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Objectives
Introduce a planning and strategic framework 
for CQI that helps explain

• Where an organization is in its CQI, data use, and 
measurement maturity,

• Where your CQI team is in terms of capacities to 
support the organization, and

• Where individual CQI practitioners are in terms of 
skills and knowledge

So that organizations can evolve, teams and 
individuals can grow and continue to add value.



Format
1. Please open the continuum PDF on another 

screen if you have one.

2. Paige will offer insights on the continuum 
from her and her organization’s perspective.

3. We are interested in YOUR insights and 
would welcome your comments throughout 
the session.



Value and Resilience
1. Understand where your organization may go next 

(and what infrastructure is needed)
2. Understand what barriers stand between where 

your organization is and where leaders want it to be
3. Understand what skills a CQI team needs to 

proactively contribute and meet organization needs
4. Determine what skills individual CQI team 

members want to acquire to build and strengthen 
relevance

5. Identify your ideal organization as a CQI 
professional to increase your job satisfaction and 
growth



Proactive Positioning
Why think about this?

CQI is typically 
˗ Reactive
˗ Executor (taking direction from others)
˗ Monitor
˗ Informer
˗ Assessor
˗ “Tracker” of compliance

We can be and do more.



Continuum



Capacities & Competency



Evaluation Capacity 
(“Evaluability”) 

• An organization’s readiness to engage in robust 
measurement of performance is referred to as 
evaluability. 
˗ “The extent to which an activity or project can be evaluated in a 

reliable and credible fashion” (OECD-DAC 2010; p.21)
˗ Evaluability Assessments include multiple attributes 

including data quality, theories of change, use of EBPs, etc.

• As an organization moves to the right along the 
continuum, it will need more than compliance 
monitoring from CQI.

“evaluation” and “ rigorous measurement”



CQI Role and Internal Evaluation 
(Activities and Capacity)

(Love, 1998) first used the phrase “internal evaluation” 
in social work practice as comprised of six stages/types

I. Ad hoc evaluation
II. Systematic evaluation
III. Goal evaluation
IV. Effectiveness evaluation
V. Efficiency evaluation
VI. Strategic benefit



Stages of Evaluation

Ad hoc evaluation

Systematic evaluation

Goal evaluation

Effectiveness evaluation

Efficiency evaluation

Strategic evaluation



How Stages Relate to Inquiry/Theory



How Stages Relate to Inquiry/Theory



Implications for CQI Skills



From Data to Learning

• See → Understand → Act → Learn
• Make performance visible 
• Interpret findings with context 
• Test a response 
• Determine whether it worked



Building Capacity 

 “Who can afford to hire a bunch of evaluators?”
˗ Pretty much no one.  But, you likely don’t need a credentialed 

evaluator: what you do need is a skilled measurement expert 
who can soundly and pragmatically apply measurement (and 
evaluation) principles.
˗ Why? Because we are not doing a dissertation or preparing for a 

peer-reviewed publication every day.  We want to know what 
works, when, and how to improve it. 

 How can this be applied to a CQI department?



Nexus Family Healing CQI 
Restructuring



Three Phases and Resiliency 
Planning

1. Assess existing roles and fill needed gaps
2. Skill up
3. Expansion of capacity & build redundancy

With strategic actions to support resiliency over time



Assess Existing Roles



Assess Existing Roles



Nexus Q&E Restructuring
Dir

RW RW

Mgr

CQI CQI CQI CQI CQI

Home Office

Agencies (multiple locations and states...)

CQI



Nexus Q&E Restructuring
VP

RW QES QES QES RW

DIR

QES

QES
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CC CC CC CC CC

Home Office

Agencies (multiple locations and states)

Quality & Evaluation 
Specialists (QES)

Compliance Coordinators



Transitioning into Expanded 
Roles

• Most had little to no formal evaluation 
experience

• All had been in the CQI (Safety/Risk 
Management and Compliance) roles in the past

• Three areas of focus for transitioning
1. Skill development and redundancy
2. Mindset (understanding resistance, culture of our 

department)
3. Expansion of organizational worldview



Skill Development

˗ Thematic coding
˗ Survey construction
˗ Project mgmt. 

basics
˗ Reviewing research 

(lit review)
˗ SQL & PBI

 Cross-training 
(learn in 2s & 
groups)

 Assigned to 2+ 
agencies to 
support

 Goal to back up 
each other as 
well as CCs



Building Capacity Beyond CQI

• EQUIP Facilitator Training
• Improvement skills for employees at every 

level 
• Practice with data, root causes, process 

mapping, and PDSA 
• Facilitators guide the process without owning 

the solution 
• PE provides tools, coaching, and measurement 

support



Resources for Gaining Skills 
(Bite-sized)

• The CQI Community!  
• American Evaluation Association (www.eval.org)
• Online toolkits (e.g., Community Toolbox – Table of 

Contents | Community Tool Box)
• Other agencies that do community evaluation 

(WHO, CDC, etc.)
• Learn about and use culturally-specific 

resources when you need them (e.g., growing 
resources for indigenous evaluation approaches).

• Indigenous Evaluation Toolkit

https://protect.checkpoint.com/v2/r01/___http://www.eval.org___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6NDVmMjo3MDY4NjE5MDU5NmVkYWY4OGE5ZWU4NmU1MDYyNmE0YmE4ZGFiMGUyZjJmYTE5NWI1ODYzOWNiNzcyM2JhZjg0OnA6VDpO
https://protect.checkpoint.com/v2/r01/___https://ctb.ku.edu/en/table-of-contents___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6NGEzODpjOWE5MmRhYmM2NTUwMjVjM2I3NzQ4YjE3NDc3M2NiNjhkNzI3YzI0Zjk3NTBiOGYzMzY2YzZmNGMzOWFhNTllOnA6VDpO
https://protect.checkpoint.com/v2/r01/___https://ctb.ku.edu/en/table-of-contents___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6NGEzODpjOWE5MmRhYmM2NTUwMjVjM2I3NzQ4YjE3NDc3M2NiNjhkNzI3YzI0Zjk3NTBiOGYzMzY2YzZmNGMzOWFhNTllOnA6VDpO
https://protect.checkpoint.com/v2/r01/___https://iris.who.int/server/api/core/bitstreams/dd9ff319-70bb-4f6c-9105-baaae2f40afa/content___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6Y2I1MDo3ZTYyZWVmNjJmY2JiMjIzZGVjMjRlNzhiMjQxODczNTI4ZmEzNmY2NDdjMTY2YzdmMGNjYTc4ZWZlYjg3YmU2OnA6VDpO
https://protect.checkpoint.com/v2/r01/___https://www.cdc.gov/evaluation/php/evaluation-framework/index.html___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6NzM1NToyOGEyNDRlYjA3ZmVlMGIwYWNhMTIwNGMzYmI1OGQxYjI0MTU4MzExYzYzNzI5NThjODg1NTM4OWI3MmI3NDY2OnA6VDpO
https://protect.checkpoint.com/v2/r01/___https://resourcesforpractice.policywise.com/resource?id=141___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6Y2IzMDpmMzgwMzgxZDQ3MjEwZjM3MjVhYTkxNDIxYThiZTAxYTQyMmExYmI0ZDQ3YWViYTVhYzQxN2YwZWMwNDBiNmIxOnA6VDpO
https://protect.checkpoint.com/v2/r01/___https://resourcesforpractice.policywise.com/resource?id=141___.YzJ1OnN0YXRlb2ZpbmRpYW5hOmM6b2ZmaWNlMzY1X2VtYWlsc19hdHRhY2htZW50OmFkZmE4NmNlMGQwNDcxZGIzYmY4ZmQ5ZWNhODFjNTBhOjc6Y2IzMDpmMzgwMzgxZDQ3MjEwZjM3MjVhYTkxNDIxYThiZTAxYTQyMmExYmI0ZDQ3YWViYTVhYzQxN2YwZWMwNDBiNmIxOnA6VDpO


Expansion of Capacity & Redundancy

 Spread effort of reaccreditation (COA)

 Extra support to CCs for managing risk management, 
corrective action plans, regulators, problem-solving

 Support org-wide initiatives involving measurement: 
grants, culture grants, outcome measures, high-risk 
event reviews, etc.

 Training in SQL, PBI
˗ Redundancy benefits being realized (PBI)

 Building familiarity of multiple agencies (worldview)



Mindset and Expansion of 
Worldview (examples)

• Change in scope of work (agency to organization)
• Mindset: understanding how the culture of CQI can 

conflict with the culture of direct practice (Quinn-Patton 
has some great insights on this).

• Understanding resistance: depersonalizing when 
programs and leaders say ‘thanks, but no thanks’ to us and 
how to move things forward anyway (Block).



Resiliency



Resiliency: 
Maintaining what you build

CQI can be vulnerable to funding cuts, perceptions and 
understanding of value by new leaders, regulatory 
pressures, or any number of external and internal 
challenges.

Some ideas for maintaining the capacity and value you 
are building...



Protecting Investment
o Cultivating Benevolent Reliance

˗ Involving department early on grant 
applications or agency/service line start-up 
for reporting and measurement

˗ Involving department in key initiatives 
requiring measurement (proactively)

˗ Being seen as a distinct, important voice in 
strategery:
˗ “What does CQI/Quality think?” or “What do you 

think CQI/Quality’s perspective is?”



Protecting Investment
o Create Visibility

˗ Alignment of all team projects to at least one strategic 
objective and reporting annually to executive leaders

˗ Building tools for partner departments outside of 
programs (MarCom, Foundation) with external visibility

˗ Model CQI: gathering annual feedback at team and 
individual levels 

o Be Essential
˗ Being a critical support to CCs in agencies
˗ Being a go-to for problem-solving (work-flowing 

problematic processes)
˗ Being a translator between technical (IT, the EHR) and 

program



Resiliency: CQI Individuals

Individual CQI resiliency comes down to growth and 
fit.



Growth
The continuum can help a team develop skills 
and competencies, but it can also help an 
individual CQI practitioner think through what 
they want for their career.  What if
 You love regulatory compliance?

˗ You’re on the left-hand side of the continuum and 
you can decide how far to the right you want to go 
in terms of skill development.

˗ Maybe you really like helping programs move from 
paper to systems: this side of the continuum is also 
for you.



Growth
 You really like knowing whether services 

are effective, and for whom?
˗ You are positioned in the middle and will want 

to master some of the techniques needed there.

 You want to be part of generating research, 
partnering with multiple programs or other 
researchers?
˗ You strive for the right and will want to build 

out skills as well as the relationships you need to 
do this more rigorous work.



Fit
Knowing yourself, your skills and interests 
can help you choose an organization that 
will
• Be a good fit for where you are now
• Help you grow in the direction you want



Thank you!


	Building CQI Resilience in your Organization, Team, and Yourself
	Presenters
	Objectives
	Format
	Value and Resilience
	Proactive Positioning
	Continuum
	Capacities & Competency
	Evaluation Capacity �(“Evaluability”) 
	CQI Role and Internal Evaluation �(Activities and Capacity)
	Stages of Evaluation�
	How Stages Relate to Inquiry/Theory
	How Stages Relate to Inquiry/Theory�
	Implications for CQI Skills
	From Data to Learning�
	Building Capacity �
	Nexus Family Healing CQI Restructuring
	Three Phases and Resiliency Planning
	Assess Existing Roles
	Assess Existing Roles
	Nexus Q&E Restructuring
	Nexus Q&E Restructuring
	Transitioning into Expanded Roles
	Skill Development
	Building Capacity Beyond CQI
	Resources for Gaining Skills �(Bite-sized)
	Expansion of Capacity & Redundancy
	Mindset and Expansion of Worldview (examples)
	Resiliency
	Resiliency: �Maintaining what you build
	Protecting Investment
	Protecting Investment
	Resiliency: CQI Individuals
	Growth
	Growth
	Fit
	Thank you!

