Mathematica Policy Research, Inc. – Well nFORMED Training Day 4 
Fostering a learning culture and planning a CQI cycle

[Laura Zatlin] Hi everyone. Good afternoon. Good morning to those of you on the West Coast, and welcome to Day 4 of our nFORM and CQI training. If you haven't already had a chance to, please go ahead and in the chat share one area of your program you want to better understand or improve this year. And we've been seeing a lot of nFORM. We want to get better at nFORM. That's wonderful. We love to see it. Good thing we have webinar series dedicated to these and all these wonderful resources that we can share with you all. So, yeah, take a minute, and in the chat, let us know what's an area you want to better understand before we kind of dive into it. Tanya, more nFORM, love it. 
All right, we'll give folks maybe one more minute to kind of roll in, and then we'll just get started. CQI, Monica, love it. Changes from the last version of nFORM, yep. The creation of queries and data downloads, Yana, after my own heart. nFORM and CQI. Data downloads. We love our data. All right, so now that it looks like a good amount of folks have joined the call, let's just jump into today's training. We have a lot of really exciting stuff to cover. Before we get started. I want to just quickly introduce the members of the Mathematica Data Capacity CQI, and TTA team that will be presenting today. 
I'm Laura Zatlin, and I've spent more than a decade providing technical assistance, or TA, to human service programs to help them strengthen their evaluation efforts and continuous quality improvement practices. I'm joined by Scott Richman, who brings over 15 years of experience providing TA to help human service programs use data, evaluation, and CQI to strengthen implementation and improve outcomes. And many of you probably recognize Scott from his work supporting prior HMRF cohorts, so that's a familiar face for you all. 
And we're also joined by Scott Baumgartner, who also has more than 15 years of experience providing TA, conducting research for human service programs with a particular focus on learning improvement and program operations. So together we are so excited to lead you through Day 4 of training. But before we get started, I'd like to cover a few housekeeping reminders. If you've joined our other sessions, this might be a little redundant, but it's always nice to take a little refresher. First, please be sure that your line is muted during today's session. 
Note that you can ask questions today using the chat feature in Webex. Second, closed captioning is available by clicking the CC icon on the lower-left corner or by selecting CTRL plus SHIFT plus the letter A. And lastly, we are recording today's session, and both the recording and today's slides will be made available in a few weeks on the HMRF Grant Resource site at hmrfgrantresources.info. Note that we're actively working on making sure that the files are 508-compliant for accessibility, and we will communicate that to all programs once those files are live on the site. I do have some really exciting hot-off-the-press news this morning. 
The Day 1 and Day 2 recordings are now available on the HMRF Grant Resource site, as well as the new and improved nFORM User Manual. I know. Great news, right? Additional material, such as the slides and transcripts for Day 1 and Day 2, and the other materials for the other trainings will be uploaded in the coming weeks once those are compliant, and we'll be sure to communicate that with your teams. All right, we took a little break in the trainings last week. We focused on building the foundation in nFORM by setting up the system and recording program data. 
Today we're going to shift gears just a little bit and focus on how to use that information to learn, improve, and strengthen services through continuous quality improvement, or CQI. Just as a reminder, the remaining trainings will be held tomorrow and Thursday from 1:00 to 2:30 PM, Eastern time. All right, so what are we going to talk about today? We're going to kick off the session by talking about what CQI actually is and going beyond thinking about CQI as a buzzword. We'll spend some time discussing what it means in practice, why it matters, and how it can help programs use data to drive improvement. 
Next, we'll talk through the CQI cycle step by step, including what each state looks like and, in practice, how you can apply these concepts in your own program. After that, we'll discuss two CQI tools that will be developed to support HMRF programs: the Data Capacity and CQI Plan Template, and the CQI Cycle Worksheet. We'll talk about how each of these tools supports the CQI process and how they can help your team plan and learn from CQI activities. We'll then wrap up by discussing learning culture and why creating an environment that supports curiosity, reflection, and continuous learning is critical to making CQI successful over time. 
And then, finally, we'll reserve some time for a Q&A, but please feel free to add any questions to the chat throughout the presentation, and we'll do our best to try and get to as many as we can. All right, so before we get into what CQI is, I want to take a quick step back and talk about why it is that this matters right now. Over the last few sections, we focus on building that foundation in nFORM by setting you up with your systems, your staff, your workshops, and your data collection processes. You all already collect or will collect information about your program in different areas and the people that you serve, and this data will help you in many ways. 
CQI helps you use these data to identify problems and solve them. So with that in mind, we're going to start by talking about what CQI actually is. At its core, CQI is about improving your program in a structured and intentional way. It's not just about identifying challenges; it's about testing strategies. In other words, it's about looking to see if the solutions that you're putting in place actually help solve the challenge or challenges that you identified, and then learning from those results. So in other words, understanding what worked, what didn't work, and oftentimes making adjustments over time. 
You all know that people, programs, and participant needs are constantly evolving, and CQI gives teams a way to continue learning and improving as those changes happen. It's also important to remember what CQI is not. CQI is not about evaluating staff performance or finding someone to blame when a challenge arises. The goal is to create a process where teams can ask questions, test ideas, learn what's working, identify challenges early, and improve together. 
As you may recall from your Notice of Funding Opportunity, or your NOFO, and your grant application, all grant recipients committed to maintaining a CQI plan and using data-driven approaches to identify areas for improvement, test potential solutions, and support a culture of learning. Today is really about building the shared foundation for what that looks like in practice. So with that foundation in mind, let's take a closer look at how CQI fits alongside the program-monitoring activities that many of you are already doing. As I mentioned, I want to spend just some time discussing the differences between program monitoring and CQI because these concepts are often used interchangeably, but they serve different purposes. Program monitoring is about keeping an eye on what is happening in your program. 
You're tracking key outcomes, you're looking at participation levels, you're reviewing performance measures, and you're asking yourself questions like are we where we need to be? Monitoring helps you identify where a challenge or an opportunity may exist. This is often the type of work that you're used to with compliance, with performance reporting, and responding to funder requests. CQI, however, takes that next step. Once monitoring identifies that challenge, CQI helps you better understand why it is that that might be happening. It helps teams develop strategies, test potential solutions, learn from the results, and make informed decisions about what to do next. 
This is the part that staff can really get excited about. CQI is about looking at how to make the great work that you are already doing even better. It's about making sure that your services are responsive to the needs of the populations and the communities that you're serving and continuously working to strengthen that work over time. It's also where your conversations with your FPS can be kind of much more meaningful. So instead of just talking about what the numbers are, what's kind of happening, you can talk about what challenges you're seeing, what strategies you're actively testing or have tested, what's working or not working, and then what you're learning along the way. 
Remember, your FPS is there to be a partner in this work, and CQI gives you a way to have these deeper conversations with them about program improvement. A simple way that I like to think about this is monitoring helps you identify the challenge, and CQI helps you respond to it. We're going to look at a simple example to help kind of put it all together. On the left side we have program monitoring. Imagine that you're tracking the number of new clients enrolled each month. Your target is 25 clients per month, but over the last three months you've enrolled 23, then 20, and then 19 clients. Monitoring helps you identify that trend. It tells you something is happening and flags a potential challenge. 
In this case, the challenge appears to be low program enrollment, but monitoring alone doesn't tell you why it is that enrollment might be low or what to do about it. That's where CQI comes in. Once you've identified that challenge, CQI will help you dig deeper. You start asking questions about what might be driving lower enrollment and start thinking about what strategies could help address it. Maybe you decide to test a new referral process. Maybe you decide to follow up with participants, or you try a completely new outreach approach. 
Then you use the data to see whether that strategy you implemented is actually making a difference. Did enrollment improve? Did referrals increase? Are we closer to those enrollment goals? What happens after you made the change? And finally, you learn from the results, and then you decide what to do next. Maybe the strategy worked really well, and you want to continue to expand it, or maybe it needs adjustments. Maybe it didn't have the impact you expected, and it's time to try something different. So monitoring helps you identify the challenge, while CQI helps you understand the challenge, test solutions, and make informed decisions about what comes next. 
You often hear people talking about being data-driven, right, the importance of being data-driven. And when we say data-driven, we don't mean these complicated analyzes or advanced statistical techniques. It really just means use the information you already have, especially all the information you'll collect in nFORM, to ask questions, understand what's happening in your program, and make informed decisions. Throughout the CQI process, data helps you identify where challenges exist, better understand what's driving those challenges, track whether the strategies you're testing are working, and monitor progress over time. 
In many ways, CQI depends on good data, but even more importantly, it depends on actually using that good data to learn and improve. One quick plug before we move on: tomorrow's session is focused entirely on nFORM data, tools, reports, and query functions that can support this work. And so, Scott B and Hannah will be leading that session, and we'll take you into a much deeper dive into how to access and how to use those tools. So stay tuned for that. All right, so we've grounded what CQI is and why it matters. Let's walk through how the CQI cycle actually works and what each step looks like. So I'm going to hand it over to Scott R, who's going to take us through that journey and how all these pieces fit together.
[Scott Richman] Thanks, Laura. So Laura laid a helpful foundation for what CQI is and how it can support your program success. So next, we're going to discuss how to put CQI into practice by reviewing the different steps of a CQI cycle. So think of CQI as an approach with a series of steps. What I think is most helpful about their approach is that if you have a challenge, you don't immediately have to know how to resolve it. CQI provides a structure and a process that walks you through how to break that challenge down into parts that you can address with strategies, how to learn whether those strategies are working, and then identify next steps to try and improve your services. 
And it's a cycle, so that you start again, either with the same challenge if your solutions didn't work the first time, or you address a new challenge that will help you to continue to strengthen your program. And at the core of the CQI process is your CQI team. One of the earlier steps, if you haven't already, is to form a team to oversee and drive all of your CQI efforts. When you have that in place, and you are starting to offer services, you can then look for opportunities to apply the five steps of the CQI cycle. You first identify a challenge and set an improvement goal and what you're aiming to achieve by the end of a CQI cycle. 
And then, next, you identify an improvement strategy that your team thinks will help you to address your challenge that you want to focus on. Your team then conducts a road test of the new strategy, which is sometimes referred to as a pilot. This is when you test out your strategy on a small scale, and you refine it to work out any issues along the way. Your team then monitors progress towards the goal it's set to understand the promise of the strategy. And then based on those results that you see over time, your team will decide on what to do next with the strategy, whether it's to scale up, to keep adjusting it, or to try something else instead. 
And then you communicate those decisions with the program so that everyone is aware of any practice changes going forward. So that was a broad overview of the whole CQI cycle to give a holistic sense of how one step leads into the next. So now we're going to review each step in greater detail to show what they look like in practice. All right, so let's dig into the first step of the cycle, which is to identify a challenge and set a goal. Before you decide how you want to make improvements, you first need to understand what's actually going on, why the challenge is occurring, and to develop a sense of what you hope to achieve by addressing the challenge. 
So there are three important aspects to consider as you work on Step 1 of the CQI cycle. One is to make sure that you're working on just one challenge at a time. We understand that multiple issues can arise at any given time, but CQI works best when you focus on a single challenge at a time before moving on to another one. This helps keep your efforts more manageable and concentrated, and this also connects to a theme that Laura raised earlier -- and you're going to hear very often going forward -- which is about starting small and staying focused. 
As you work on this step, you also want to build towards getting a clear and specific understanding about what the nature of the challenge is. So this is where you dig deeper into challenge using data and also getting perspectives from staff, clients, and partners who see that challenge firsthand. And finally, this is a step where you create a goal that specifies what you want to achieve, and it gives you a sense of what kind of improvements you hope to see over time. This is where you define what will improve by how much and by when so that your team has a clear and shared understanding of what it's trying to accomplish. 
After teams identify an issue through program monitoring, and then they want to address that issue through CQI, there's often this immediate desire to say, hey, let's just jump into fix-it mode and let's start trying out a bunch of strategies and ideas. But if a team starts with the first step of the CQI cycle to build a better understanding of why that challenge is occurring, this can actually inform the specific strategy you eventually will want to try to address that challenge. So use the data your program collects and gather firsthand perspective from staff, clients, or partners to help you learn more about your challenge. Your nFORM data or other information your program has can provide clarity on the extent to which the problem is occurring or if there are any notable trends over time. 
So talk to individuals directly involved with the challenge to understand what they're seeing or what they're experiencing from their perspectives. These sources of information can then bring clarity or challenge. It can allow your team to better understand where the problem is happening or who the challenge is specifically affecting. The information can help you to understand the root cause of the challenge, and by that I mean what's underneath the surface that's actually creating the challenge. Knowing your challenge's root cause will inform what strategy you need to address it. And then from there, you develop a clear and concise problem statement that describes a specific challenge. 
For example, we're just not going to say, hey, we're having trouble with program enrollment. We want to get more specific by saying we're having difficulties enrolling fathers with young children, and we learned that many expressed concerns about being able to consistently identify child care when needed. So next is setting a goal during Step 1, which serves two purposes. First, it helps members of the CQI team agree on what needs to be improved and by when so that there's clarity on what you're trying to achieve. 
Second, it creates a measurable target that the team can use to assess success for its improvement efforts. This is your main way of knowing if a strategy you're testing is helping you to address the challenge in the way that you're hoping. So when creating your improvement goal, you want to make it SMART, which stands for Specific, Measurable, Achievable, Relevant, and Time-bound. By specific, we're referring to a goal that clearly defines what will improve or who will experience the improvement. 
Next is Measurable, which is using quantifiable data to establish the extent of the progress you want to make. As an example, rather than just saying we want to increase program referrals, we're saying we want to increase program referrals by 20%. By including that 20% information, your team will more clearly know the progress you hope to achieve through its CQI efforts. Next is attainable. You want to make sure you're creating a goal that can be accomplished in the timeframe your team sets. A lofty goal may be inspirational, but if a goal isn't feasible, you may have the opposite effect of discouraging rather than motivating your team. 
Then you want to ensure that your goal is relevant. A goal should feel meaningful to the CQI team, as well as program leadership and staff. If a goal isn't relevant, your team may question why it's focusing its time and effort on it when those resources can be used elsewhere. And then finally, a goal needs to be time-bound. It should specify by when the team expects to see improvement. Specifying this by when will help your team to determine if you're on track to meeting your goal and if you'll get there in time. 
All right, so let's turn to an example what a smart goal can look like in practice when applying these principles. To set the scene, let's say we have a program that noticed it's below their monthly enrollment target. And after reviewing nFORM data, they see that the number of referrals from partner organizations is lower than expected. All right, so what could a smart goal look like for this team? To get specific, rather than just saying they need to improve enrollment numbers, the team looked deeper into their challenge using data and gathered different perspectives. This allowed them to get more specific about what they wanted to address, which is to increase enrollment among community fathers from partner referrals. 
To make the goal measurable, the team states that it'll increase enrollments from their current rate of 30 per month to 45 enrollments per month, and they'll be able to monitor progress towards this goal using nFORM data. The team feels that this target is achievable because the team reviewed the number of eligible participants served by partners and how many can be referred, while also checking to see if they had the internal capacity to enroll more and to serve more clients. So overall the team feels confident that the goal is realistic and it won't overburden the program. 
The team also believes in the relevancy of the goal. It understands that enrollment is below the target it has set, and they also see the importance of improving upon the volume of referrals they're getting from their partners. And then finally, the team sets a timeframe for making improvement. They'll test the improvement strategy over the next three months, and they're aiming to increase their enrollments by the end of their CQI cycle. All right, so now let's turn to Step 2 of the CQI cycle. Now that you've learned about the root cause of the challenge and have developed the SMART goal, your team will next identify and describe the improvement strategy you want to test to resolve that challenge. 
So begin with generating ideas. Start from a broad place of identifying various options or ideas that can be tried out. Ideally, your CQI team will have gathered input from staff most directly involved with the challenge, as they may have great ideas on what they would do to address it, and this can also create buy-in when eventually implementing a new strategy. You may come up with a lot of amazing ideas, but with CQI, it's important to select just one of them to test out. 
Sometimes teams will want to throw the kitchen sink at a challenge and move forward with multiple strategies at a time, but the problem with that approach is you could be making unnecessary changes that aren't actually helping, but it'd be difficult to disentangle them from the things that are actually making a difference. So, again, start small. Choose one strategy to focus on, which should be the one you think best addresses that root cause of the challenge, and one that's realistic to implement and try out. 
And then once you've selected that strategy to test, describe your strategy with detail. Include the specifics that clarify how the strategy will look in practice, such as what activities need to occur and when, how often should they occur, and what staff roles and responsibilities are needed to carry out those activities as you intend them to be. So, knowing that, the next step of a CQI cycle is to eventually road test your strategy, think through how you can make your strategy testable, which consists of making it focused and designed to learn. Keeping it focused ensures that it aligns to the root cause of that challenge. 
If the strategy can address that root cause, this can increase your confidence that the challenge will be reduced or removed altogether. Keeping it focused also consists of rolling out your strategy on a small scale. You want to touch your strategy quickly and learn about it before making any official decisions to implement it more widely. And lastly, keeping it focused means being clear about the strategy and what it needs to look like in practice so that you know exactly what you're testing. For example, if a strategy is defined vaguely, staff may implement it differently, which may make it hard to learn about the strategy when you're testing it. 
And this also aligns with the concept of designing your strategy to learn and understand what works. Think of your strategy as a recipe. If you use the specified ingredients and follow the recipe as instructed, you'll be able to learn whether you like the end result or not. But if you deviate from that recipe, and you don't like the end result, it'll be difficult to know whether you like the recipe itself or if you just didn't like how the recipe turned out because you deviated from it. You also need to ensure that the strategy can be measured with the data that you're going to track. 
For example, if you're trying to improve client enrollment using follow-up communication, you'll want to use nFORM data to track the number of referrals, reminder contacts, and enrollments to understand if your strategy is being implemented as you hope for and that you're going to see the improvements you want. And then based on those data, you can make adjustments to the strategy and how you guide staff to improve the way they're implementing the strategy. 
All right, so let's go through an example of what this could look like in practice for your program. Let's say we have a program in its second year, and as part of Step 1 of the CQI cycle, they use data to identify a challenge that they are getting enough referrals, but fewer than expected referrals are going on to enroll in the program. So as a result of this, the team is not meeting its enrollment target. During Step 2 of the cycle, they identified a new strategy that included using a structured follow-up and engagement approach that they will test with one referral partner over the next three months. 
They described what the new strategy will look like, which includes specifying staff roles, responsibilities, and they also develop some tools to support staff implementation. And the strategy is designed in a way that will make it more straightforward to learn about. The team can use nFORM data to track how many referrals are received, the number of reminder contacts that are being made, and how many referrals are converting into enrollments. And then the team can also gather feedback from partner staff about the benefits and challenges with the new approach. 
All right, so at this point you identified and learned about your challenge. You set out an improvement goal, and you selected a strategy you want to use to address your challenge. So now it's time to road test the strategy on a small scale and learn about it before officially committing to it. When we say testing out your strategy on a small scale, that means you're not immediately rolling out the strategy program-wide. Instead, you want to try out the strategy with -- I don't know -- one group or one site. That keeps the road test manageable, while also creating an opportunity to learn about the strategy before investing more time and resources into it. 
You also need to be intentional about your road test by specifying what it is you want to learn from it. It's not just, hey, let's try out the new strategy, and let's see how it goes. No, instead, it involves being specific about what you want to learn from your road test so you can come away from it with enough information to make a confident decision about what to do next with the strategy. And then, finally, a road test involves planning. Create a plan that details which staff members are involved and what roles they need to perform and when. You should also consider the supports your team will need to implement the strategy. 
And here the goal is to have your team carry out the new strategy as it was designed so that you can maximize what you can learn about the strategy and whether that strategy shows promise to addressing your programmatic challenge. So the main focus of the road test is to try out something new and to learn about it. So let's highlight a few factors to keep in mind to help you conduct a strong road test. Before you even start your road test, though, take the time to plan it out. Create learning questions that will guide what you hope to understand about your new strategy, which will also inform the kinds of information you'll need to collect or track to answer those questions. 
As we mentioned earlier, you want to test out your strategy on a small scale. Think of it like trying on a new pair of shoes. Usually walk around the store for a few minutes, right, to see if they feel comfortable, if you like how they look, and then all that will eventually lead into your decision on should I buy these shoes or go with something else? And then finally, plan out the time frame for conducting your road test. You want to choose a time frame where you have enough opportunity to learn about the strategy. If a new strategy is being used every day, you may only need a few weeks to test it, but if a strategy is used on a weekly or monthly basis, you may need a longer period of time to test out that strategy. 
You also need to think about the strategy's implementation to give it its best chance of success when you test it, and you will have already thought about these activities, these roles, responsibilities, tools, and supports as part of Step 2 of the CQI cycle. The idea, though, is that if a strategy isn't implemented well, it will affect how much your road test can help you to learn about the strategy. And then you'll need to also identify and track the data you will need to help answer your learning questions. nFORM will likely be your primary source of information, but you may also have other information that your program collects that could be useful. 
You'll also want to capture staff feedback about the strategy to get a deeper insight into how implementation is going. And then finally create a centralized place where you can document road test experiences or challenges that are arising as you carry out the strategy. The overall goal is to track and gather as much information as you can about the strategy so that you can make decisions about it using data. All right, so let's take a look at what a road test can look like in practice for a program, building off of our earlier example. 
All right, so here the focus of the road test is that structured follow-up process for referrals, and the team defined the scope of the test to involve one partner organization over the course of three months. To be intentional about its learning, the team developed learning questions they want to address. They specifically want to learn whether -- referred individuals from the one partner site who's experiencing that structured follow-up approach -- whether those referrals have a higher rate of enrollment, and they also want to learn what challenges and successes staff are experiencing when they're implementing this new follow-up approach. 
The team's road test plan includes specifics on what staff members are supposed to do and when, so here the staff will follow up with referred individuals from that test partner site within 48 hours using a standardized approach. During the testing period, the team will review nFORM referral data, service contact data, and enrollment data during the testing period to help them learn about the strategy and how it's going. And then the overall plan is to conduct the road test over the three month period, which should provide enough time to learn about the strategy and determine if it's helping the team to achieve its smart goal. 
All right, so as your team is now moving on to Step 4 of the cycle, your focus shifts to using data to understand what's happening during the road test. So to do this you need to have gathered and tracked that data I just mentioned and to help you answer your learning questions. The goal is you want to feel confident that you have enough information to determine what happened with your new strategy so that you know what to do next with it. So you want to be monitoring your data related to your SMART goal, while you're still testing your strategy on a small scale. 
You're looking for trends or changes over time to help give you a sense of whether things are improving. If you're seeing improvement, this doesn't necessarily demonstrate causation because there still could be other factors other than your strategy that could have influenced the outcome, but if you're seeing improvements, this could point to the promise of your strategy. In addition to assessing progress related to your SMART goal, your team will also want to review other information that's gathered about the strategy. 
So here this is where you can develop additional insights about the strategy with regards to what worked well with it, what needs to be refined and tinkered a little bit so that you can help give your staff an easier time with implementing the strategy. Keep in mind that even if a strategy shows promise, you want to make sure the strategy is something that staff can keep going on with so it's easier to iron out any issues with the approach if it's happening on a smaller scale. And then depending on what you learn from those data, your team can determine next steps, which could be whether to make adjustments and conduct another road test with your strategy or keep going on as is and making sure that your outcome improvements you're seeing can continue on over time. 
So here's what Step 4 could look like in the context of our example that we've been highlighting. During the road test period, the team tracked nFORM data on the number of referrals from their test partner site, how many follow-up contacts were being made by staff, and the number of those referrals that were converting into enrollments. The team then used this information to make comparisons to help them interpret results. For example, they compared enrollment rates for individuals who received the follow-ups compared to those who did not receive follow-ups during that same time period, and they also compared the rates in relation to the SMART goal outcomes they hope to see. 
And then from there, the team can develop insights from the road test. So in this example, the team found that the enrollment rates from the test partner site did increase from 30 to 45 per month, which aligns to what they aim to achieve with their SMART goal. The team also noticed that their enrollment rates from the test partner site were greater than the rates of sites who didn't participate in the road test, which gives them some additional confidence that the strategy could be promising. As part of feedback that the team collected from staff during the road test, staff did note that the structured follow-up process was manageable to do within the context of their day-to-day, but it did take a little bit more coordination with their partner site than they expected. 
So while the team is happy with their overall results, it wants to refine the strategy a little bit more to make that partner coordination piece a little bit more efficient, so they decide to keep testing the strategy for a bit longer with those changes. All right, the fifth and final step of the CQI cycle is to communicate and share what you've learned and then act on results. You've gathered and reviewed various pieces of information to learn about the strategy. So at this stage, this is where you want to boil things down to your main findings and key points. 
You don't need to share every detail. It can be helpful to include a brief summary of what you tested during your CQI cycle, in case you're communicating with individuals who are not directly involved with your CQI efforts. And then you want to lift up your main takeaways that were gathered during your road test and monitoring steps. Where possible, be specific with your results by using numbers that describe how much things happened or improved and clearly describing who experienced those results. Then you can engage your team through talking through what the main results were. In that discussion, you can include the staff who implemented the strategy so you can hear more about their insights about what worked, what didn't, and what it took to implement the strategy. 
And you can also get their reactions and feedback on the findings, which can help you enhance how you interpret the information. And then finally it's time to decide what to do next with the strategy, given all the things you found out about it. If your results point to success, one decision could be to scale the strategy and make it program-wide or as part of your official process going forward. Or maybe your results showed some promise, but you feel like things could still get a little bit better, and here you may make the decision to make some adjustments to the strategy and keep retesting it. 
Or if you may find that, you know, the progress you made really didn't help you to achieve your SMART goal as you hoped, you might decide to abandon the strategy altogether, and that's okay. And if this were to happen here, the team can go back to Step 1 of the CQI cycle to keep learning more about the challenge, or you can go to Step 2 and try out a different strategy that your team came up with at that time. All right, so let's finish out our example we've been discussing by seeing what Step 5 can look like in practice. The team here was able to summarize its results and communicate it more broadly to all staff. 
So the team found that during its road test there was an increase in enrollment from 30 to 45 participants per month when staff did use that follow-up communication process within 48 hours. The team was also able to meet with staff and review and reflect on those results, and together the team discussed what worked, what didn't, and how manageable that structured follow-up process was for their team. And then it's time for the team to take action. And in this example, the team wants to continue making adjustments to the strategy before fully committing to it. So the team will go back to Step 3 of the cycle, conduct another road test with a revised version of the strategy, and include additional referral partners as part of that road test. 
All right, so that was a deep dive into each of the steps of the CQI cycle and what teams will be considering as they work through each step. And we recognize that was a lot of information, so let's pause here, see if there are any clarifying questions you may have, follow-up questions, things on your mind regarding the CQI cycle and what it can look like in practice. So please feel free to use the chat. Greg, yes, this is being recorded. As Laura said, it may take some time for us to get it 508-compliant and posted, but the recording will be posted. Monica, great question. 
You asked if the strategy was being implemented for three months, is that the duration you recommend? It's a really great question, and the answer I would say is it depends. Something I've mentioned earlier was if the nature of what you're testing, if it's occurring a lot within a shorter timeframe -- maybe you do something on an everyday basis -- maybe you only need three weeks to try it out. But if something's occurring that takes a lot more time to test out, then you want a longer period. So really think about it. Like what is the strategy you're trying out and how much time you will need it in terms of testing it for over a course of a time frame. 
But it's not like a set amount. It really is grounded in the type of strategy you're testing. Nilda, we set up strategies based on what has already happened or as soon as we start the CQI cycle. Really, really great question. Your starting point, you really think about it as, you know, how you learned about your challenge in Step 1. And so you can then think about is what strategies do we already use that can we maybe tinker with or adjust and maybe test that out as part of road test? Or you might want to say, hey, let's try something completely brand new that we haven't done yet, but we feel like if we were to add it, it could really help. 
So maybe you can think about it in that sense of whether you're trying to improve upon your current practices in a new way or adding something completely new that you haven't done before. Great. Does every goal require a road test? That's a great question, as well. I would suggest the answer is yes. The whole idea with CQI is you want to set a goal for how you want to improve upon a challenge, but with the road test, again, I go back to trying on a new shoe analogy. Test it out a little bit before you fully commit to it. You know, we know changing up a new practice or adding a new thing, that could take a lot of time and commitment to do. 
So the idea is you test something on a small scale first, and then you see, okay, do we think this is going to help us achieve our goal? Should we keep doing this, or should we try something else? So, ideally, yes, anything you're trying to address with CQI with a goal and a challenge, you'd want to road test it before really fully committing to it. Trying to scroll my way through. Okay, so, Edward, during pilot, should we implement new strategies during the pilot or wait for a new cohort to begin? That's a really good way to think about it in terms of like what is the right time? 
It could depend on what you're trying to test. It might be cleaner to start something with a new cohort, and that's especially, you know, could be the most obvious example of anything related to like referrals, enrollments, or getting people to engage in the first session, that's very much easier to do with, obviously, with a new cohort. But if you're trying to improve like participation and engagement in like later sessions, it may be difficult to change course midway through. But think about that as part of your team, and think about what it is in terms of the nature, the challenge you're trying to address. 
But it could just be cleaner that when you're trying to pilot something new to start fresh with a new cohort. Working through. Oh, man. Hi, Ebony. Yes, we're going to, at the very end, we're going to include a link for that template that we talked about in a new worksheet, so just hang tight for now. Yes, and Scott already answered it. Should scroll down further. Great question, are there common approaches to address challenges that are shared amongst grantees? Maybe some grantees have experienced a challenge with new grantees are seeing -- yes, that's a really great question. 
There could be some common approaches, and I think this is where, you know, as we think maybe further down the line in terms of peer-to-peer sharing, especially in the context of some office hours that we'll soon be doing, there's something I know we've talked about in prior cohorts called the bright spots methods, where you learn about something that another team is doing really well in one context that you think, hey, I can try it here as well. But, you know, I'm all in favor of not reinventing the wheel, that if a team is having success addressing a challenge in one context, that could be a perfect thing to try out in your own program, again, first road testing it to see, you know, how you might need to tweak and adapt it, and if it's helping. 
But yes, you should, I think, always look for common approaches or approaches that are based on research to help inform what you may want to try to address your challenge. From a case manager, what would goal planning look like for clients? That's a good question, Sheldon. I think what we're talking about with goal planning, it's more in the context, not necessarily specific for clients, but more setting a SMART goal and how you want your program to improve more broadly or holistically. So not necessarily for any one specific client, but it could be something broader, like client engagement and workshop sessions, which, you know, maybe it could be improving attendance rates or completion rates. 
So maybe let me know if that answered your question, but I think, in the context of CQI, we're thinking about it more broadly in terms of driving more programmatic outcomes as opposed to client goals. Great question. Following up to Maria, will we post information on the topics other grantees -- that is a good consideration. I don't think we have, as we plan out like our TA for the year. That's something I think we can absolutely consider. So maybe hang tight for that, but that's a really, really good thought, and appreciate that feedback in terms of what you guys are interested in learning about. So we'll definitely factor that in. 
But at the moment we don't have anything set up that we can share directly about that in terms of what other teams are doing to address challenges. Kirsten, great question. What are the differences between rapid cycle evaluation and CQI? Really an answer, and there might be other perspectives of this, like they actually align a lot of the same principles in terms of, you know, starting something small. Obviously, rapid is fast. You know, we're talking about learning fast with CQI. 
Depending on the nature of a rapid cycle evaluation, you may be able to make stronger claims about whether a new strategy is working than maybe you could in the context of CQI, but there's a lot of similarities between those two. I know there might be situations where you may say like I don't have time to pilot, but I think maybe that may require to think about, you know, we would really recommend piloting something first just so that you know this is the direction you fully want to commit to, make any adjustments to it. 
So maybe that could be still piloting with one cohort and then tinkering it so you can roll it out with the next, but we can talk more about that. I think that's a really, really interesting question that I don't know if we'll be able to get too fully here. I'm sorry. Okay, so Shannon asked a great -- if during the [inaudible] you find a better way of streamlining the process, which you need to start to road test over with a new cohort, it's a really good question. Personally, I think it's best like if you are trying out a strategy, you realize, oh, I want to make changes with it. The goal is to give yourself more confidence that those changes are actually going to be helpful. 
So it may be the best course to retest it to actually give you more confidence that these changes would work. Again, it could be the nature of the change. You know, if it's a major overhaul, you probably are going to want to retest it some more. If it's something like really, really, really minor, you know, I think that could be a team level decision of like this isn't, you know, we fix something super small. May not be worth having to retest it, but again, the whole idea is you want to come away with having a strategy you feel like you have confidence in that will help address your challenge so the nature of what you're changing might dictate should we keep retesting it or not? 
For [inaudible] should we reflect on what we did during -- really great question about reflection of what teams have been doing while they pilot and what they hope to achieve during their first year. The answer is yes. Reflection is one of those like core principles, and you will hear Scott talk about themes related to a learning culture in just a bit. CQI, at its core, is about learning and taking that pause, you know, those pause points where you can to really say what have we learned based on what we've been doing, and how can we do better? 
So, yes, you know, build off your experiences. Think about your experiences. I think that's a great thing to start doing early because that's the foundation for doing CQI during the entire grant period. So, yes, reflect, reflect, reflect, as much as you can. Great question. All right. So I'm not seeing any new questions, but please keep them coming. We're going to have another pause point at the end if more questions arise because we still have some more content to cover, but, you know, I love where all these questions are coming from. 
Again, the whole purpose here is, across the whole week, is using data, using information to learn and help and drive program improvement. So I think all these questions directly aligned to that principle. So great job. All right, and with that, I'm going to turn it over to Scott B, who's going to talk about some CQI tools.
[Scott Baumgartner] Great. Thanks, Scott. And thank you, Laura. And I want to thank you all also for the great questions. I think they all really get it, this idea of getting better over time, reflecting, learning from experience, and having an improvement mindset in your programs, and that's really the goal of what I'm here to talk about. But first, now that Laura's talked about what CQI is and why it matters, Scott's walked through how the CQI cycle works, I want to take the baton and talk about how those can translate into tools, and specifically, I want to talk about two today. So there's the Data Capacity and CQI Plan Template and the CQI Cycle Worksheet. 
We've developed these to help you implement CQI well in your program. The template is on the Grant Resources site. Most of you have become familiar with this template already because you've been asked to complete them, and the CQI Cycle Worksheet was also published on the Grant Resources site this morning. So I encourage you, after this webinar, go grab a copy and explore it for yourself. So let's start with the Data Capacity and CQI Plan Template. Since many of you have completed them already, this should look a little familiar to you, but I think it's still worth spending some time today to talk about it, since it's a document that I encourage you to come back to throughout your grant. 
The purpose of this template is to help you go from understanding the CQI cycle in the abstract or at a high level to begin being able to turn it into a consistent way of working in your program. The CQI Plan Template is designed to help your program document how improvement work will actually happen, so it prompts you to do things like identify and name the people who will be on your CQI team. And remember, that's the first part of the first step of the CQI cycle that Scott talked about. It asks you to describe how your team will go through all five steps of the CQI cycle and organize how CQI activities will be conducted and supported over time -- not just once, but over time. And there are three reasons why this really matters. 
So, first, it helps teams use data to improve services and participant outcomes. So, a lot of you said you wanted to learn more about nFORM. This is about how you can put nFORM into practice. Second, it creates shared expectations and accountability across your team, and importantly, with your FPS too, who is a resource there to support you. And third, it supports consistent program implementation and long-term improvement. On that last point, this slide shows how the CQI plan helps you organize your work over time and how the CQI team can work together to support continuous improvement. What lives in this plan is not one specific CQI cycle. Instead, it's the structure that your program will use to carry out CQI again and again. 
Your CQI plan defines how your program will approach each step of the CQI cycle, and it includes a template for you to fill out. So for each step in the CQI cycle, it asks you to answer three questions, and you can see those in the columns in this screenshot: when we will do the step, who is responsible for carrying it out, and how we'll get it done. Answering the questions helps you define who participates in CQI efforts and how they work together, including the overall general timeline for CQI. And it will also help you track and document your improvement processes, which will help you later on down the line in the different steps of CQI. 
And as I mentioned, programs should really think of this plan as a living document, not just something that you complete at the start of your grant and put on a shelf, but something you take down and review and update regularly to reflect any changes to your team or processes or things that you learn as you try out CQI in your program. The next tool that I want to walk through is the CQI Cycle Worksheet, and this is an optional tool that we have developed to help you implement CQI in your programs. So while the CQI plan captures generally how CQI will work in your program, the CQI Cycle Workshop is intended to be a really practical tool for planning, tracking, and learning from a specific CQI cycle. 
As Scott mentioned, each CQI cycle that you do can look a little different and take a different amount of time, and all of that depends on the challenge that you're working on and the strategy that you develop for addressing it. And since there will be variation in the cycles you complete, we encourage you to complete a new tool for each one. Specifically, this tool helps you plan a full CQI cycle all the way from Step 1 to Step 5 in alignment with the CQI cycle that Scott explained. It prompts you to clearly document what you're testing and, really importantly, the why -- why you're testing it -- and this helps keep your team aligned on the purpose of what you're doing. 
It supports your team by helping them organize key decisions, data, and next steps. They can use this tool to reflect on what worked, what didn't, and why, and it supports communication with staff, leadership, and partners. This helps everybody be on the same page, know their roles and responsibilities, and it aids in clear communication. We really want this tool to support action and real-world use. Its purpose is to get your team organized for program improvement. What we don't want it to be is documentation for documentation's sake. On the next slide, I'll show an example of what the tool looks like. 
So it includes sections that are aligned to each step, fillable fields for team planning, links to other resources and tools, examples, and space for you to document your learning. And what you see here is an example of the tool under Step 1. So, in Step 1, as you remember, you identify an area to improve and set a goal. So, first, the team uses data and evidence to narrow in on a specific problem or issue that they want to solve, and here in the blue box it gives an example to help guide your team about how you might want to look at the data or what kind of problem you are trying to solve. 
After a team comes up with a specific problem statement -- the thing that they want to address -- the next step is to develop a SMART goal. And the worksheet links to a tip sheet on writing a good SMART goal, and it also includes fillable fields to walk you through each step of setting that goal and each component of the SMART goal, including a specific and measurable target, and the timeframe in which you want to reach that target. So, okay, we have a process, and you have some tools to help you think about how that process will look in your program, but how do you go from paper to practice? We want to wrap up today with a discussion about a learning culture. 
How can a whole team adopt a learning mindset so that everybody is always asking how did that go, and how can it go better next time, and so that CQI is truly embedded into your program and part of everything that you do. So let's start with a definition. What do I mean when I say learning culture? And really, I think of it as the foundation that makes CQI work in practice and creates the conditions for continuous improvement. It has three pillars: one, learning is shared across staff, not just limited to leadership. Improvement and growth are everyone's responsibility, and different roles bring different perspectives that can strengthen the work and your approach. 
Data is used to answer questions, not just report outcomes. Teams can use both qualitative and quantitative data to understand what's happening and to make informed decisions. And as a part of that, improvement is embedded into everyday activities. Third, staff at all levels know that it is okay to try new things out. It's okay to make mistakes and to learn from them. Learning is not tied to blame or punishment, but it's encouraged. And all of this -- curiosity, trust, and reflection -- turn data into better outcomes for participants. A learning culture creates the conditions for continuous improvement. 
So everyone plays a role in a learning culture, and it's a team effort. When everyone participates, we ask better questions, we learn more, and we make better decisions. Scott talked about how identifying your CQI team is one of the first things you do in CQI. The CQI team leads planning, testing, and monitoring. They bring data and insights to guide decision-making and document and share learning. You can think of them as the champions for CQI within your organization, and they can represent a cross-section of your overall team. 
Staff contribute ideas and feedback and perspectives. Your staff aren't just along for the ride. They are encouraged to ask questions and explore new ideas, and they also are part of the group that is actually testing out strategies and sharing what they learn with the CQI team and the rest of the organization. Though I've described CQI and day-to-day execution kind of in opposition to one another, in an organization with a strong learning culture, CQI and data really become part of the day-to-day, so CQI should reinforce and enhance staff's day-to-day work. 
Engaging them deeply in CQI can help them establish a sense of ownership over improving their program. The leader's role in this is to empower the CQI team to lead. They provide resources and remove barriers for learning. They also lead by example. They can show the team how they use data to make better decisions about the program and how they learn from their own experiences. And we can't forget about partners either. Partners offer input and lived experience, outside perspectives, and they can help you expand learning and solutions. 
They might help you access things that you didn't know you had, like new ways of offering incentives, new places to recruit individuals, or wraparound supports the participants need. And when you think about partners, they're not just those referral partners, or recruitment partners, or service delivery partners. They can also include your FPS and other TA providers you might be working with, like us. In a learning culture, leaders really set the tone. 
As I said, they encourage staff at all levels to ask questions and support trying out new things and new approaches, and they do that by helping staff get comfortable with learning instead of having a fear of failure. They recognize that not everybody's perfect; people are going to make mistakes. Not everything is going to go exactly as you planned it the first time. That's okay as long as you learn from it, learn from those experiences, and adjust. And leaders can model data-informed decision-making. For a leader, building a learning organization isn't just about staff comfort. It's also about bandwidth. 
It can be really easy for everyone to get caught up in the grind of day-to-day execution of your grant programming and everybody keeping their heads above water. Is there a workshop? What about other events or making sure that all the supplies are packed for a recruitment event? With all those pressing needs, it's hard to stay focused on strategic priorities, and it's a leader's job to create the space for everybody to think about CQI alongside their day-to-day responsibilities. In upcoming office hours, we plan to explore different ways that leaders can help grant teams create and sustain these conditions for continuous improvement. 
And in a learning culture, we can't minimize the importance of data. Data informs everything the organization does. It's used to answer questions and support program improvement. And through improvement, data use and learning can lead to outcomes. And I don't just mean quantitative data or nFORM data, although that is a really, really important part of it. Data can also use the qualitative feedback and lived experience of staff and participants and partners. Those are really, really valuable too for understanding your program and how it works on a day-to-day basis. 
In a learning culture, staff become a culture to collecting data and reflecting on their work, just as a normal part of doing their jobs. This is another way of saying what I said on the previous slide, that CQI reinforces and enhances staff members' day-to-day work. So if you're saying to yourself, well, aw, this all sounds great, but how do I do that? I want to try to end today by wrapping everything up with a series of five tips to help you build or strengthen a learning culture. Maybe it's a little bit of repetition, but it really involves starting small and building over time. 
So the first thing to do is assess your starting point. Think about your strengths and your areas of growth. We'll be preparing some tools to help you with this. And as you do it, we really encourage you to involve staff at all levels, again, at reflecting and thinking about, well, what do we do really well, and what are our opportunities to do better? What do we want to strengthen? Where do we want to go with this grant? And then start with one focus. What is your Wildly Important Goal? Keep the goal specific and achievable, and again start small. This is a really core element of something called the Four Disciplines of Execution, or 4DX, which we'll be covering on an upcoming Office Hours. 
Then create simple routines like regular check-ins and discussions and dedicated structured time for reflection. This can help your team, again, create that space to reflect, but it's also an important part of accountability. Use data to learn, not judge. As I mentioned on the previous slide, data can be qualitative and quantitative, and it's all in service of question: what can we learn? And finally, documentation and sharing learning throughout is essential. Documentation helps you learn to adjust and improve and enable sharing across your team so that everyone is on the same page. The CQI Cycle Worksheet can help with this, but again, I'll reinforce it's not documentation for documentation's sake. 
Documentation is intended to help you think through your questions, improvements, document what you learn, and then communicate them across the team. So now I think that's the content that we have for you today, but we want to take another opportunity for you to ask questions. So, Monica, you asked is there a meeting frequency you recommend for CQI teams? Great question. It can vary. I've seen teams, they can be biweekly, at least monthly. I would suggest not meeting anything less frequently than monthly. I mean, the idea is to find a cadence that is manageable, that you can do consistently, and something that's going to really keep your momentum going with CQI. 
So I would say at a minimum, monthly, but I have worked with teams that do meet more frequently. And also keep in mind that, depending on the nature of where you are in your CQI cycle, you might need to meet more frequently if things are happening more rapidly during a road test, but never going less frequent than a month has been something we've seen teams aim for. And one other note about meetings, we've also found it's helpful to make the actual standalone focus of the meetings, as opposed to trying to tuck CQI in as an agenda item on other meetings, so thinking about it as a standalone focus to your meeting too. 
Edward asked should CQI team be a standalone or embedded within the organization with multiple different department staff members? It could vary depending on the context of your organization. I think the idea that you want to think about is having a core group of people who, you know, can drive what your CQI efforts are. So where they sit in the organization may vary, but keeping a core group that, you know, could be the, you know, at least maybe the program director, a data manager, and then you might have people who are supervised staff. But you might see, depending on the nature of what you're focusing on, you might need to have other members, other staff members, join that CQI team for that particular cycle. 
So, for example, if something's more focused on improving collaboration with partners, you might need, you know, for that CQI cycle, specific staff who do that interaction with your partners. But if you'd had a different cycle that's focusing on workshop engagement, then you might include a different set of team members for that. But usually it's the core members that kind of stay the same across whatever cycle you're working on, but other members might kind of rotate through, depending on what you're focusing on. So maybe think of it as that way, if that helps, versus like maybe where they sit within your organization itself. 
And the idea is having a core team that's consistent and, you know, getting as many perspectives as you can with whatever you're working on. Great. Great question, Edward. Thank you. Other questions? You know, we love questions. This is CQI, which is all about asking questions. So feel free to ask anything that's coming to mind today where, you know this won't be, of course, the only opportunity. We're going to cover so much more, you know, with Office Hours on a monthly basis. So there's going to be a lot more content in this area, and we're just hoping this gets the ball rolling if you haven't been thinking in this way already. 
So what other questions are coming to mind? So would you recommend conducting two road tests simultaneously or two road tests within a single cohort period? That's a great question. Interesting to be thinking by the way. One thing I would consider is, you know, going back to that principle of keeping things small and focused. So if you're running two road tests at the same time, even if they're on like two completely different issues -- maybe one thing's on referrals and another thing is on workshop retention -- that could be a lot to handle in terms of your capacity as a team and also just where you're focusing your time and efforts on. 
So, you know, it's always, I would say, recommended to do one road test at a time. And then to your other part of your question about running road tests within a single cohort period, keep in mind that what you might be doing with one road test in that context could affect something else. So if you have too many moving parts, one road test could maybe adversely, you know, shift things around for the other road test, so it create a lot more complexity or complications. So it's definitely recommended to keep things small, keep things focused, and ideally running one road test at a time. 
But if you feel you need to do two, maybe put that in a parking lot that you can revisit with your next CQI cycle. So you don't want to lose those ideas, but it might be something to consider doing the next afterwards. Appreciate that feedback, Sherry. Thank you. Can you give a longer list of CQI topics that programs have found useful? So, Kirsten, let me know if I'm interpreting your question in the right way. 
So when we think about like CQI topics, I mean, we have found teams have really gravitated towards like that digging into your challenge and learning, you know, how to do that better because that's often where the more you spend time learning about your challenge and how to go about doing that, that's always been my experience like a really valuable space for teams to be in, and teams have really been interested in that. So that's one area that I think we've come across as there being more interest, but let me know if that is aligned to what you're thinking about with your question.
[Hannah McInerney] I wonder too for that list of examples. Yep, Chris, we already --
[Scott Baumgartner] Okay.
[Hannah McInerney] ...followed up with what I was thinking, too.
[Scott Baumgartner] Okay.
[Hannah McInerney] Yeah, so I was thinking, I think some, I mean, Scott Richman, please, jump in here as well, but I was thinking of like common challenges or areas for improvement that we've seen from grants, especially in the prior cohort, were related to increasing the number of referrals --
[Scott Baumgartner] Yup.
[Hannah McInerney] ...from partner organizations, also creating and strengthening partnerships with community organizations, as well. We've seen CQI goals around increasing enrollment, and that can be overall enrollment. That could be enrollment in specific target populations as well. We've seen grants identify challenges with getting clients from enrollment to attendance in the first workshop session. So there are times, for example, where maybe intake happens a week or two, or even longer, before you actually start programming with that client or cohort. 
And they find that there's a drop-off from enrollment to actually getting to the first session. And then there's program retention, right, so having an increased number of clients or rate of clients actually complete your program as it relates to workshop participation, required case management, services, things like that. Scott, any other common topics that you can think of as well?
[Scott Baumgartner] Those are big ones and -- I think you may have said this, but if not, I apologize -- yeah, increasing the number of referral partners in addition to like strengthening collaboration sometimes to that. But yeah, I think holistically we've had teams think about like, especially if you do like a whole drop-off analysis, like what are like, you know -- from referral all the way through completion -- what are those like important points of time from the client experience? Those tend to be huge focuses of CQI and where the challenges may arise and where teams are trying to make improvements.
[Hannah McInerney] Yep, and I will say that, just echoing Scott B, and I, tomorrow's training session is all about the data tools available in nFORM. So we're going to give everyone an introduction to all of these different tools that will be available to you to find the data that you need to drive CQI. So these are where you'll go to identify potential challenges -- really just kind of any parts of your program of service delivery that you're looking to grow, and using CQI to do so -- these are going to be the tools where you can dig into that data to answer your question. So that'll be a nice follow-on to today.
[Scott Baumgartner] One other question asking if the CQI team should include all grant staff. Really, a helpful way to think about it, you would just think about it as like what's the core group of, you know, of staff that are going to be like leading it? But knowing all grants don't necessarily have to be a part of the team, and there may be reasons why you may not need them to because to help keep things more manageable. But CQI is something that they're probably -- even if it's not directly involved with in terms of the team -- they're probably going to be involved with in some part, whether it's helping to test out a new strategy, you know? And it could also change from cycle to cycle. 
Maybe they have less involvement if you're working on partner recruitment and more involvement if you're doing workshop attendance, so maybe think about it in terms of like don't need everyone, but who's your core group? But then depending on the challenge you want to focus on, who are the best people to have a good perspective on this challenge that we would want to include in this cycle? So maybe think about it as that. Is there a minimum number we should have on CQI team? Think of it as in terms of like what roles are important, so you might need someone like basically a CQI team lead, and that could be, for example -- it doesn't have to be -- that might be a program director. It could be the data manager. 
So who's actually going to, you know, be kind of driving the CQI team from the leadership point? But then you also need someone who's going to help with the data, you know, with the day-to-day managing of it, provide the information, you know, pulling data from nFORM or helping to collect other sources, feedback. So who's going to serve in that role? And then, as it relates to like helping to like oversee, you know, the implementation of this strategy, like who's going to serve in that role? And the CQI Data Capacity template kind of lists out some of those key roles and responsibilities and along with the worksheet itself. 
So thinking about those responsibilities, you definitely don't want them to all fall on one person or two people. That's probably a lot. But thinking about those roles will help you to know how to right-size the team that you think would work best for your program. So, Edward, I'll talk to yours, and then Hannah, maybe I can toss the nFORM access question to you, but to Edward, your question, the data matter, should they be? We would suggest, yes, there, in most cases, the folks who are most familiar with the data have most familiarity with the nFORM system, they're maybe going in and out of there the most. 
At the heart of CQI is having data at your fingertips at a lot of different points of the cycle, so having the data manager regularly involved with the CQI team will be a really foundational piece to helping making sure the team has the information it needs, how to interpret that information, and so on, and so forth. So definitely suggest having the data manager on the CQI team.
[Hannah McInerney] I did see, yep, there's a question about access to nFORM. So grants will be given access to nFORM after OMB clearance is received. So when that happens, grant teams will be notified about creating initial site administrator accounts, conducting those initial setup activities that we covered on Day 1 of the training, and then starting to collect and enter and use data in nFORM. So just stay tuned for more information about access to the system.
[Laura Zatlin] Once I saw a bubble for someone raising their hand, so just flagging that for the team.
[Hannah McInerney] Oh, well, if you raised your hand, if you could just put your question in the chat, we'd appreciate it. And if we missed anyone's questions as well, please go ahead, enter those in the chat again. Just make sure that you send your chat message to everyone. Don't select a select panelist just so we can all see your question. These slides for all of the trainings will be made available and posted to the Resource site. They're just not ready quite yet. We're still working on finalizing the materials, but the recordings are available for Days 1 and 2, and again, those are on the Resource site. You can access those there, and just keep checking back into the site. The slides will be made available as well. 
So there's a question about if there will be a tutorial with the nFORM release. You're currently in the tutorial. You know, that's what the Well-nFORMed training series is all about. So we're doing these live trainings, and then all of the recordings and materials will be made available on the Resource site for anyone on your teams that's not able to join any of the sessions so that once nFORM becomes available, you have the information so that you can hit the ground running and start to collect and use that nFORM data. 
And then, as a reminder, we'll be starting regular Office Hours as well this summer. We're going to talk a bit more about those Office Hours on the last day of training, which is on Thursday at 1 PM Eastern time, but those office hours include tutorials related to specific topics, and they also, again, similar to these training sessions, provide ample time for questions from attendees as well. We strongly encourage people to attend those Office Hours, especially programs data managers. And so there will just be continued support as you get access to the system, as you get to learn the system. Right, and there is a manual, there's an nFORM Manual. 
It's already posted on the Resource site. I will follow up in a moment with a link to the manual, but it is there if you go to the Resource site. And that manual, that's your comprehensive written resource for nFORM information. All members of your team that will have access to nFORM really should read through the entire manual before starting to work in the system because, as a reminder, nFORM is a live environment, meaning that no practice, fake, or dummy data should be entered. It is only meant to capture real program data. 
So all of your grant staff should either attend the trainings or watch the recordings and look at the presentation slides when they become available, and then also read through the nFORM Manual. Thank you so much, Scott B, for posting that. Okay, I see that there's a question about working with an evaluator, if they can have access to nFORM. If you are awarded a local evaluation, you can give your local evaluator access to nFORM. That account would count as one of the maximum number of accounts that your program can have active, but, yes, local evaluators can be given an account. 
Great, there's a question about if there will be more training on pace, school-based sessions. So there will be more specific Office Hours tutorials about for Ready for Life grants that are serving youth in school settings, in particular, so just keep an eye out in those HMRF weekly digest emails that will include the announcements of upcoming Office Hours and the topics for each of those Office Hours. But there should be a session just really more geared towards collecting and using data in school settings. Great. Okay, there is a question on here related to survey administration. Okay, so when someone fills out their survey and they get enrolled, but is that a survey that already exists or something that has to create? 
So the surveys are not something you create. So survey administration takes place through nFORM. So when you create a client record, once you save that record, you'll see the option to administer their entrance survey, and that's all done through nFORM, through the client profile if you're administering a survey with an individual client. And in that situation, you'll administer the survey through the web. There's also other options for administering surveys if needed, and then once their survey is submitted, they are automatically enrolled in nFORM. 
So just a reminder, I encourage folks, if something felt a little unclear, you still have questions on a particular nFORM topic that we covered in a previous session, just go back and check out that recording. Listen through the sections again just to clarify any information that may have felt a little bit fuzzy or just you have any questions about, but you can always keep bringing your questions to our team as well. The last day of training, it's a wrap-up day, but it's also a day just geared towards what can we clarify, what can we review again, just anything outstanding before you all get access to nFORM, and then you can only email us. 
We are available to answer questions. Our email address is nFORMCQITA@mathematica-mpr.com. We're going to put that email address in the chat as well. You can reach out to us at any time, and we'll get back to you with your questions. Well, and I'm just taking a look at the questions here. Looks like we have a few other nFORM ones. Ah, okay. So just a reminder, nFORM will become available after OMB clearance is received. So once nFORM becomes available, you all can start using nFORM data to plan and conduct that initial CQI cycle. And then it looks like there's a second part of the question about will emerging grants be required to have data included before CQI is due in September? 
So for the emerging grants who may be piloting or potentially still in a planning phase this summer and then will begin full implementation in the fall, I recommend reaching out to your FPS to understand their expectations around the timing of CQI. I will note that the data capacity and CQI plans for emerging grants are due to both our team and your FPS, either right before you start full implementation or by September 30 -- whichever comes first. So that means that you should submit your completed plan before you're fully implementing and then conducting CQI. 
Right, there's a question if nFORM identifies required fields, and the answer is yes. So for all fields in nFORM that staff are required to complete, there is a little red asterisk right next to the field so that it's very clear what's the minimal amount of information that needs to be saved on any screen throughout the system. There's a question about if a client starts a survey, and they're just not able to complete it in that same setting or in that same day, how long do they have to complete the survey? So they have as long as they need to complete the survey. 
The passcode that they use to log into the survey to complete it, that passcode is valid for either up to 10 uses -- so they could log in up to 10 times of it or up to 96 hours -- whichever comes first. So the only thing that would need to happen is that if a client starts their survey, they're just not able to finish it, and more than 96 hours passes, grant staff will just need to regenerate a new passcode for them to use to log into the survey. But there's no restriction on how long it will take to complete a survey. Great. All right, we're going to take -- we have time for one more question. 
So if we don't get to your question today, please, again, just email it to our Help Desk, and we're happy to get back to you. Okay. So there's a question about during the period of lockdown -- I would love to know what this period of lockdown is. I'm not sure I know what we mean by that. Will the people that have access to nFORM still be able to get access -- oh, for returning grants. So please let me know if I'm not answering your question in the manner you were looking for, but for our returning grants, the nFORM that you used for your prior grant will no longer be accessible. 
We are in a new version of nFORM. So think of this as a new system. So what that means is that even if you had access to the version of nFORM you used for your 2020 grant, you will need to create -- it will be to have a new account created for nFORM. Once we give everyone access, you will no longer be able to access any information or data related to your program from the 2020 grant, so just keep that in mind. It's like you're starting fresh in nFORM. 
Everyone's going to get a new account, regardless of if you're a returning or you're a new grant. And that's for the eternity of your grant, just to clarify. So that doesn't mean that you're creating brand new accounts for everyone every year, but since it's the start of the new grant, we'll have new accounts created, yep. All right, we have one minute left, so I'm going to turn it back to Scott Richman to wrap us up.
[Scott Richman] Thanks, Hannah. So we can run through this quickly because you guys have been asking a lot of great questions about CQI resources, where to find them, and our team has been putting them in the chat. But just as a reminder that all CQI-related resources are going to be put on the Grant Resource site, which is hmrfgrantresources.info. We mentioned that's where you can find the Data Capacity and CQI Plan Template and the CQI Worksheet that Scott discussed earlier. And again, we have the Day 1 and Day 2 recordings also on the site already. 
So when you visit the site, you can see at the top where it says nFORM/CQI Resources. You can find that tab up there, and once you click on that, you can use the left side search function to your heart desire to either enter in some keywords. You could also search by type of resource, so definitely explore that area a little bit more. And based on how you search what resources are available will populate on the middle part of the pane, which you can see an example of on this slide. So take a look at those resources, see what's there. 
As Hannah mentioned, please feel free to reach out to the Data Capacity and CQI TTA team with any questions you have. You can email us at nFORMCQITA@mathematica-mpr.com. And then just wanted, before we close out quickly, just say thank you, thank you, thank you, for showing up to a first day of training for this week. We know this is the fourth day. You asked a ton of great questions, and we really appreciate all your participation and just how you're thinking about these topics. As a reminder, tomorrow's session will focus on nFORM data tools, so hopefully we'll be able to see you there. And that's tomorrow at 1:00 to 2:30 PM Eastern. 
So, if you still need to, don't forget you can register for the session still. Just look for the Day 5 link in the HMRF weekly digest email, and you can also pass along that link to any other team members. All right, so again, thank you so much for attending today. We really appreciate it, and we look forward to seeing you guys tomorrow. So have a great day, everyone.
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