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Learning objectives for today’s webinar

⁄ What continuous quality improvement (CQI) is and why it is 
important
⁄ How to build a strong CQI foundation
⁄ The CQI plan template
⁄ What other supports are available to Healthy Marriage and 

Responsible Fatherhood (HMRF) grantees to carry out CQI
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Poll: Tell us about your team
⁄ Poll 1: What is your experience level with HMRF grants?

1. I am a new HMRF grant recipient 
2. I am a returning HMRF grantee
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Poll: Tell us about your team
⁄ Poll 2: How would you rate your CQI experience?

1. New to CQI
2. Some experience
3. Very experienced
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A primer on CQI
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What is CQI?

⁄ CQI is identifying, describing, and analyzing strengths and 
problems and then testing, implementing, learning from, 
and revising solutions

⁄ Characteristics of CQI
- It is continuous 
- Its goal is improvement
- It helps assess whether strategies are promising AND whether strategies were 

well implemented
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Steps in the CQI cycle
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Some of these steps are familiar!

⁄ Many programs routinely modify their processes to make 
improvements 
⁄ What’s different about using a CQI 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

⁄ ACF is providing an HMRF CQI template and other 
resources to guide your efforts
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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
⁄ CQI is a process for improving those areas once you 

identify them
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Data-driven
• Requires high 

quality data

Ongoing
• Involves regular 

meetings

Iterative
• Uses what is 
learned to improve



A systematic process to address challenges
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Program monitoring: 
Identify the challenge

How do we 
improve?

CQI: Develop and test the solution

• Identified challenge: Low and 
declining workshop participation

• What strategy can we try to 
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?



Steps in the CQI cycle
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Step 1: Identify a challenge and set a goal

⁄ Your CQI team should address one 
challenge at a time to maintain focus
⁄ An improvement goal should be your 

response to the question, what are we 
trying to accomplish?

- It should be specific, measurable, achievable, 
relevant and time-bound (SMART)
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Poll: Find the SMART goal
⁄ Poll 3: Which goal below is SMART?

1. Our program will increase enrollment from 30 new enrollees per quarter to 40 new enrollees 
per quarter.

2. Our program will improve participant retention. 
3. Our program will increase average participant attendance from 60% during fall cohort 

groups to 70% in spring cohort groups.
4. Our program will increase enrollment from 30 new enrollees per quarter to 200 new 

enrollees per quarter by the end of Q2.
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SMART: Specific, measurable, achievable, 
relevant, time-bound



Poll: Find the SMART goal
⁄ Poll 3: Which goal below is SMART?

1. Our program will increase enrollment from 30 new enrollees per quarter to 40 new enrollees per 
quarter.
The goal is specific, but it doesn’t state by when. By which quarter will the goal be achieved? 
SMARt

2. Our program will improve participant retention. 
Doesn’t specify how much or by when. sMARt

3. Our program will increase average participant attendance from 60% during fall cohort groups to 
70% in spring cohort groups.
SMART!

4. Our program will increase enrollment from 30 new enrollees per quarter to 200 new enrollees per 
quarter by the end of Q2.
Unless the program is undergoing a major change, this goal seems unrealistic. SMaRT
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Step 1: Identify a challenge and set a goal

⁄ Consider how well you 
understand a challenge 
before developing solutions

- Talk to staff, participants and/or 
partners to develop a 
comprehensive understanding

- Break the challenge down into root 
causes
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Chat: Understanding the challenge

⁄ Chat: When you identify a challenge, what is your process for 
learning more about it? How do you develop strategies to address 
the challenge?
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Techniques for learning about challenges
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Step 2: Identify an improvement strategy

⁄ Where to look for strategy ideas?
- Your staff and program participants
- Your FPS
- HMRF technical assistance providers
- Other HMRF grantees
- Online resources with research-based strategies
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Step 2: Identify an improvement strategy

⁄ Be clear on your rationale for why you believe the strategy 
will lead to improvement
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Step 3: Plan and conduct a road test
⁄ A road test is a process for prototyping a 

new strategy on a small scale, in a 
contained setting, with a goal to gather 
feedback to improve the design and 
implementation of the strategy
⁄ Typically involves a small number of staff 

and participants over a short period of 
time
⁄ An opportunity to “fail fast,” learn and 

improve 
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Step 3: Plan and conduct a road test

⁄ Develop learning questions focused on implementation, 
early outcomes and broader context

- Ask: How much time was needed to implement the strategy? 
- Ask: Was the strategy implemented consistently? 
- Ask: How did clients respond to the strategy?
- Don’t ask: Was the strategy effective in improving retention? (road tests don’t 

produce causal evidence)
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Step 3: Plan and conduct a road test
⁄ Determine what data you need to respond to your learning 

questions and how you will collect it
- When will you collect the data?
- Who is responsible? 
- How will you analyze the data?

⁄ CHAT: What data would you collect to answer the learning 
question, “How did clients respond to the strategy?”

23



Step 3: Plan and conduct a road test
⁄ At the end of each test, examine the data collected and 

reflect on:
- What worked consistently well or not well?
- What, if anything, was surprising?
- How might your team address aspects that didn’t work well?

⁄ Road tests may involve multiple feedback periods
- You may identify the need for refinements and then test your revised strategy
- You may also collect early outcome data (e.g., is your strategy changing 

attitudes, behaviors, or knowledge in the way that you predicted)
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Poll: Road testing

⁄ Poll 4: Do you road test or pilot strategies before committing to 
them?

1. No, we’ve never conducted a pilot
2. Yes, if we’re not sure about a strategy, we’ll pilot it first
3. Yes, we always pilot new strategies on a small scale first
4. Something else (tell us in the chat!)
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Step 4: Implement and monitor the 
strategy
⁄ To understand the promise of your strategy, 

monitor data related to your improvement 
goal on a small scale
⁄ Positive trends related to your improvement 

goal demonstrate promise, not causation
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Step 5: Communicate results; plan next 
steps
⁄ Develop a plan for rolling out the new 

practice to staff
- Who can help build buy-in for a new process? 
- What resources are needed to scale the strategy 

program-wide?
- How can you help staff avoid slipping back into the old 

way of doing things?

⁄ Continue to monitor your SMART 
improvement goal 
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Building a strong foundation
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Why start now?

⁄ The first grant year is an opportunity to build a strong 
foundation for CQI
⁄ Early steps include:

- Begin to foster a CQI culture
- Plan how to assess program implementation and meet performance targets
- Form your CQI implementation team
- Develop your CQI plan
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Early steps: Foster a CQI culture

⁄ An organizational culture for CQI includes:
- Curiosity and desire for continuous learning and improvement
- Using data to drive decision-making
- Collaboration

⁄ A CQI culture can take time to develop
- Early attention and progress can create momentum
- Easier to incorporate CQI in the early stages of your program than later on
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Early steps: Foster a CQI culture

⁄ Ideas for building a strong learning culture include:
- Secure buy-in from organizational leadership
- Build data expectations into job descriptions 
- Make learning and improvement a focus of your onboarding processes
- Ensure facilitators and other frontline staff know that their insights contribute 

to strong CQI
- Use examples of how data can be used for learning, not just compliance
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Early steps: Prepare to assess program 
implementation and targets
⁄ Grantees are currently planning program activities and 

setting targets for how activities are expected to unfold
⁄ Helps identify areas in need of improvement and where to 

focus CQI efforts
⁄ Consider how to assess whether expectations are met

- Familiarize yourself with nFORM data elements and reporting features
- Determine whether additional information will be needed
- Develop procedures and protocols for data collection, entry, and reporting 
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Early steps: Form your CQI team

⁄ A CQI implementation team guides the work, including 
identifying key challenges, developing and testing 
solutions, and communicating results 
⁄ Be intentional about team expectations from the start

- Participation needs, such as time commitments and meeting frequency
- Communication/decision making processes
- Designate roles
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Assemble your team
⁄ Who could you include on your CQI implementation team? 

- Leadership
- Data manager
- Evaluation staff
- Frontline staff
- Partners
- Participants
- Other community stakeholders

⁄ Consider the perspective each person will bring to the 
team
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Early steps: Consider your CQI plan
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⁄ The Office of Family Assistance (OFA) requires grantees to 
develop, implement, and regularly update a CQI plan
⁄ Assess your capacity to carry out CQI and identify 

resources to support your team
- Staffing
- Processes and routines
- Logistics

⁄ An HMRF CQI planning template to help grantees develop 
CQI plans is forthcoming



A strong plan will help grantees:
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⁄ Communicate CQI team roles and responsibilities
⁄ Identify key outcomes and set benchmarks for monitoring
⁄ Describe your CQI approach
⁄ Describe your data collection plan 
⁄ Describe your communication strategy 
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HMRF CQI Template

⁄ Your CQI template can help 
you plan and stay on 
track…
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HMRF CQI Template

⁄ Guidance for developing 
your implementation team



HMRF CQI Template

41

⁄ The template presents a 
series of questions to help 
you plan your road test

- Examples of questions include:
o What is the strategy being tested? 
o What are your learning questions for the 

road test?
o When and how will you analyze the 

results? 
o When will you implement adjustments to 

the strategy?



HMRF CQI Template
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⁄ Implement strategy
⁄ Monitor and analyze 

improvement over time
⁄ Interpret data and 

communicate results
⁄ Plan next steps



What CQI supports are available?
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What CQI TTA supports are available?
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⁄ Universal CQI TTA
- Office hours
- Webinars
- Tip sheets and other resources

⁄ Individual CQI TTA
- Email support 
- In-depth, intensive TTA



Universal TTA
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⁄ HMRF CQI plan template
- Guide to CQI planning

⁄ Monthly office hours
- 1-hour interactive sessions on specific CQI topics

⁄ Webinars
- 60- to 90-minute webinars on the components of CQI

⁄ Tip sheets and resources
- A range of informational resources to support each step in the CQI process; 

access on the HMRF resource site

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


CQI TTA approach
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⁄ Office hours, webinars, and tip sheet topics will be driven 
by grantee needs
⁄ The goal is to support individual teams to build CQI 

capacity but also foster a learning community
⁄ Resources and sessions will cover the following:

- Foundational topics (e.g., forming your implementation team)
- Technical skills (e.g., conducting root cause analysis; planning a road test)
- Skills to support CQI processes (e.g., meeting facilitation; decision-making 

models)



Upcoming office hours
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⁄ April & May – Building a strong foundation for CQI
- Forming implementation teams
- Developing SMART goals
- Walk through early parts of the CQI template



Upcoming office hours
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⁄ June 2021 – December 2021: 
- Learning about and breaking down challenges
- Identifying improvement strategies
- Conducting a road test and analyzing the results
- Implementing strategies and monitoring impact
- Using nFORM to support CQI 
- Interpreting data and planning next steps
- Grantee drop-in to ask any questions related to their current CQI plans/efforts



HMRF Grant Resources
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⁄ Looking for resources to get started? 
- HMRF Grant Resources contains tips sheets and informational resources 

related to CQI

⁄ Submit questions to hmrfcqi@mathematica-mpr.com

https://www.hmrfgrantresources.info/continuous-quality-improvement
mailto:hmrfcqi@mathematica-mpr.com


Questions?
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