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Desired Results

* Gain a shared understanding of our collective definition of system’s
alignment (What does it mean to this audience?)

« Describe strategies utilized to facilitate the transition from a siloed
Initiative orientation to an outcomes orientation

» Discuss methods for identifying shared outcomes across key initiatives

 Identify the core components of a unified governance structure focused on
achievement of outcomes

« Share system alignment examples crafted with Maryland and Los Angeles
Including lessons learned (embedded throughout)

* Track and steal ideas shamelessly to begin planning system’s alignment in
your jurisdiction - System s Alignment Worksheet

ChapinHall



Getting to Know You

By a show of hands:

North America Child Welfare

South America Juvenile Justice

ol Education

Africa _
Mental/Behavioral Health

Europe

ATl fie Physical Health

Antarctica What did we miss?
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Why Invest Time 1n System’s Alignment?

We work in complex systems with complex needs

« Strategic Direction and articulated
Priority Outcomes; all future crisis
need to be viewed through this lens

* Focused effort on Priority Outcomes
through a clear governance structure

* Shared ownership

» Data & evidence driven decision-
making

* Policy to practice, practice to policy,
and practice to practice
communication loops
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What’s the Risk?

Change managementis 1 QU

NO

THANKS

Threatens fiefdoms

L2017 2018 2019
— =

Top down — bottom up and across the system

puy-in is REQUIRED
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What’s In It for Me (WIIFM)?

QO Establishes a clear vision/strategic direction

Q Focuses on outcomes

QO Provides clarity of choices

Q Informs decision-making

QO Builds leadership capacity of all levels of staff

Q Develops/reinvigorates a Continuous Quality Improvement
(CQI) structure

QO Requires less meetings

0 Reduces redundancy and streamlines multiple
efforts/initiatives that have similar goals — aligned by outcome

ChapinHall



Our Theory of Change

~\

| vAchieve Outcomes

Learn which
Interventions
Improve
outcomes.
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Strategies:
Facilitating the Transition from a
Stloed Initiative Orientation to an
Outcomes Orientation
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Getting Started

* Pre-work/Assessment
- Gather data; do your homework

¢ Identlfy key partnerS — System s Alignment Worksheet

- Decision-makers

- Social capitalists

- Consultants/evaluators

- Internal and external stakeholders

ChapinHall



Understand Competing Priorities

Strategic plans

System improvement plans

Practice models

Existing theories of change

Existing governance structures and/or implementation teams
Initiatives/Grants/Waivers/Lawsuits/Legislative mandates

Evaluation plans
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Example — LA County Multiple Initiatives

Title IV-E Waiver (CWBP)

Core Practice Model (CPM)

Continuum of Care Reform (CCR)

Blue Ribbon Commission priorities

Board of Supervisors priorities

Katie A.

Strategic Plan Objective Team (SPOT)
Child and Family Services Review (CFSR)

Management Appraisal of Performance Plan (County MAPP
Goals)

o System Improvement Plan (SIP)

o o O o O O o O o
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Develop a Logic Model

Identify initiatives, consent decrees, and/or legislative
mandates; System s Alignment Worksheet

Identify system-level strategies;

Choose practice-level interventions;

Prioritize outcomes;
- System desired outcomes; System s Alignment Worksheet
- Child and family outcomes; and

Determine performance metrics and develop data sources

Visually depict continuous quality improvement
activities/processes
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LA DCFS STRATEGIC DIRECTION

Collaborate with Partners to SIP Priorities & Target Improvement Goals Increase Permanency in Enhance County’s Child Welfare
Reduce Recurrence 5 g B
of Maltreatment Meet Assessment, Placement and 12 months for Children Continuous Quality Improvement
Treatment Needs of Children in Foster Care Entering Foster Care System/Organizational Excellence
Long-Term Outcomes Outcomes to be Achieved: Child & Family Level Short-Term Outcomes
Decreased entries into out-of-home care Increased family engagement
Decreased rates of repeat maltreatment Improved family relationships
Increased placement with relatives or Tribes Improved family/caregiver informal supports
Decreased lengths of stay Improved care coordination
Increased timeliness and use of reunification Increased cultural connections
Decreased non-permanency exits Increased stabilizing behaviors
Decreased re-entry rates ) Allow children to remain safely at home when possible
Decreased re-offenses of youth on probation Increased placements with kin or homelike setting in their community
Improved child and family well-being Fewer children in group-home care
Decreased disparities in the above First placement/last placement

Service Outcomes Outcomes to be Achieved: System Level PR . S

Improved array of services and supports for child welfare and juvenile probation systems Standards for provider performance are identified
More children and families have access to child and family team meetings Increased transparency of provider performance
Enhanced cross-system coordination and case planning Funding supports the level and array of needed services
Individualized, family-driven case planning Sustainable, quality-based oversight, training and
Reassessment of children who have been in groups homes 12 months or longer education to support the CPM and fiscal model
Delivery of coordinated, comprehensive, community-based services
Address the needs of class members with more intensive needs

y . Practice Level Components Key Practice Components
Practice Model/Practice Wheel Spanning the Practice Wheel

Engagi_ng Family Voice and Choice
Teaming ) Cultural humility
Assessing Motivational interviewing

Performance Monitoring &
Continuous Quality Improvement

Performance Monitoring &
Continuous Quality Improvement

C-CFSR Planning and Intervening Solution-focused interviewing & practice C-CFSR
Data and Quality Taskforce; DataStat; QSR Tracking and Adjusting Child and Family Te_a_ms/Mee_tings Data and Quality Taskforce; DataStat; QSR
Performance-based Contracting Structured decision-making Performance-based Contracting

Trauma responsive

Long-term view

Staff engagement

Partnership-based collaborative framework (?)

Family Assessment Form (?)

Safety mapping/Information and consultation framework (?)
Exploration of SOP tools (?)

Alignment of Strategic Plan; MAPP Goals Alignment of Strategic Plan; MAPP Goals

System Level Strategies & Key Initiatives

System Level Strategies

Implement a Core Practice Model

- Core Practice Model Guide

- Training Curriculum

- CPM Fiscal Task Force (fiscal incentives)

Implement a Functional Assessment

Improve Service Array including prevention and aftercare

Key Initiatives

California Well-being Project

Katie A

California Partners for Permanency
Continuum of Care Reform

CFSR — System Improvement Plan




Methods:
|dentify Shared Outcomes across
Initiatives
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Finding Shared OUtCOmeS System s Alignment Worksheet
Options:
» Crosswalk existing Initiatives

- Interventions
- outcomes

 Convene Initiative leads

« Conduct a redundancy assessment

- desired result of each existing meeting
structure

e All of the above
ChapinHall



Title IV-E Waiver California California Partners for Continuum of Care
Initiatives Well-being Project Katie A Permanency (CAPP) Reform
Interventions
Conduct an analysis of local |Reassessment of children
Core Practice Model A Core Practice Model Guide child welfare systems who’ve been in group
barriers to permanency homes 12 mos or longer
Develop a Child and Family
A Medi-Cal Specialty Mental Practice Model that builds
Family Assessment Form (FAF) ! ped .y o u!
Health Documentation Manual [on existing permanency
practices
Refine, test and evaluate the .
Supporting Fatherhood . . . . Standards for provider
Core Practice Model approach in four California . e
Involvement . performance are identified
counties
AJoint M t Taskf Replicate th hin 10
Safe Care oint Management Taskforce, |Replicate .e approach in
CW and MH more counties
A Core Practice Model Fiscal
Parents as Teachers
Taskforce
Wraparound A Data and Quality Taskforce
Functional Family Therapy
Outcomes

Individualized casework approach
that emphasizes family
involvement

Reduce long-term foster
care

Children are cared for in a
safe and secure
environment

Support the development and
delivery of a core practice and
services model.

Improve well-being

Children develp stable and
permanent connections
during care

Increase child safety without an
over-reliance on out-of-home care

Quality-based oversight

Improve permanency outcomes
and timelines

Children's physical and
mental health needs met -
well-being

Improve child and family well-
being

Children receive educational
support - well-being




Core Components:
A Unified Governance Structure
Focused on Achievement of Outcomes
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Purpose of Governance Structure
1) Supports developing and refining the strategic direction and
desired outcomes

2) Ensures implementation of the strategic direction &
Integration/alignment of initiatives and opportunities

3) Supports the identification and allocation of resources aligned
with the strategic direction

4) Makes policy and programmatic decisions to further the
strategic direction

5) Tracks and monitors progress toward identified outcomes;
making mid-course improvements as needed

6) Helps manage and sustain changes

ChapinHall



Organizing a System to Achieve Outcomes:
The Practice-Policy Communication Loop*

|

— Executive Management Team

7y

9d1]10eld
pajgeu3 Ad1jod

System

Change

v
Implementation Team

Practice-Policy
Communication Loop

v

Practitioners
Innovations
Recipients

*National Implementation Research Network (NIRN): http://nirn.fpg.unc.edu/learn-implementation
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Maryland SSA Governance Structure

System s Alignment Worksheet

Advisory
Boards/Councils
® SSA Advisory Board

* Youth Advisory Board

¢ Provider Advisory
Council

e  Maryland Commission
on Caregiving

Integrated Practice
Content Topics
Assessments
Practice Model
(Family-Centered,
Youth/Client Guided,
Trauma Informed,
Strength-based)
Preventing Child
Maltreatment and
Fatalities (3BI)
Alternative Response
Congregate Care

L-------ﬂ

SSA IMPLEMENTATION STRUCTURE

Deputy Executive Director Programs ~ Deputy Executive Director Operations ~ Chief of Staff

( SSA Executive Leadership Team

Executive Director }: >

s

A 4

Outcomes Improvement Steering Committee
SSA Executive Leadership ~ SSA Program Leadership (Executive Planner, Directors, Program Managers) ~
Implementation Team Leads, 4 LDSS Representatives (Director or Assistant Director Level) ~ University Partners

[

LDSS Groups
MASSD

Affiliates

SSA Steering
Committee

et |

I In-Home and Community I

Integrated Practice In-Home and Community Based Service | Based Service Array
Implementation Team Array Implementation Team I Content Topics
Led by SSA Led by SSA e EBPs
2 LDSSs ~ Stakeholders (parents, foster 2 LDSSs ~ Stakeholders (parents, foster e Mental Health Services |
parents, youth, providers, state agencies, parents, youth, providers, state agencies, I Wellbeing Services |
etc.) ~SSA staff ~University partners ~ etc etc.) ~SSA staff ~University partners ~ etc I« Transition Age Youth |
| Services |
- -

S S —— I. Substance Use I

| Cross-Cutting Networks: Data/Analytics, CQl, I I Disorders Services
1 Workforce Development, Modernization/IT, I L I
I Communications I ===

LDSS Leadership Teams

(Oversee local implementation of identified initiatives/practices; Actively participate in the
Practice to Policy Feedback Loop; Engage local stakeholders in planning and implementing
identified initiatives; Plan, implement, and monitor the implementation of new/expanded

v.4.417

services/interventions)

Local Learning Collaboratives/Cohorts
(To support communication and feedback loops, skill
development, and CQl activities)




Los Angeles Governance Structure (DRAFT)

System s Alignment Worksheet

Advisory
Boards/Councils
e Advisory Board
e Youth Advisory
Board
e Provider
Advisory
Council
Commissions &
Community
Stakeholders
e Alliance for
Children’s
Rights
o Community
Children’s
Commission
e Office of Child
Protection

ecccece

Qoo

! Workgroups

| e Time limited

| o Asneeded & with clear

criteria and mandate

L

LA COUNTY DCFS GOVERNANCE STRUCTURE

Executive Leadership Team

Director, Chief Deputy Director, Senior Deputy Director Mega Bureau, Senior Deputy Director Counsel, Deputy Service Bureau 1 &2,
Deputy Clinical Resources & Services, Deputy Bureau SRS, Director BOSS, Administrative Deputy Ill, Deputy Contract Services, Deputy
Admin Support, Deputy Juvenile Court & Adoption, Medical Director

1

v A
DCFS Outcomes Steering Committee (OSC)
Chief Deputy Director, DCFS Manager Training, Coaching, CQl, Policy, Research, Communications, Contracts-Services, Contracts-
Administrative, Fiscal, IT, RA rotation, Social Worker &/or Supervisor rotation (CS, Adoptions, RFA, ERSW), Strategy Team Leads, Clinical,
Clerical Admin rotation, Division ChiefJuveniIe&ourt, Division Chief RFA, Division Chief Adoptions 4 )

/ Safety Strateqgy Team \

SST,

Reduce Recurrence of Maltreatment

and Enhance CQIl System
Led by designated DCFS lead ~ Training,
Coaching, €CQl, Policy, Communications,

Research, Contracts, IT, Fiscal (designee from

each), Union Rep
Regional designee ~ Stakeholders (parents,

foster parents, youth, providers, state

agencies, community, etc.) ~ Chapin Hall ~ etc.

~

v
/ Permanency Strateqy
Team (PST)

Permanency in 12 months and
Enhance CQl System

Led by designated DCFS lead ~ Training,
Coaching, CQl, Policy, Communications,
Research, Contracts, IT, Fiscal (designee from
each), Union Rep
Regional designee ~ Stakeholders (parents,
foster parents, youth, providers, state agencies,
community, etc.) ~ Chapin Hall ~ etc.

—-— e e e s e o= A

| Workgroups I !
| e Time limited I o

| ¢ Asneeded & with clear |

criteria and mandate

—-— e o e o . v

(" wetoamas ~
Well-Being Strateqy Team
W-BST,

Collaborate w/ Partners to Meet
Assessment, Placement, and
Treatment Needs and Enhance CQl
Led by designated DCFS lead ~ Training/Coaching,

€Ql, Policy, Communications, Research,
Contracts, IT, Fiscal (designee from each)
Regional designee ~ Stakeholders (parents, foster
parents, youth, providers, state agencies,

Qmmunity, etc.) ~ Chapin Hall ~ etc., Union Reu

Workgroups I
Time limited I
As needed & with clear |
criteria and mandate

Regional Implementation Teams
(Regional Leadership, Caseworkers, Supervisors, Youth,

Families,

Private Providers, Data Champs, and Community Stakeholders)

V4-6-17

!

Coaching Round Tables
(To support communication and feedback loops,
skill development, and CQl activities)

ChapinHall




Benefits of a Unified Governance Structure

» To provide a focused and accountable structure to promote unified and
aligned effort towards outcome achievement.

» To promote direct and frequent reciprocal communication across all levels
of the organization through an effective *Policy-Practice (top down) AND
Practice-Policy (bottom-up) Communication Loops between executives
charged with identifying and supporting interventions and strategies
designed to improve outcomes and the practitioners charged with
Implementing the identified interventions and strategies

» To promote learning across the organization through Practice-to-Practice
Communication Loops (across) that ensure all levels of the service system
are informed and engaged in the achievement of outcomes, this includes:

« Ensuring staff at all levels have a **“line of sight” with the
organizations strategic goals, i.e., ensuring staff understand the
behaviors critical to goal achievement more so than just being able
to articulate the goals.

u
*National Implementation Research Network (NIRN): http://nirn.fpg.unc.edu/learn-implementation Chap]nl—]a]l

**|ndiana University Kelley School of Business:
https://www.researchgate.net/publication/4885335 Aligning_employees through line of sight



http://nirn.fpg.unc.edu/learn-implementation
https://www.researchgate.net/publication/4885335_Aligning_employees_through_line_of_sight

Core Components:
Aligning Outcomes and Measures to
Monitor Progress

ChapinHall



Outcomes Alignment Process

Data Source

¢ Desired result a system envisions, plans and commits to achieve;
broad statement of the ultimate aims of a program

* Changes in the lives of individuals, families, organizations, or the
community as a result or effect of a program or intervention

* Specific measurable information collected to track whether an
outcome has actually occurred

* Numerical objectives for a programs level of achievement of
outcomes and/or indicators

¢ Where the data for each indicator is stored and accessed, i.e.,
client records, administrative databases, surveys, etc.

» Strategies or services designed to produce a behavior change or
improve the well being of children and families served by a program

¢ Specific measurable information collected to assess and track
whether an intervention is being implemented as intended

* Numerical objectives for the desired level of achievement for
identified fidelity indicators

* Where the data for each fidelity indicator is stored and accessed

ChapinHall



Continuous Quality Improvement

« COQlisacritical strategic lever in outcomes alignment
COQI uses evidence to understand performance toward priority outcomes and to
plan, implement & monitor improvement strategies

«  The communication pathways established through a unified governance
structure are vital to an effective CQI process

« Asound CQI system supports an effective CQI process

» System features
»  Organizational commitment

«  Clear policies and priorities Gai Poticy and Priorities
« Data collection, analysis and reporting processes
» Process

« Plan-Do-Study-Act (PDSA) cycle — uses evidence to examine and
solve problems related to process, quality, and capacity issues that

may be impacting performance Chan; all
apint}



R ESO U rces System s Alignment Worksheet

* Qutcomes Alignment Process &
Worksheet

* Work Plan Template
» Strategy Team Summary Report

* Qutcomes Improvement Subcommittee
Summary Report

ChapinHall



| essons Learned

« Spend the time getting buy-in — internal and
external

« Craft an engagement strategy that brings key
stakeholders to the table to help draft the
model

« Governance Structure leads must have social
capital, be good facilitators, and be committed
to using the communication resources

ChapinHall
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