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Nexus Family Healing
Our Services

We provide community mental health services, 
residential treatment, and foster care/adoption 

services to help children, families and adults struggling 
with emotional and behavioral health issues. 

Our Mission
To change the course of a child’s life by stabilizing 

families and strengthening mental health.

Our Vision
Healing the past. Breaking the cycle. Changing the 

future.



Why are we here?

Improving Timeliness, 
Productivity, and Quality of 
Documentation with Real-
Time Data

Learning Objectives
• Understand the importance of setting clear 

and rigorous expectations for staff 
productivity.

• Leave with strategies on how to improve 
buy-in with staff to use data.

• Review examples of data presentations to 
help improve staff metrics using real-time 
reports. 



Agenda

 Identifying the Problem
 Sharing information and Creating Buy-in
 Executing the Plan
 Deliverables and Results
 Sustainability 



Identifying the Problem

Unclear 
Expectations



Identifying the Problem

Unclear 
Expectations

Inconsistent 
Tracking



Identifying the Problem

Unclear 
Expectations

Competing 
Priorities

Inconsistent 
Tracking



Sharing Information & Creating Buy-in

• Review data 
• Identify opportunities in the data
• Project Management Framework
• Generate goals and set plan



Sharing Information & Creating Buy-in
• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans

• Celebrate successes 
• Contextualize the data

• It’s not QI’s data, it’s everyone's
• This is where we establish the why!
• Strategies when sharing data

• Compliment sandwich 
• Unique data visualizations
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The following chart details 
how many sessions on 
average each youth receives 
each month and the number 
of hours this equates to. 

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



While there are some outliers in 
this graph, this clinician typically 
completes their note within a few 
days of providing therapy.

Each dot represents a therapy 
session. It’s place on the chart 
details the date of service and date 
of submission for a clinician.

The closer a dot is to the 
line, the faster a clinician 
documented and 
submitted a therapy note.

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



This clinicians had 10 
undocumented service entries 
when they completed this note.

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



24 days from service 
to submission

This is the data for one youth. 
When this youth received therapy 
services on 4/19, there were 5 
other sessions that had yet to be 
documented, the oldest of which 
was on 4/7, almost 2 weeks earlier.

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• To create buy-in, you must make space for 
reflection

• What surprised you? 
• Does this data align with what you’re 

experiencing?
• How did seeing this data make you feel?
• What are the possible causes for the situation?
• Is there anything you wish you had at your 

disposal to monitor this?

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• To generate goals, we needed to provide a 
framework.

• We did this through using Project 
Management resources.

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• What is project management?
• Project management is the application of knowledge, skills, 

tools, and techniques to project activities to meet project 
requirements.

• Basically, it’s the organization and tracking of activities to 
accomplish specific goals!

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• If you’ve ever planned a wedding, thrown a birthday 
party, renovated your home, made and followed 
through on a New Years resolution, etc., you have 
managed a project.

• Why is project management helpful?
• Communicate with project team members more clearly 

and effectively
• Organize your work
• Deliver projects on time
• Create durable systems

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• Initiate: Define the project scope, the objectives, and outcomes
• Plan and Design: Fill in the detail to meet objectives
• Execute: Do the work according to the plan
• Monitor and Control: Progress is tracked, deliverables are reviewed, performance is monitored
• Closing: Take time to learn from what happened

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• Together we went through the initiate phase
• During this stage, we determine why we are doing this 

work. We should be able to answer questions like…
• What events led up to the current situation?
• What is the need, opportunity, or problem as we currently 

understand it?

• Who answers these questions?
• Those initiating the effort
• Those affected by the situation
• Those who will be involved in implementation

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

Scope Brainstorm
• Why: big picture
• Who: Who does this work and 
who is affected 
• What: deliverables (scope), 
expenses (cost)
• How: how to get there (process 
and communication plan)
• When: start date/end date 
(timeline)

Scope Brainstorm

Why

Who

What

How

When

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Sharing Information & Creating Buy-in

• Project Scope Document
• Set the stage for our work
• Help us determine what is in 

and out of scope
• Allow us to be thoughtful 

about who our “customer” is
• Help us develop outputs and 

outcomes

• Review data 
• Identify opportunities 

in the data
• Project Management 

Framework
• Generate goals and set 

plans



Executing the Plan

Teams were set up to focus on setting 
different aspects of the project. These 
included a variety of areas, but we will focus 
primarily on:
Expectations
Report Generation



Executing the Plan

Expectations
WHO: A cross functional team (direct care, 

clinicians, and leadership) was brought together to set 
new agency-wide expectations for service delivery 
frequency and timeliness 

WHAT: Discuss current expectations, review specific 
productivity data, and engage in conversation about 
setting new, realistic expectations



Executing the Plan

Report Generation
WHO: Quality worked with leadership to 

understand what they would need to see, how 
frequently they would need access to the data, and 
how they could use it to hold staff accountable. 

WHAT: Resources were created to support 
leadership in managing their programs.



Rigorous Expectations Set
A set expectation of the number of service hours 

delivered by role
Weekly and monthly expectations around service 

note submission

Process to review improvement once 
expectations are put in place

Deliverables and Results – Timeliness & 
Productivity



Deliverables and Results – Timeliness & 
Productivity

 Rigorous Expectations Set
 Service providers will document and submit in EHR all instances of treatment 

for the week by Saturday at midnight.
 All services provided during the last week of the month are due no later than 

midnight on the 1st of the following month.  
% of notes 

submitted within 7 
days of service

% of notes 
submitted by the 
end of the month

Average # of days 
to submit notes

July, Aug, Sep 45% 60% 9.6 days

Oct, Nov, Dec 39% 56% 10.7 days

Jan 50% 70% 9.5 days

Feb 55% 75% 8.5 daysGOAL



Deliverables and Results – Timeliness & 
Productivity

 Rigorous Expectations Set
 Service providers will document and submit in EHR all instances of treatment 

for the week by Saturday at midnight.
 All services provided during the last week of the month are due no later than 

midnight on the 1st of the following month.  
% of notes 

submitted within 7 
days of service

% of notes 
submitted by the 
end of the month

Average # of days 
to submit notes

July, Aug, Sep 45% 60% 9.6 days

Oct, Nov, Dec 39% 56% 10.7 days

Jan 50% 82% 70% 89% 9.5 4.0 days   

Feb 55% 84% 75% 91% 8.5 3.8 daysGOAL
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Discussions begin around the 
importance of documentation

Project teams formed and 
begin work

New documentation 
expectations put in place

Deliverables and Results – Timeliness & Productivity

26% increase 
in documented 

sessions

64% decrease
in time to submit 

notes



Reports Developed 
Real-time reports that show performance 

against newly defined expectations.
Staff Productivity: by staff person, role, and program 

overtime

Medicaid Billing: real-time update on where agency 
is against monthly billing expectations

Deliverables and Results – Timeliness & 
Productivity













Work-in-Process Reports
 Integrate routing into EHR practice

Quality team reviews all service notes and routes back 
notes that don’t meet Medicaid Billing expectations. 

This provides timely feedback to staff to modify current 
note and adjust behavior going forward.

Routing Workgroup Quality Check
Reports developed to manage quality assurance.
Reports developed to help supervisors identify trends with 

staff performance by providing a summary of note routed 
back for correction.

Deliverables and Results – Quality







Work-in-Process Reports
Accountability Resources

Help Supervisors know what tools are available to 
them and how they can use each report.

Staff aren’t waiting for data to be given to them. They 
know where to look to review data and where to go 
should they need support on how to use them.

Deliverables and Results – Quality



Power BI reports Toolkit



Sustainability
Clear Unclear 
Expectations

Consistent Inconsistent 
Tracking

 To ensure these expectations are met and resources used we:
 Monitor reports to ensure compliance

 Continue to hold staff and leadership accountable

 Create space to discuss data

 Update reports to meet the needs of programs 



Sustainability

 Strategies to address the competing priorities
 Recognize them!
 Ask teams what keep them up at night or what takes up their time.
 Continue to value and prioritize data – it’s not just QI’s!
 Meet teams where they are at.
 Create trainings for staff and leadership to improve data literacy skills.

Clear Unclear 
Expectations

Consistent Inconsistent 
Tracking

Competing 
Priorities



Thank you!
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