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Learning objectives

/ What CQl is and why it is
important

/ How to build a strong CQl
foundation

/ What online resources are
available to support your
CQl efforts
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What is CQI?



What is CQI?

/ CQl is identifying, describing, and analyzing problems, and
then implementing, testing, learning from, revising, and
scaling solutions

/ Characteristics of CQl

It 1s continuous
Its goal 1s improvement

It helps assess whether strategies were well implemented AND whether
strategies are promising

@ Mathematica

13



How do | do it? 5 key steps

1: Identify a
challenge and
set a goal

5: Communicate 2: Identify an
results; plan next improvement
steps strategy

Implementation
team

4: Implement 3: Plan and
and monitor conduct a

the strategy road test

@ Mathematica
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Some of these steps are familiar!

/ Many programs routinely modify their processes to make
iImprovements

/ What’s different about using a CQl approach?

- Systematic process for collecting and using information to learn about the
implementation and promise of strategies and inform decision making

- Emphasis on starting small before scaling up

@ Mathematica
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' How is CQI different from program
monitoring”?

/ Program monitoring documents what is happening and
helps your team flag areas for improvement

/ CQl is a process for improving those areas once you

identify them
l (
N\ ! 4 LN - P N\ ! 4
A4 w A4
Data-driven Ongoing Iterative
Requires high quality Involves regular Uses what is learned

data meetings to improve

@ Mathematica
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A systematic process to address challenges

Program monitoring: CQl: Develop and test the solution

Identify the challenge
Target: Clients ] * Identified challenge: Low and
! ey declining workshop participation
hours
oo  What strategy can we try to _
54% increase workshop participation?
 What data should we collect to
determine whether our strategy is
working?

 How well did the strategy work?
What are our next steps?

@ Mathematica
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Reduces change
fatigue

@ Mathematica

How will CQI benefit my program?

O
R

Helps the team Improves
head in the right Increases buy-in implementation
direction
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Who should be involved in CQI?

/ ldeally, everyone!

All staff — not just data/evaluation
staff — can contribute nsights to the
CQI process

It'sa

CQI 1s strongest when informed by Spear!

multiple perspectives, including

leadership, frontline staff, clients

(and program data!) w1

/ A designated CQl team can
guide the work

@ Mathematica
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Menti: Share with us

/ To what extent are you doing
CQl already?

- We’re just starting out

- We have some program improvement
practices but need help pulling it all
together

- We have a solid CQI approach and
practices to support 1t, but we’re open to
learning more!

Go to www.menti.com

Enter code: 7222 8875
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http://www.menti.com/
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How can | build my program’s
capacity to conduct CQI?



What's your starting place?

/ Think about how you responded; there are different

sets of resources to help your program based on your
starting place

We have some program We have a solid CQI
We’re just improvement practices approach and practices

starting out but need help pulling it to support it, but we’re
all together open to learning more!
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We’'re just starting out
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Just starting out: Start with your team

/ If you are new to CQl, building a CQl
team is a great place to start

/ CQIl team responsibilities
- Oversee CQI work

- Monitor program data and ongoing feedback to
1dentify challenges; co-create strategies with
staff; and test strategies

- Foster a culture of learning (e.g., through
promoting an inclusive CQI approach and
sharing data and insights)

)
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/ ldeal size is 3 to 5 people but can
include more

- Some small programs might involve their whole
team

/ Should be distinct from other
programmatic teams

- Hold CQI team meetings that are dedicated to
discussing improvement, rather than tacking CQI
1ssues onto regular team meetings

/ May meet monthly or more frequently
(weekly) when testing a strategy

Characteristics of the CQI team

%o
N
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Who should be on the CQI team?

/ A team should represent diverse perspectives
/ Key roles to fill

- CQI lead: Leads the team and oversees CQI processes

- Data manager: Compiles and analyzes program data for the team and oversees
new data collection

- Improvement advisors: Contribute on-the-ground 1nsights about challenges and
strategies

- Training/TA supervisors: Supervise implementation of new strategies during
road testing
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9 \What resources are available?

/ Foundational resources
and tools
- Introduction to CQI teams

CQI Best Practices Series HMIRF

L

OPRE report #2022-180

Building a strong foundation for program
improvement through CQl implementation teams

The Continuous Quality Improvement (CQl) implementation team oversees improvement efforts within your
program. The team is responsible for monitoring program data to identify and prioritize challenges, identifying
strategies to address challenges, and testing strategies to learn how to improve as a program.

Why have a CQl implementation team?

While quality improvement is a responsibility for everyone involved with your program, it is important to have an
implementation team to manage your program'’s CQI efforts to ensure improvement tasks are prioritized among
other responsibilities. Conducting CQI as a team promotes a diversity of perspectives and a shared sense of
responsibility for program improvement.

How many people should be on the team and what are their roles?

Teams typically have 3 to 5 core people who meet CQl o roles
regularly but more members may join on a less frequent
or as needed basis. The aim is to ensure that you Team lead: Oversees the CQI process
designate people to fill key roles, which include a team

CQl plan lead: Docu ts and tes the CQl
lead, CQI plan lead, improvement advisor(s), data 2= e Q

manager, and training/TA supervisor(s). While one
person could fill several of these roles, you should be
careful not to overburden anyone and strive to include
diverse perspectives. For example, if you plan to include
the project director, internal evaluator, and a supervisor
on your team, fill the improvement advisor role with
frontline staff, partners, or program participants in order
to include an on-the-ground perspective.

plan

Improvement advisors: Contribute insights about

challenges and promising strategies

Data manager: Oversees data collection and
presents findings

Training/TA supervisors: Support implementation
of new strategies

How often should the CQI team meet?

A CQI team should meet frequently enough to ensure timely planning and follow-up. For example, during startup
or when conducting road tests, the team may meet weekly. A monthly cadence may be enough at other times.
Also factor in how your team will communicate between meetings and ensure that assigned tasks are
completed. Your telam might decide, for example, to use team “huddles” (brief 5-10-minute check-ins) to keep
everyone informed between meetings and to maintain focus and accountability for completing tasks on
schedule. Regardless of how frequently your team meets, be sure to schedule regularly occurring meetings that
are exclusively focused on your CQI work (rather than scheduling ad hoc meetings or including CQI only as an
agenda item for other meetings).

*Grantee tip: One grantee shared that their program discusses CQl in weekly team meetings and
also has a larger quarterly CQI committee meeting that includes community members and

\ program partners. This is one strategy for bringing in multiple perspectives, while honoring the
time of external partners.
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https://www.hmrfgrantresources.info/resource/cqi-implementation-teams-tip-sheet

9 \What resources are available?

/ Foundational resources
and tools
- Introduction to CQI teams
- Team agreement

M TR PTALARAT T

IMPLEMENTATION TEAM AGREEMENT WORKSHEET

This worksheet provides @ temglate that |mel ementali on teams can use 1o define cone team agreements. Questions
are provided Ineach seclion to guide the develcpment of @ team agreement with a focus on OO

Implemantstion isams am responsibie for actively supporting implemantstion of the program. Team membears Showd
have dataled knowledpe of the program. An implemaniation deam Is not an advisory Qroup, but rathear 8 eam that Is
actively and mpwardy Mvolved in program implemeantstion.

COMPONENT OUIDING GQUEITION S REIFONIES AND NOTES

e Yihat s the overarching vision for the
team? How does the vision

Vicion emphasiae CO7

e Does this align with the onganization's
vision?

e Yihat are the main puposes of the
team rel ated to OO7
Yihat are the team's goals for using
data to Inflorm decl slonmaking and

| MooV ement?

e  Yho participates and In what oles?

o YWhat are the team's responsibilities?

o How do team members share
accountability for OO7 (For examgle,
who Wil be responsibie for gatherng

and 3cope data and | nfiomati on’?)

*  How does the IT communicabe or work
With other groups (ke an eval uation
team, or cutside partnen’group 177

*  How does this team communi cate
Intemally?

*  How do team members gather and

Comenunication share |nfomati on outs| de the team

Profosalc and feedback related to OO efforts?

Recourcec

h

ii

*  Yhen improvement decisions ane
made, how are they communi cated?

*  YWho communicates team aclivities
and decisions and how often?

* Yhat resources are avallable to
suppont the |mel ementati on team's
e work 7 Specifically, what resources
o pact are avallable to support CO7
o VYihat resources ane imponant o
document in this agreement?

o Yhat authodd ty does the team have In
m:: making OO lr:-cfmerrm decisions?
DecicionMaking *  How does the team make decisions?
Prosect *  VWhat are the limits of the team's
uthorty?
Deliverablec

o Yihat are expected dellvemables (and
anticipated timing] of the team and Its
members?
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https://www.hmrfgrantresources.info/resource/agreement-worksheet

M
. .
' \What resources are available?

CQI Best Practices Series HMIRF

AL AARTALE 4 PRI ILBOED

/ Foundational resources Two Decision-Making Models

Although your team may have an established and documented process for decision-making in your team
agreement (previously distributed), some issues or decisions might require a different model of decision-

and tools

To help you select the best decision-making strategy for your current issue, an interactive tool is available at
hitpsthedecider app/. For the purposes of this resource we highlighted two strategies often used by

- IntrO duction tO C QI te ams implementation teams in the table below. The table includes when each model works well and what steps they

entail’ to help your team pick the best strategy for each decision.

s o s v e

The entire team shapes the decision

1. Define the problem or opportunity in writing
where people can see it

- Team agreement

= The decision is not urgent

- Team decision making

2. Brainstorm all possible options: write them

. = The nisk is high because there is down, cluster similar ideas
te Ch nlq u e S mde_-lmpac_( EnclConsequences 3. Take an mital non-binding vote to gauge the
are ireversible ;
P — feelings of the team

- 4. Have people make a case for options they

= All team members are able to feel strongly about
share their thoughts and diverse Take another non-binding vote
opinions are respected

Negotiate with holdouts: “What would it take
to get you on board?”

7. Repeat steps 4-7 until everyone agrees with
the decision

The entire team votes on a decision

1. Assess the situation and develop your
options

= There is wide impact

Call a meeting for voting

= Information is readily available

DEMOCRATIC Designate an advocate for each opn'::m
Hold a timed debate between the advocates

Vote (yes, no, abstain)

= Options are well-defined

I

Count the votes and continue voting i a
stalemate exists



https://www.hmrfgrantresources.info/resource/universal-decision-making
https://www.hmrfgrantresources.info/resource/universal-decision-making

M
. .
' \What resources are available?

/ Foundational resources
and tools
Introduction to CQI teams

Team agreement

Team decision making
techniques

Team meeting sample agenda

CQIl Best Practices Series

OPRE report #2022-192

GRANTEE IMPLEMENTATION TEAM SAMPLE
MEETING AGENDA [FOR USE BY HMRF GRANTEES]

Implementation Team Agenda Sample Template

A core function of implementation teams is to routinely review, analyze, and synthesize data.
The draft agenda template below provides a framework for how implementation teams can
review and analyze data to inform decision-making using the W* (What, So What, Now What?)
strategy.’ At each meeting, the team should review relevant data and revisit previous
improvement actions and goals.

Date and Time:
Phone Meeting or Meeting Location:

Attendees:
Regrets:

Facilitator: Time Keeper:
Note Taker:

Objectives for Meeting:

* Use the W’ strategy to identify and prioritize implementation strengths and
challenges from the data and to identify patterns and trends in the data;

* Discuss the data patterns and opportunities for improvement, co-create concrete
strategies and responsibilities for improvement, and identify next steps to improve
implementation.
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https://www.hmrfgrantresources.info/resource/sample-meeting-agenda

M
. .
' \What resources are available?

/ Foundational resources
and tools
Introduction to CQI teams

Team agreement

Team decision making
techniques

Team meeting sample agenda

Team meeting facilitation
strategies

CQIl Best Practices Series

Facilitation Strategies for Fostering

Discussion and Consensus

A high-guallty continuous quality Improvement (CQI) process needs curiosity and consensus bullding to identity

HMIRF

AL BAAAM e W reTE

OPRE report #2022-134

and prioritize critical questions and solutions. At its best, CQI Includes a variety of perspectives and
experiences. But how do we make sure all voices are heard and everyone agrees on the way ahead? The

following faciitation strategies’ are exampies of equitable processes to Incorporate diverse perspectives, gulde
question development, and gain consensus and buy-in on priortized areas for CQL.

T T

00Ut the Mame of fopic.

listenad to everybody at the tadie.

use guiding questions).

member sharas

1Aciapted from Liberating Structures. Retrieved at- hitp:iwww iberatingstructures comy

Conversation Care:

- State e thame of the conversation, usually In the form of 3
question. For example, "What are we curious about relatad to
our program Impiementation? What would we IIk2 1o leam more
about from data? (These become your "guiding questions.”)

- Expiain there wiil be Sour rounds of conversation at every table:

WO FOUNGS UsSIng the Quided quastions, 3 Tird round 35 0pen
conversaton, and a inal round with the guiding questions.

- Distribuse talking cbjects (e.g., talking stick, pen, etc.)
- Read the six Conversation Cafe agraements. See Ink provided.

- Establish a voiunteer host & each table. The host is a full
paricipant whose roje s %0 gently Intarvens only when 3
parscipant visibly falls %0 cbserve one of the six agreements,
most frequantly talking more an Melr share.

= First round with the quiding questions (1 minute per parson):
3ch parson shares what he or she Is Tinking, feaing, o doing

= Third round {20 to 40 minutas): open conversation (option

- Helptul In faciitating

listening

Helpful In sharng
Id2as In asafe
space

- Everyonz Is

= S2cond round with the quiding questions (1 minute per parson):
23ch parson shares thelr thoughts and feelings ater having

- Fourth round with the guiding questions (S to 10 minutes): each
“akaaways.”

Inciuded; everyons
can participate

31


https://www.hmrfgrantresources.info/resource/facilitation-strategies-fostering-discussion-and-consensus
https://www.hmrfgrantresources.info/resource/facilitation-strategies-fostering-discussion-and-consensus

M
. .
' \What resources are available?

CQl Best Practices Series HMIRF

R R )

Communication Protocol Worksheet OPRE report #2022-200

/ Foundational resources st ' et rtouscsty rvenent (021, et e e o

protocols that lgentify everyone with whom the team should communicate (Inciuding but not imited to other
program teams, polcymakers, and community members), the circumstances In which the team should

a n d to o I s communicate, the type of information that is shared, and specific methods of communication.
Introduction to CQI teams (@ Pt communcton procs

Intentionally engage key parties (e.q.. youth, famllies, or cllents)

« Communicate progress and celebrate success throughout the CQI process

Te am agre ement « Report bamiers that are preventing or hindering implementation and should be expiored

and resolved Dy the team

. . . . « Report on actions taken to resoive or address past Issues
Team dCClSlon maklng teChnlqueS . i::pv:so::: gecisions and agreements perfodically 1o ensure that solutions are stil
O Structured Communication Protocols

. =
) A common communication misstep occurs when teams seek feedback from community
Team meeting sample agenda e e
* Structured communication protocols can heip avold such missteps Dy documenting how
Information wilk flow back to the community.

Te am me eting faCilitati()n @ Best Practices Related to Implementation Team Communication

« Communication should fiow In both directions so that information Is recelved and

Strate gie S ;n:uec:e :san;m;?n ?::1 mcmg feedback and perspectives from others are key elements

« Teams should communicate at every phase of Impiementation about what Is working,
what Is not working, and how those conclusions were arawn.

Team communication processes e e eeponaie for e

gevelopment and use of the communication protocol(s) and ensure that the team
communicates with each person, group, of organization in the communication protocol.
For example, your communication protocol could describe how your organization will
communicate around key CQI t2ms and 3lso how exiemal parners, polcymakers, and
community memboers will be Included to ensure that everyone Is Informedin the loop.



https://www.hmrfgrantresources.info/resource/communication-protocol-worksheet

M
. .
' \What resources are available?

/ Foundational resources
and tools
Introduction to CQI teams

- Team agreement

- Team decision making techniques

- Team meeting sample agenda

- Team meeting facilitation
strategies

- Team communication processes

- Team composition

CQI Best Practices Series HMIRF

OPRE report #2022-196

Including a Diversity of Perspectives in
Interpreting Data and Decision-Making'

Program staff, clients, and community partners play important roles in continuous quality improvement (CQl).
including understanding and using data to identify challenges, likely causes, and solutions. These individuals,
particularly those who reflect the people you serve, should both participate in the imp ion team and be
informed about CQI progress. This means that your team should include a diverse range of perspectives and
have a formal process for engaging community partners, including sharing CQI efforts, gathering community
partners’ feedback, and providing updates. This resource helps you “map” the characteristics of your
implementation team members to understand the team’s strengths and gaps in perspectives and experience.
Use this diagram to help your implementation team think through how to include a diversity of perspectives in
data analysis, interpretation, and decision-making.

Before you begin, di as an imph tation team:

* Why is it important to include program staff, clients, community partners, and other relevant
collaborators into your CQI efforts? How will this contribute to results?

* Do you have the right mix of actors involved to understand and interpret the data?

* What gaps exist on your team? What steps could you take to cormect for them?

Issue Experience Demographic
y 0N you gt o, Relevance

v ; ! How many on

ctly impac i;;k your team

by th 3 demographically
reflect the focus

population?

population,
Issue, and
neighborhood

Community
Relevance
How many on
your team grew
up in or live in
the community
you are sarving?
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https://www.hmrfgrantresources.info/resource/including-diversity-perspectives-interpreting-data-and-decision-making

Menti: Share with us

/ Do you have a dedicated team
for CQI?
- Yes, we have a team dedicated to CQI

- No, but we talk about CQI 1n our team
meetings

- No, but we’ll consider it!

/ If you have a CQl team, who is
on it?

Go to www.menti.com

Enter code: 7222 8875
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http://www.menti.com/
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We have some program
Improvement practices in place
but could use help pulling it all
together



' Benefits of a coordinated approach to CQl

/ A clear and comprehensive
improvement approach helps
to set expectations for staff

about CQIl and supports a \
culture of learning

/ A CQI plan can help your
team to organize ‘

improvement efforts, stay V

focused, and capture key
insights

@ Mathematica
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/ Having a designated
approach enhances
intentionality In
improvement efforts, which
can support success

/ The CQI plan template
outlines one approach to
organize your efforts and
document learning

@ Mathematica

Improvement efforts should be intentional

\ssue and improvemegy,,
o008 Strate,,.
o Vs,
N oy
P L N

A Identify an area to improve.
3

: N\
{D1&E1) \
a ,@‘“4 .{ @

Plan next steps. Describe what success looks like.
Will you scale up the improvement Identify a SMART goal and data source.
strategy and if so, how? Decide frequency and (D1&E1)*
(D9 & E9) format of CQl implemen-
] e tation meetings. ‘ \
— (C2y* I ——y
l .CD | “ A
e/ Select members for your 4 ~—
Interpret data and communicate results. implementation team. Identify improvement strategy.
What did your team learn? (C1)* What will you do to achieve your goal?

(D7,D8, E7. & E8)* ) (D2 &E2)*

1Y [ 4
;'" O\ ‘,/"*
o @

Implement strafe{;r monitor and FJ Conduct road tesi}ﬁa analyze results.

analyze improvement over time, Determine how well the strategy fits in your program,
Is the strategy moving you toward your goal? (D3, D4, E3 & E4)"
(D5, D6, E5 & EB)"

*= Tempiate section
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Sections of the CQIl plan template

/ D1. Identify an area to -
improve o wommgnme ]

In addition to understandmg whether a strategy is feasible, you must assess whether it

1
seems to be improving the underiv'ﬂg|.|swlsm-QHuwu“‘'mwﬂ.lu‘unvt-wmi‘,,,,1
After road testing shows the stral pg_ Analyzing improvement over time: Did we make progress toward our SMART
/ D 2 I t u f t goals with a small number of staf goal?
. Identify a strategy

Please note that this does not all D7. Interpreting Data
improvement. Other factors migh  After you have collected data as planned, the next step is analy:
useful for determining whetherth  answer the questions below.

For your SMART goal (Section 2 a. What data source did your team use to assess improvement
o n u ‘ a ro a e s monitoring progress toward the £ survey (either from nEQRM or developed by the program), p
u questions used in the analysis. Generally, the data source w

source listed in Table 3 above, but if a change was needed,

Discuss your data with your Implementation Team, and, as a team, decide on key
summary findings. Begin each statement with the phrase: We leamed that...

We leamed that
We leamed that:
We leamed that:

| g

b. When did your team collect data? For example, you might h: D8. Communication

/ DA4. Analyze results from
enrollment for three months: January 2019 to March 2019.  Please describe how you will communicate the CQI efforts to staff. Such efforts include

the general use of CQlI, soliciting feedback on issues to address, informing staff of
a ro a e s | changes being tested, and results.

Table D5. Monitoring progress toward SMART goals -‘

_—

3]

/ D5. Monitor improvement

Data

SMART Strategy for <o rce(s)to  Frequency D9. Action(s)
- goal (from Lot t assess of Staff responsibilities .
Section D1) (from Table s With your Implementation Team, decide on next steps based on what you learned. If the
progress monitoring + ’ ? .
D2) toward goal strategy is a good fit and has shown intended improvements, you may decide to extend

Call each QEQRM. Monthiy for | - Facilitators enter workshop this strategy to other parts of your program, or to the whole program: this is sometimes
family the day i three months | participation data in nEQRM called “scale-up.” But programs should still continue assessing improvement after scale-
before the before testing | - Site administrator will up to determine if the strategy is working as intended.

/ D6. — D8. Plan next ste ps ’ (e = nadt tos+ laad vour to derir- ++ ~++ *~ molement - ~ateov. either with -
and communicate

@ Mathematica
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Opportunities to strengthen CQIl processes

/ Consider ways to engage your CQIl team

Keep improvement work on the radar

/ Pause to learn about challenges before developing strategies

Be sure you are solving for the right problem

/ Set goals to define success

Give your team a benchmark to gauge success

/ Road test strategy ideas before taking them to scale

Pilot your strategy on a small scale and collect data and feedback to understand how
to make the strategy work better

/ Be intentional about communicating program changes

Make a plan to enhance buy-in for change

@ Mathematica
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Menti: Share with us

/ Do you typically road test or pilot an
improvement idea before
committing to it?

- Yes, for all significant program changes

- Yes, when we’re not sure how the change 1s
going to work

- No, we haven’t tried this approach yet

40
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We have a solid CQI approach
and practices to support it,

but we’re open to learning
more!



Explore the range of HMRF CQI resources for
ideas to strengthen practices

/ Steps to assess current processes and practices

Review the CQI plan template to 1dentify steps in your CQI processes you
could enhance

Assess whether your team includes diverse perspectives

Create a team charter or use a sample agenda to strengthen your team
approach

Use templates to gather clear and consistent feedback

/ Tip sheets to enhance existing processes
Be more intentional in communication about CQI efforts
Learn about new facilitation techniques to enhance your team meetings
Get 1deas for supporting more inclusive decision making

@ Mathematica
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2
Menti: Share with us

/ Based on what you learned today,
what’s one thing you might try or do
differently related to your CQI
processes?

Go to www.menti.com
Enter code: 7222 8875
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Announcements

/ To explore the resources:

- https://hmrfgrantresources.info/continuous-quality-improvement

- Stay tuned for a link to the resources on OPRE’s website!

/ Reach out with questions!

- hmrfcgi@mathematica-mpr.com
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Thank you!



