draft 100/6to9/9to12 Review Form
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