Peer Quality Case Review (PQCR)

Facilitation Tool Kit
	[image: image1.jpg]



	[image: image2.png]



	[image: image3.jpg]





Version 1.0
2009

TABLE OF CONTENTS
	Purpose of the Peer Quality Case Review Facilitation Tool Kit
	3

	Timeline Planning
	3

	Key Planning Elements
	4

	PQCR Event Week Activities
	7

	Post PQCR Event Week Activities
	19


Purpose of the Peer Quality Case Review (PQCR) Facilitation Tool Kit
The PQCR Facilitation Tools included in this tool kit are intended to assist in the planning and facilitation of the PQCR process.  Please refer to the PQCR Process Guide for additional instructions and visit http://calswec.berkeley.edu/CalSWEC/CCFSR1.html for additional tools.  There are many ways that this process can be conducted; the following are suggestions gathered from experienced facilitators.  
II.
Timeline Planning

When planning the PQCR, it is useful to keep in mind the timeline for the triennial California Child and Family Services Review (C-CFSR) process.  The graphic timeline below shows the interconnected timing of the C-CFSR elements.

[image: image4.png]manl 1. Peer Quality Case Review (PQCR) Process —_—

« Start process 6 months prior to PQCR

* Make agreements with co-chairs 45 days prior to PQCR Event

« Send draft report to CDSS 30 days after last day of PQCR Event

* Receive draft back from CDSS after 10 business days

* Submit PQCR Report to CDSS 2 months after last day of PQCR Event

mal 2. County Self Assessment (CSA) Process —_—

« Start process 6 months before CSA Report due

+ Send draft copy of CSA Report to CDSS 4 months after PQCR Report
due date

* Receive draft back from CDSS after 10 business days

* Submit CSA Report to CDSS with Board of Supervisors approval 6
months after PQCR Report due date

3. System Improvement Plan (SIP) Process _—

« Start process 4 months before SIP Report is due
* Submit draft copy of SIP Report 2 months after CSA Report due date
* Receive draft back from CDSS after 10 business days

* Submit SIP Report to CDSS with Board of Supervisors approval 4
months after CSA Report due date

mal 4. Annual Updates —_—

* Submit CWS/Probation Annual Reports yearly starting one year after the
final SIP Report (except when counties are completing a PQCR)

* Submit CAPIT/CBCAP/PSSF Annual Updates at the end of each state
fiscal year based on annual instructions provided by CDSS





Because the PQCR establishes part of the baseline for the County Self-Assessment (CSA) and the System Improvement Plan (SIP), it is important to time the process carefully.  There is a natural flow to the triennial cycle and the components should be linked conceptually as they build on each other for continuous quality improvement.  A C-CFSR timeline calculator is available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html. 
III. 
Key Planning Elements 

a. Collaboration
The PQCR is the combined effort of child welfare and probation in consultation with CDSS.  As a first step, determine the child welfare and probation co-chairs and contact the CDSS consultant.
b. Role of the Co-Chairs
The co-chairs will agree on the focus area, case selection methodology, make-up of the review teams, peer counties invited, focus group composition, focus group facilitators, and the roles of co-chairs and Planning Committee during the PQCR Event.

c. Planning Committee
It is ideal to have a planning committee to share the planning of this process in terms of logistics, peer county involvement, focus group instrument development, facilitation, and report writing and editing. The planning committee will differ according to the resources and structure of each county and may include one person or several.  The planning committee will include the Regional Training Academy and may also include contract consultants.
d. PQCR Planning Meetings
Schedule bi-monthly Planning Committee meetings.  The table below provides suggested tasks and timelines for the Planning Committee. 
e. Information Sharing
Staff may feel anxious about the prospect of a review.  It is important to provide information about the scope of the review and the review process to alleviate concerns.  A sample general staff flyer and union letter are available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.

f. Logistics
In order to ensure adequate space for the event, rooms may need to be reserved up to four months in advance. 

g. Focus Area Selection and Data Collection Instrument Preparation
Once the planning committee has been formed the next step is to select a focus area and begin to develop the questions that will be used to gather information in the focus groups. The co-chairs will work closely with CDSS to select a focus area.  It will likely be an area of need for the county.  The questions will also be developed collaboratively and should be based on a review of the literature related to the focus area.  Sample literature reviews are available at http://www.childsworld. ca.gov/PG1356.htm.  Sample data collection instruments are available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.

h. Invitations
Develop and send letters inviting participants to the process including review team members, interviewees and focus group participants.  Sample letters are available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.

i. Facilitation
Arrange a facilitator for key events such as pre-briefing, orientation and final reflections.
j. Host County Staff Training
In some circumstances, host county staff may be included on interview teams.  Regional Training Academies and/or county contracted consultants must train host county Child Welfare social workers/Probation officers and supervisors utilized on interview teams on their role in the process and how to assure that the atmosphere remains comfortable for interviewees. Host county staff training materials are available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.  Training for host county staff interviewees is discussed below as “pre-briefing.”

k. Pre-Briefing
The pre-briefing session is held for staff who have been chosen to participate in the PQCR by virtue of the cases selected.  The purpose of the pre-briefing is to inform staff they are not being audited for their child welfare practice and reassure them about the PQCR process goals.  A discussion to determine talking points should be held with the facilitator well in advance of the session.  Involving labor unions in this session should also be discussed with administration. There is a separate facilitation guide for the pre-briefing available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
l. Planning Committee Task Timeline
The table below provides suggested tasks for the PQCR Planning Committee.  It is also available as the PQCR Timeline Matrix with space for assignments and notes at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.

	
	Component
	Target date

	1
	Review outcome data and previous CSA and SIP to assist in determining focus for review.
	6 months prior to PQCR Event

	2
	Determine focus area for review and confirm with CDSS (complete focus area chart).
	5 months prior to PQCR Event

	3
	Determine PQCR Event dates.
	4 months prior to PQCR Event

	4
	Extend invitations to other counties to participate in the planning and/or interview process.  Matrices listing county contacts arranged by focus areas and sample peer county invitation letters are available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html to assist in selecting and inviting peer counties.  
	4 months prior to PQCR Event

	5
	Determine whether or not host county staff will participate in review teams.
	4 months prior to PQCR Event

	6
	Identify host county staff to participate in review teams if applicable.
	4 months prior to PQCR Event

	9
	Decide on Review site.
	4 months prior to PQCR Event 

	10
	Determine PQCR Events (orientation, pre-briefing, mock interviews, reflections sessions).
	4 months prior to due date and ongoing over 8 weeks

	11
	Determine which PQCR tools will be used and modify to fit with focus area.  Sample tools are available at
http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
	4 months prior to due date and ongoing over 8 weeks

	12
	Review recent literature to determine scope of focus groups and develop interview tool.
	4 months prior to due date and ongoing over 8 weeks

	13
	Identify participants to be interviewed.
	4 months prior to due date and ongoing over 8 weeks

	14
	Develop daily schedules.  Sample schedules are available at
http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
	4 months prior to due date and ongoing over 8 weeks

	15
	Develop debrief process including format and timing.  Sample debrief tools are available at
http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
	4 months prior to due date and ongoing over 8 weeks


IV.
PQCR Event Week Activities
a. Training
The first day of the PQCR Event Week is comprised of training for review teams (and possibly interviewees).  There is a separate facilitation guide for this training available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html including training tips and activities, a PowerPoint presentation and supplemental materials and references.
Although it is suggested to have one main facilitator, encouraging various planning team members to facilitate different training activities, especially those that are county-specific, provides them the opportunity to experience the collaborative process.  Having the CDSS consultant present the “big picture” of the Outcomes & Accountability System would be an example of how to integrate co-chairs/collaborators.

i. Training goals
a) Provide information and direction to the PQCR Review Teams on the work they will be doing during the week.

b) Develop an understanding of and a commitment to the purpose and desired outcomes of the PQCR process.

c) Develop effective working teams. 

d) Practice the case review process by conducting mock interviews.

e) Train and practice the debrief process, including how to capture information.

f) Support the exploration of how Review Team members will establish a welcoming, safe, and non-adversarial environment that encourages social workers to share open and honest comments. 

g) Prepare interviewers to deal with the issue of confidentiality, so that workers and supervisors feel free to speak without fear of retribution.

ii. Training agenda
a) Welcome, Introductions, Expectations of the Week

b) Welcome CWS and Probation

c) Overview of County Demographics and Operational Structure

d) Event Week Schedule, Logistics, Review of Packet

e) What is the PQCR?

f) PQCR Interview Tools

g) Lunch Break

h) Team Activity #1, Getting to Know Each Other

i) Observations from Team Activity #1

j) PQCR Interview and Debrief Process Overview

k) Team Activity #2, Practicing the Interview by Using Tools

l) Observations from Team Activity #2 – Creating a Supportive Environment & Debrief the Interview

m) Summary

iii. Suggested lesson plan
	TOPIC
	TRAINING GOAL
	METHODOLOGY

	Day 1, Segment 1

15 min

10:00 – 10:15am

General Welcome,  Introductions
	
	Activity 1A:

· Explain training purposes.

· Introduce self and ask participants to introduce themselves via activity.

PowerPoint slides: 1-2



	Day 1, Segment 2 

15 min

10:15 – 10:30am

County Leadership Welcome/Review of Agenda and Training Goals
	
	Activity 2A:

· County Directors or reps welcome and thank Review Team members (and interviewees, if present).

· Review Agenda for the day and review the Training Goals.

PowerPoint slides: 3-5

	Day 1, Segment 3

40 min

10:30 – 11:10am

Overview of County Demographics and County Structure


	G.1
Provide information and direction to the PQCR Review Teams on the work they will be doing during the week.

G.2
Develop an understanding of and commitment to the purpose and desired outcomes of the PQCR process.


	Activity 3A:

· Provide reviewers with a picture of the county’s demographics and general info. 

· Review organizational structure and describe any unique county programs.

PowerPoint slides: 6-13



	Day 1, Segment 4

15 min

11:10 – 11:25am

Event Week Schedule/Logistics/Packet of Information
	G.1
Provide information and direction to the PQCR Review Teams on the work they will be doing during the week.


	Activity 4A:

· Review week’s schedule and logistical information. 

· Provide reviewers with county and focus area specific information for their review.

PowerPoint slides: 14-15

	Day 1, Segment 5

20 min

11:25 – 11:45am

What is the PQCR?
	G.1
Provide information and direction to the PQCR Review Teams on the work they will be doing during the week.

G.2
Develop an understanding of and commitment to the purpose and desired outcomes of the PQCR process.


	Activity 5A:

· Provide reviewers with a big picture overview of the PQCR process and roles of county, CDSS, and Review Teams.
PowerPoint slides: 16-31

	Day 1, Segment 6

15 min

11:45am – 12:00pm

PQCR Interview Tools
	G.1
Provide information and direction to the PQCR Review Teams on the work they will be doing during the week.


	Activity 6A: 

· Describe process of how the tools were modified.   Review each of the Interview Tools with team reviewers.  



	60 min.

12:00 – 1:00pm
	LUNCH
	

	Day 1, Segment 7

40 min

1:00 – 1:40pm 

Team Activity #1

Getting to Know Each Other


	G.3
Develop effective working teams.


	Activity 7A:

· Conduct Name Game icebreaker. 

· Organize members

· according to  

· teams for 

· Team Activity #1.

	Day 1, Segment 8

5 min

1:40 – 1:45pm

Observations from Team Activity #1
	
	Activity 8A:

· Process group’s response to team-building exercise.



	Day 1, Segment 9

15 min

1:45 – 2:00pm

PQCR Interview & Debrief Process
	G.3
Develop effective working teams.

G.4
Practice the case review process by conducting mock interviews.

G.5
Train and practice the Debrief process, including how to capture information.

G.7
Prepare interviewers to deal with the issue of confidentiality, so that workers and supervisors feel free to speak without fear of retribution.
	Activity 9A:

· Review interview steps, and capture pertinent information in Debrief Tool.



	Day 1, Segment 10

75 min

2:00 – 3:15pm

Team Activity #2 – Practicing the Interview/Debrief using Tools
	G.3
Develop effective working teams.

G.4
Practice the case review process by conducting mock interviews. 

G.5
Train and practice the debrief process, including how to capture information.

G.6
Support the exploration of how Review Team members will establish a welcoming, safe, and non-adversarial environment that encourages social workers to share open and honest comments. 

G.7
Prepare interviewers to deal with the issue of confidentiality, so that workers and supervisors feel free to speak without fear of retribution.
	Activity 10A:

· Teams to conduct a real-time interview with tools to practice roles. Debrief process.



	15 min

3:15 – 3:30pm
	BREAK
	

	Day 1, Segment 11 

20 min

3:30 – 3:50pm

Observations from Team Activity #2 – Creating a supportive environment
	G.5
Train and practice the debrief process, including how to capture information.

G.6
Support the exploration of how Review Team members will establish a welcoming, safe, and non-adversarial environment that encourages social workers to be open and honest in their comments. 

G.7
Prepare interviewers to deal with the issue of confidentiality, so that workers and supervisors feel free to speak without retribution.
	Activity 11A:

· Discuss interview and debrief process.

· Discuss principles and strategies to help create a supportive review process.


	Day 1, Segment 12

10 min

3:50 – 4:00pm

Summary Wrap-Up


	
	Activity 12A:

· Review Training Goals.

· Respond to final questions.

· Confirm plans for next day.

PowerPoint slides: 32-33


b. Focus Groups
Focus groups will be held at various times leading up to or during the event week.  The focus group is a structured conversation with a facilitator and 6 to 12 participants.  Twelve should be the maximum number of participants in any focus group.  Focus groups typically last from 1½ to 2 hours. Questions are asked in an interactive group setting where participants are free to talk with other group members.  Individual participants are not identified in the notes or the summary of findings to protect the confidentiality of participants and to provide an environment where people can freely talk.  There is a separate facilitation guide for focus groups available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
i. Focus group goals
a) Each focus group participant feels respected, valued, and listened to. 

b) Information is obtained regarding the focus area selected by the agency in the following categories:

c) Strengths and Promising Practices

d) Barriers and Challenges

e) Training Needs

f) State Technical Assistance

g) Policy and Systemic Issues

h) Resource Issues

i) Documentation

ii. Considerations to discuss with the host county and CDSS prior to each focus group
a) Confirm which staff members will be attending the focus group and what their roles will be. 

b) Obtain the focus group questions. Each focus group should have no more than 2-5 questions selected ahead of time depending on the number of participants in the focus group. 
c) In all focus groups, the issue of confidentiality of information should be addressed. Information should not be attributed to individuals in the focus groups or interviews. Some host counties will request that a “confidentiality” form is signed by participants. Find out before the focus group if this is required. 

d) Decide what the process will be for transcribing the notes and putting them in the Focus Group Debrief Tool.
iii. Materials and preparation
a) A note taker is essential. 

b) If appropriate and available, a laptop and LCD should be used to gather the data.  The projection of notes onto a screen allows all participants to see what is being recorded.  This aids in quickly transcribing the information and gathering accurate information for group comment.

c) If a laptop and LCD are not available, an easel pad and markers work well.

d) It is recommended that the room be set up to maximize the ability for everyone to communicate easily.  If possible, everyone should be seated around one table.

e) Name tents displaying first names should be utilized.

iv. Suggested agenda

a) Introductions and Logistics 
b) Facilitator to state the issue and the purpose of the meeting 
c) Focus group questions that have been developed by the planning team to guide the conversations 

d) If appropriate, depending on the participants and time constraints, review prominent themes of the session 
e) In conclusion, restate how the focus group notes will be used and thank the participants 

v. Focus group planning guide
The table below provides a timeline for planning focus groups.  It is available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html as a larger table with space for assignments and notes as part of the Focus Group Facilitation Guide.
	Timing

(prior)
	Task

	>30 days
	Contact person for stakeholder group?

	>30 days
	Stakeholder groups identified?

	>30 days
	Date and time identified?

	30 days
	Date and time secured?

	>30 days
	Name of facilitator?

	>30 days
	Name of co-facilitator?

	>30 days
	Space Identified?

	30 days
	Space secured?

	30 days
	People to be invited?

	21 days
	Invitations sent to participants?

	30 days
	Child care needed?

	21 days
	Travel arranged for facilitators?

	21 days
	Questions finalized?

	21 days
	Stipend necessary?

	21 days
	Food arranged?

	10 days
	Transportation assistance?

	7 days
	Follow-up phone calls to participants by whom?

	7 days
	Easel charts, pens supplied?


c.
Daily Debrief 
The purpose of the daily debrief is to facilitate the interviewers’ process of identifying trends and themes from the data collected.  The interviewers are given clear directions throughout the process reminding them that they are the conduits for the information gleaned from the interviews.  The daily debrief is not a time to focus on statements made by an individual or the opinions of the interviewees. There is a separate facilitation guide for the daily debrief available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
i. Suggested agenda

a) Welcome and check in

b) Restate the purpose of the daily debriefs

c) Discuss the trends and themes that have been identified in the following areas:

· Promising Practices and Strengths

· Barriers and Challenges

· Documentation Trends

· Training Needs

· Systemic and Policy Changes

· Resource Issues

· State Technical Assistance

· Other

d) Review logistics for the next day and close

ii. Materials and preparation
a) A note taker is essential. 

b) You will need to have a mechanism to record notes, this is vitally important.  Decide whether to use easel pads or a laptop/LCD projector.  Either work, although a laptop/LCD projected on a screen is typically easier to do and quicker. 

c) It is recommended that the room be set up to maximize the ability for everyone to communicate easily.  If possible, everyone should be seated around a table.

d) Candy is always helpful, although if PQCRs are conducted in hotels, you may not be permitted to bring it to the site.

e) Make sure each participant has a copy of the Debrief Tool and the corresponding definitions to ensure everyone is on the same page.

f) Interview teams should have access to their interview sheets to refer to, if needed.
g) Interviewees, if possible, should get a copy of the Debrief Tool from the previous day (Day 2 and subsequent days).
iii. Considerations to discuss with the host county and CDSS prior to the debrief process
a) Will the debrief process be held separately or together for Child Welfare Services and Probation?  This will be dependent on the focus area each agency has chosen and logistics.

b) Who will observe the PQCR debrief process and what are their roles?  Typically CDSS and the planning team (those that are able) observe the debrief process. One thing that is difficult to do for the host county is to not influence the interviewers by discussing county policies and available resources.  The PQCR process is designed to look at practice in a specific focus area. It can be frustrating to administration to hear negative feedback when often many changes have been implemented or concrete plans to address some of the issues are underway.  The process can feel unfair and inaccurate. 
c) The debrief sessions are a respectful sharing of information and without a comfortable, safe environment ideas and data will be lost.  The Facilitator’s role is to ensure that all parties adhere to simple ground rules (that were developed on day one). 
d.
Final Debrief
The final debrief is the process whereby the themes and trends identified from the interviews conducted over the PQCR week are aggregated. The final debrief can be conducted on the last day of the interviews, or in the morning prior to the presentation of findings / Reflections Session.  The interview teams prioritize the top themes in each category for Child Welfare and Probation. There is a separate facilitation guide for the final debrief available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
i. Meeting goals
a) Process/synthesize the results of the interviews conducted over the PQCR week.

b) Use the process to prioritize the top themes to help focus the discussions and to make recommendations which will be included in the Reflections Session and PQCR report. 

c) Give peer counties the opportunity to discuss recommendations for the host county and to share what promising practices will be presented at the Reflections Session.

ii. Considerations to discuss with the host county and CDSS prior to the final debrief process
a) Discuss with the host county and CDSS the number of priorities they would like in each area, this will depend on the size of the county and number of interview teams. (Typically child welfare offers five priorities for each category and probation provides three priorities for each category.)
iii. Materials and preparation
a) Table Arrangements:  It is recommended that the room be set up to maximize the ability for everyone to communicate easily.  If possible, everyone should be seated around one table. 

b) Interview Sheets:  Interview teams should have access to their interview sheets to refer to, if necessary. 

c) Debrief Tool:  Interviewees, if possible, should be provided a copy of the Debrief Tool that has been compiled over the week.

d) Easel Charts:  The facilitator needs to guide a process for the interviewees to be able to prioritize the themes and trends in each category.  To facilitate this, easel charts displaying the cumulative trends and themes from the daily debrief throughout the week can be prepared prior to the final debrief and posted around the room prior to the meeting.  
e) Sticker Dots:  Sticker dots can be used to help participants identify priorities.  For more information about this activity, go to http://calswec.berkeley.edu/CalSWEC/CCFSR1.html. If you will be using sticker dots to allow people to indicate their priority trends and themes, purchase enough dots for each participant to have the correct amount.
e.
Reflections Session
This session provides a forum for reporting the results from the full debriefing of the week.  It provides information to all participants about the process and the preliminary information obtained. This is also the opportunity for peer counties to share their observations about the process and to discuss programs that have worked in their county that may be of interest to the host county.  This meeting includes all participants in the PQCR process, including focus group members, interviewees, and county administration. This meeting will vary in length depending on the size of the county. There is a separate facilitation guide for the Reflections Session available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
i. Reflections session meeting goals
a) Acknowledge the completion of the PQCR Interview Week and recognize the hard work of all participants.

b) Present the priorities identified by the interview teams from the interviews conducted over the week to all interested/invited parties.  This information is obtained from the final debrief process.

c) Promote the exchange of promising practices between peer counties participating in the PQCR process.

d) Gather feedback from the interview teams/interviewees about their experience and recommendations to improve the process. (Optional)

ii. Materials and reflections session preparation
a) If the easel pad sheets from the final debrief session were saved, post them around the room.  Participants will enjoy wandering around and looking at the rich information and observing the decision making process.

b) PowerPoint presentation

c) Prior to this meeting, and as a courtesy for host county management, a short briefing on the results of the PQCR should be held to inform administration of the top priority and politically-charged results.  This meeting will help Administration prepare to respond to questions or comments that may arise during the Reflection Session.
iii. Suggested agenda
a) Pre-Meeting with management and planning team regarding process for the morning (optional for this day)

b) Child Welfare & Probation Thank You and Statement of Appreciation 

c) Review of Agenda/Goals for the Session 
d) Compiling the Results:  What did we hear? Preliminary Results from interviews 
e) Reflections from interviews (Optional) 
f) Peer Interviewers:  Sharing Best Practice 
g) Next Steps and Recognition of Contributions to the PQCR Process 
V.
Post PQCR Event Week Activities
Two key activities occur in the 60 days following the PQCR Event Week: preparation of the PQCR Report and the final Reflections Session.

a. Draft Report
A draft of the PQCR Report is due to the CDSS consultant 30 days after the end of the PQCR Event Week.  The report will include information about how the PQCR was conducted (focus selection, review team selection, interview question development), a summary of the data gathered, a discussion of themes uncovered in the review, findings and recommendations.  There is a sample report available at http://calswec.berkeley.edu/CalSWEC/CCFSR1.html.
b. Final Report
The final report (incorporating any feedback from the CDSS consultant) is due to CDSS 60 days after the end of the PQCR Event Week.
c. Final Reflections
The final reflections session is an opportunity to share the PQCR findings with all the participants and review the lessons learned in the PQCR process.
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