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Outline for the day

ÅWhy is data important?

ÅWhat is the impact of my services?

ÅWhat data should I collect and how?

ÅLunch around 12:30!

ÅWhat do I do with the data once I have it?
ÅTrauma-Informed Care Organizational Self-Assessment 

Tool

ÅHow do we work together?
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Continuing Case Study 

Making Families Well Agency (MFWA)

Mission:

At Making Families Well Agency we strive to provide 
the highest quality of care to the children and 
families we serve. For over 25 years we have been 
supporting children and families in their time of need 
by empowering them with the skills and support to 
remain a family unit, attain their goals, and realize 
their full potential.  
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Why is Data Important?

Learning Objective: 

Be able to describe the role/importance of data 
collection, analysis and data-sharing and how to 
develop an agency culture to support this work.

1. Why is data important?

2. Overview of the elements of a Performance Driven 
Culture

3. Tool: Performance Driven Culture Assessment



Materials were created with support from NYS Success, a SAMHSA- funded system of care grant. Partners included The Center for Collaboration in Community Health and Managed Care Technical Assistance Center (MCTAC).

Why is Data Important?

ÅSupports the wise use of limited resources

ÅEncourages informed decision making

ÅHeightens accountability to make a 
difference/impact

ÅImportant in supporting a more certain future 
during uncertain times
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Why is Data Important?

ÅEncourages an organization to take on meaningful 
challenges

ÅPrepares an organization for greater accountability 
as new payers (MCOs, ACOs) emerge

ÅPositions an organization for the possibility of 
participating in Value Based Payment arrangements 

ÅLǘΩǎ ǘƘŜ ǊƛƎƘǘ ǘƘƛƴƎ ǘƻ Řƻ ŦƻǊ ǘƘŜ ŎƘƛƭŘǊŜƴΣ ȅƻǳǘƘ ŀƴŘ 
their families
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What Are The Components of an 
Organization that Effectively Uses Data to 

Drive Performance?
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[ŜǘΩǎ Talk about the Culture of a 
Performance Driven Organization
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What is a Culture?

ÅCulture is the way of thinking, behaving, or working 
that exists in a place or organization (such as a 
business).

ÅIt is a belief system that impacts what is considered to 
ōŜ ƻŦ άǾŀƭǳŜέ ŀƴŘ Ƙƻǿ ŘŜŎƛǎƛƻƴǎ ŀǊŜ ƳŀŘŜΦ
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What Does Culture Mean in a 
Performance Driven Organization?

Belief system ...from board to management to staff... 
that supports the concept of data-driven problem 
(opportunity) identification as a path to improved 
organizational and individual performance
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What are the cultural elements in a 
Performance Driven Organization?
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!ƴ hǊƎŀƴƛȊŀǘƛƻƴΩǎ tŜǊŦƻǊƳŀƴŎŜ 
Driven Culture is found in its....
ÅCorporate Policy

ÅLeadership Values

ÅPerformance Dashboard

ÅHuman Resources

ÅContinuous Learning

ÅCommunication

ÅCollaboration
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Corporate Policy

ÅThere is a Corporate Policy (documentation) in place that 
reflects the value of performance driven leadership and the 
importance of continuously learning and improving

ÅThe policy embraced as a shared vision by all leadership

ÅAnnually reviewed, updated and approved
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Leadership Values

ÅLeadership Team values data and information in ways such 
as:
ÅRoutinely talking about agency performance

ÅWilling to conduct authentic agency program and service 
assessments using internal and/or external resources

Å!ƭǿŀȅǎ ǿƛƭƭƛƴƎ ǘƻ ǘŀƪŜ ŀ άŘŜŜǇŜǊ ŘƛǾŜέ ǘƻ ōŜǘǘŜǊ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ 
meaning of the information

ÅPerformance is an acceptable topic to talk about at the staff and 
management levels of the organization

ÅAgency performance is routinely reported out and discussed during 
board meetings

ÅAccountability for improvement exists at all levels of the 
organization
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Performance Dashboard

ÅAgency Performance Dashboard is maintained and reviewed 
on a regular basis
ÅCovers all areas of performance: financial, quality (fidelity to 

practice model), service impact, client satisfaction, payer 
satisfaction feedback

ÅOpportunities for improvement are identified in the analysis with 
clear expectations for follow up

ÅAgreed upon actions tied to opportunities are reported out at a 
follow up meeting

ÅMeasures are added (or removed) as requirements change
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Human Resources

ÅHuman resource practices reinforce performance 
expectations:
ÅJob descriptions reflect expectation of measurement and 

continuous improvement to assure best possible performance

ÅPerformance Appraisals incorporate aspects of measurable 
performance for staff members as well as management

ÅProfessional development driven by identified areas for 
improvement

ÅMultiple forms of recognition tied to exceptional performance
ÅWillingness to take action on those that cannot meet expectations 

after multiple training/retraining efforts
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Continuous Learning

ÅInvestment in learning/training is made for all levels of the 
organization
ÅContinuous transformation is encouraged during trainings

ÅOngoing research to identify evidence based practices

ÅInvestment in innovation
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Communication

ÅExceptional, two-way communication is routinely taking 
place across all areas of the organization
ÅStaff members see and hear leadership talk about and act in a 

manner consistent with agency values

ÅStaff members are routinely given the opportunity to ask questions 
and share their thoughts

ÅBoth good news and bad news is shared and discussed

ÅEach staff member knows and supports the Agency Value 
Proposition and Values
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Collaboration

Definition for internal collaboration: 

A work culture where joint communication and decision 
making among all members of the healthcare team becomes 
the norm, resulting in a higher level of services than if each 
was working alone
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Characteristics of Collaboration 
within an Agency

ÅSystem thinking and team learning

ÅRecognizing, and acting upon, mutual interdependency 
(clinical, financial, quality, training, etc.)

ÅA just culture that supports fair, equal and consistent 
approaches to variances in care

ÅPromotion of a safe/fear-free environment

ÅCelebratory mechanisms to highlight success
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Characteristics of Participants that 
Collaborate

ÅMutual respect

ÅEffective communication

ÅSupport of team based learning

ÅSense of partnership

ÅTrust
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How Might You Know Whether Your 
Organization has a Performance Driven 

Culture?
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Introducing: Performance Driven 
Culture Assessment Tool
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How Can I Get Started?

ÅConsider using the Performance Driven Culture Assessment 
Tool to better understand your readiness for a world of 
heightened accountability for outcomes

ÅComplete the tool during a Leadership Team Meeting so that 
all may offer their perspectives. It is the conversation that will 
be very important

ÅDevelop a work plan for addressing gaps in cultural readiness
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What is the impact of my 
services?
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What is the impact of my 
services? 
Learning Objective: 

Be able to identify strategies to start measuring impact

1. Introduce strategies to measure impact 
(Brainstorming Activity)

1. What do we do well?
2. How do we know?
3. What do we do with that information?

2. aŜŀǎǳǊƛƴƎ ǿƘŀǘ ȅƻǳΩǊŜ ƎƻƻŘ ŀǘ that aligns with state 
goals (Logic Model)

3. Tool: Brainstorming Activity
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MFWA ςNow What?

Finding from Performance Driven Culture 
Assessment:

Need to develop a Performance Dashboard that 
includes all areas of focus

In order to identify a performance dashboard, they 
need key pieces of information, including knowing 

their impact
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Thinking about your impact

Impact 

Your value to your individuals served and the overall 
system of care

Context

ÅAccountability and reporting requirements

ÅValue Based Payments 

ÅMarketing and recruitment

ÅValue proposition



Materials were created with support from NYS Success, a SAMHSA- funded system of care grant. Partners included The Center for Collaboration in Community Health and Managed Care Technical Assistance Center (MCTAC).

Measuring my impact is important, 

but how do I do it?



Materials were created with support from NYS Success, a SAMHSA- funded system of care grant. Partners included The Center for Collaboration in Community Health and Managed Care Technical Assistance Center (MCTAC).

How to determine your impact

1. Establish a workgroup for this activity to start 
thinking about your impact

i. Leadership ςinclude those who have decision-making 
authority and those who understand the changing healthcare 
environment

ii. Data expert(s) ςwho has access to the data you may already 
collect? Who is most familiar with finding and looking at 
data?

iii. Direct service provider(s) ςmake sure your staff and 
consumers voices are heard

2. Use the Toolά.ǊŀƛƴǎǘƻǊƳƛƴƎ !ŎǘƛǾƛǘȅέ
i. All ideas are good ideas! Write them ALL down.
ii. No ideas are rejected or ignored - you can refine ideas later, 

but first you need ideas to refine
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How to determine your impact

ÅWhat does your organization do well?

ÅWhat impact does the service have on 
individuals/families/youth?

ÅWhat are the benefits of using the service?

ÅWhy do individuals/families/youth seek out this 
service?

ÅWhy do other service providers refer to you?
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How to determine your impact

ÅWhat have other service providers told you about what 
you do well? 

ÅWhat would the alternatives be if this service didn't 
exist (for individuals/families/youth/other service 
providers)?

ÅWhat outcomes are you most proud of? 

ÅWhat do your staff and volunteers say about what they 
do well?
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Table Break Out

Questions:
ÅWhat impact does your service have on 

individuals/families/youth?

ÅWhat are the alternatives for your 
consumers/families/youth if your organization did 

not exist?
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Where does this fit in the big picture 
changing environment?
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Health Care System Reform Goals

ÅImproved individual health and behavioral health life 
outcomes

ÅImproved ƳŜƳōŜǊΨǎ ŜȄǇŜǊƛŜƴŎŜ ƻŦ ŎŀǊŜ

ÅLimiting use of high intensity and acute services, including 
emergency room and inpatient settings 

ÅCulturally competent and trauma-informed services and 
providers

ÅEvidence-based, evidence-informed, and promising practices

ÅTransformation to a more community-based, recovery-
oriented, person-centered, youth-guided, individualized 
service system
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State Goals

What we 
do well

Our Impact

What 
services are 

provided

?

?

?

?

Start on the right

Ask the question how.  How would this occur?  How would 

you know?  

Fitting into the Big Picture
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MFWA: Example Logic Model for Family 
Peer Support Services
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Supports 
(natural/ 

community)

Connections 
with social 
supports

Access Benefits
-Social services
-Healthcare
-Stable housing

Identify barriers

Awareness of 
available  

community 
resources

Skill building

Attend family 
group sessions

Foster 
supportive 

relationships

Advocacy

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Crises 

Access Mobile 
Crisis Services

Crisis plan in 
place

Support use of 
de-escalation 

strategies 
Education about 

relapse 
prevention, 
identifying 

triggers

Family self-
management 
wellness tools
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Crises 

Access Mobile 
Crisis Services

Crisis plan in 
place

Support use of 
de-escalation 

strategies 
Education about 

relapse 
prevention, 
identifying 

triggers

Family self-
management 
wellness tools

Data Opportunities:
-Number of education/relapse prevention sessions attended, by who 
(demographics)

-Which topics addressed (e.g., education provided on crisis planning, 
relapse prevention, violence prevention)

-% of families attended relapse prevention
-% of groups offered address relapse prevention
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Crises 

Access Mobile 
Crisis Services

Crisis plan in 
place

Support use of 
de-escalation 

strategies 
Education about 

relapse 
prevention, 
identifying 

triggers

Family self-
management 
wellness tools

Data Opportunities:
-Types of tools introduced

-% of families/individuals served that are introduced to the Eight 
Dimensions of Wellness

-Progress towards using tools
-% of families/individuals who report progress on using tools 
(pre/post data)

-Family report of self-wellness
-% families report improved score of self-wellness (pre/post, by 
demographics, by engagement/attendance)
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Supports 
(natural/ 

community)

Connections 
with social 
supports

Access Benefits
-Social services
-Healthcare
-Stable housing

Identify barriers

Awareness of 
available  

community 
resources

Skill building

Attend family 
group sessions

Foster 
supportive 

relationships

Advocacy

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Supports 
(natural/ 

community)

Connections 
with social 
supports

Access Benefits
-Social services
-Healthcare
-Stable housing

Identify barriers

Awareness of 
available  

community 
resources

Skill building

Attend family 
group sessions

Foster 
supportive 

relationships

Advocacy

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Data Opportunities:
-Number of sessions attended, by who (demographics)

-% of families served attend family group sessions
-attendance rate to family group sessions (average, by demographics, by 
length of stay)

-Which topics addressed (e.g., education provided on mental health/substance 
use awareness, trauma, communication styles, family genograms)

-% of families received education on communication styles
-% of families attended group sessions on substance use
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Supports 
(natural/ 

community)

Connections 
with social 
supports

Access Benefits
-Social services
-Healthcare
-Stable housing

Identify barriers

Awareness of 
available  

community 
resources

Skill building

Attend family 
group sessions

Foster 
supportive 

relationships

Advocacy

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Data Opportunities:
-Skills area to target are identified

-% of population served identify conflict resolution as a need
-% of population served identify at least 1 skill-building goal in their 
individualized service plan (ISP)

-Progress towards learning skills
-% of population that report progress in conflict resolution skills 



Materials were created with support from NYS Success, a SAMHSA- funded system of care grant. Partners included The Center for Collaboration in Community Health and Managed Care Technical Assistance Center (MCTAC).

State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Supports 
(natural/ 

community)

Connections 
with social 
supports

Access Benefits
-Social services
-Healthcare
-Stable housing

Identify barriers

Awareness of 
available  

community 
resources

Skill building

Attend family 
group sessions

Foster 
supportive 

relationships

Advocacy

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Data Opportunities:
-Needed benefits identified

-% of families/individuals identify housing needs
-by demographics

-Progress in acquiring needed benefits
-% of families with a housing need report stable housing by discharge

-Referrals to benefits agencies/organizations
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State 
Outcomes

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Supports 
(natural/ 

community)

Connections 
with social 
supports

Access Benefits
-Social services
-Healthcare
-Stable housing

Identify barriers

Awareness of 
available  

community 
resources

Skill building

Attend family 
group sessions

Foster 
supportive 

relationships

Advocacy

State 
Goals

Reduce 
avoidable 

ER/ 
inpatient 

use

Improve 
Outcomes

Data Opportunities
-Attendance to social activities

-% of youth that identify increased engagement/attendance to social 
activities with a support person
-% of families served that attend a service-run family engagement event

-Family or support person involved in care
-% of youth with a family or support person involved in care (by 
demographics)

-Contacts with support person(s)
-average # of contacts staff made with support person (by demographics)
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²ŜΩǾŜ ōǊŀƛƴǎǘƻǊƳŜŘ ƻǳǊ ƛƳǇŀŎǘ ŀƴŘ ƛŘŜƴǘƛŦƛŜŘ 
how that supports system-ǿƛŘŜ ƎƻŀƭǎΦ ²ŜΩǾŜ 

identified data opportunities.

But wheredo I find that data?
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How do you know your impact?

1. With your workgroupΣ ƴƻǿ ǘƘŀǘ ȅƻǳΩǾŜ ǘƘƻǳƎƘǘ 
about your impact and determined how that 
impact fits within the changing environment, start 
ǘƘƛƴƪƛƴƎ ŀōƻǳǘ άƘƻǿ Řƻ ȅƻǳ ƪƴƻǿΚέ

i. What data do you have?
ii. Where is the low-hanging fruit?

2. Use the Toolά.ǊŀƛƴǎǘƻǊƳƛƴƎ !ŎǘƛǾƛǘȅέ ςHow do 
you know?

i. All ideas are good ideas! Write them ALL down.
ii. No ideas are rejected or ignored - you can refine ideas 

later, but first you need ideas to refine
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How do you know your impact?

ÅWhat data do you have that could demonstrate that impact 
(surveys, pre/post data, clinical outcomes, attendance, client 
satisfaction, referrals, etc.)? 

ÅWhat information are you already tracking? 

ÅWhat is included on intake forms or other paperwork?  

ÅWhat is collected in an electronic health system or tracking 
spreadsheet?  

Å5ƻŜǎ Řŀǘŀ ŀƭǊŜŀŘȅ ŜȄƛǎǘ άƻǳǘ ǘƘŜǊŜέΚ ό¢Ƙƛƴƪ ǎǘŀǘŜκƴŀǘƛƻƴŀƭ Řŀǘŀ 
sources) 
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How do you know your impact?

ÅLŦ ȅƻǳ ŘƻƴΩǘ ƘŀǾŜ ŎǳǊǊŜƴǘ ŘŀǘŀΣ ǿƘŀǘ ƛƴŦƻǊƳŀǘƛƻƴ ǿƻǳƭŘ ȅƻǳ 
need to be able to know for sure that the service is having 
the impact described above (be as detailed as possible)?  

ÅIf you know mostly from anecdotes or personal testimonials, 
what types of information could you collect to get at the 
main themes from these stories? 

ÅWhere is your data stored? 

ÅHow accessible is your data (easy/simple, time consuming)?
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wŜŎŀǇΧ

So far, MFWA has:
ÅCompleted Performance Driven Culture Assessment 

ÅDeveloped a workgroup to address findings

ÅIdentified impact of their services, mapped to state 
goals, and identified data sources/gaps

Next Step for MFWA:
ÅHaving identified significant gaps in data, MFWA will 

need to review what data to start collecting and how 
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How Can I Get Started?

ÅEstablish a Work Group 

ÅComplete the Brainstorming Activity

ÅConnect the dots: how do your services connect 
with State Healthcare Reform Goals/MRT Goals?

ÅIdentify your data opportunities and data gaps 
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What data should I 
collect and how?
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What Data Should I Collect and 
How?
Learning Objective: 
Be able to identify key data elements valuable across 
systems (agencies, providers, counties, etc.)

1. Who is served? Understanding your population and 
demographics

2. How are they served? Looking at utilization data
3. How well are they served? Looking at outcome data
4. What is the cost of serving them? Looking at cost per 

unit and cost per episode data
5. Tool: Data summary and visualization workbook
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MFWA ςNow What?

ÅRemember, MFWA is still working to develop a 
performance dashboard

ÅMFWA noticed gaps in data they currently collect

ÅMFWA attended a few webinars recently and are aware 
of some basic best practices around data collection
ÅKeep the number of measures small (limit how much data 

you need to analyze)
ÅLook at low-hanging fruit ςwhat data do we already have?
ÅChoose measures that are likely to show change and success
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MFWA ςNow What?

ÅMFWA also knows that there are different types of 
measures out there and are aware of some 
standard data elements they shouldbe 
capturing/collecting

1. Demographics: Understanding the basic characteristics 
of your consumer population

2. Utilization: Quantifying the services you provide
3. Outcome: Understanding the value of your service
4. Finance: How effectively are you using your resources in 

support of your mission
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Demographics: ²Ƙȅ ƛǘΩǎ ƛƳǇƻǊǘŀƴǘ
ÅProvide a snapshot overview of your population 

ÅIdentify potential disparities in access to services

ÅIdentify if the population you serve is representative 
of your community

ÅHelp identify subgroups of interest or niche 
populations

ÅIdentify targets for new markets or outreach 

ÅBeing able to easily summarize the population served 
is the foundation of measurement
ÅUnderstanding your denominator
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Utilization ς²Ƙȅ ƛǘΩǎ ƛƳǇƻǊǘŀƴǘ

ÅIdentify the services you provide and to whom

ÅQuantify how many services you provide and how 
those services are distributed across your 
population

ÅWhen collected, can identify who is providing the 
service and how often
ÅProductivity

ÅάIƻǿ ŀƳ L ǳǎƛƴƎ Ƴȅ ǊŜǎƻǳǊŎŜǎΚέ

ÅIdentify if the service delivery pattern is consistent 
across services
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Outcome ς²Ƙȅ ƛǘΩǎ ƛƳǇƻǊǘŀƴǘ

ÅDetermine if consumers are satisfied with the services

ÅAssess if consumers are engaged in the process

ÅDetermine if consumers are accessing your services in 
a timely manner

ÅIdentify if consumers are reaching their goals and/or 
making progress toward those goals
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Finance ς²Ƙȅ ƛǘΩǎ ƛƳǇƻǊǘŀƴǘ

ÅCompare your budget to actuals for:
ÅRevenue

ÅCosts

ÅRevenue per Unit

ÅCosts per Unit

ÅLook at your payer mix to determine variances in 
reimbursement
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MFWA ςNow What?

ÅMFWA has access to a tool through New York State 
Success that allows them to enter minimal data on 
their current roster, which the tool then auto-
populates analyses and visualizations!

ÅSame tool you now have access to!
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Introducing the Data Summary 
and Visualization Tool
In the tool, MFWA entered:

ÅTheir roster/list of clients
ÅBasic demographic, utilization and outcome data for each client

ÅBasic financial information 
ÅRevenue, costs, units of service (budget and actuals)

Tool auto-populates a real-time analysis of performance!

ÅDemographics

ÅUtilization

ÅOutcomes

ÅFinance

ÅCustomizable!
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[ŜǘΩǎ ǎŜŜ ǿƘŀǘ aC²! ŦƻǳƴŘΗ
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Data Collection Represents data collected 
from 1/1/17 -5/31/17
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Data Collection - Tips

ÅKnow your definitions

ÅPay attention to Spelling

ÅCheck for completeness and accuracy of your data
ÅCheck ID numbers

ÅCheck data categories

ÅDetermine if the data you collect is meaningful
ÅDoes collecting Housing Status make sense for my 

agency/service?

ÅWhat information is critical to know? 
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Demographics ςunderstanding the basic 
characteristics of who you serve



What is our gender distribution?
Does this make sense?



What is our race and ethnicity 
distribution?



What percentage of our 
population identifies as 

homeless?



Do we have a need to translate our 
documentation into multiple languages? 

If so, which languages?



What percentage of our population has a 
trauma history?
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Demographics

MFWA Findings
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Utilization ςquantifying the services 
you provide



Materials were created with support from NYS Success, a SAMHSA- funded system of care grant. Partners included The Center for Collaboration in Community Health and Managed Care Technical Assistance Center (MCTAC).

Do I have the right training for 
my staff?
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Is my staff distribution 
appropriate?



Materials were created with support from NYS Success, a SAMHSA- funded system of care grant. Partners included The Center for Collaboration in Community Health and Managed Care Technical Assistance Center (MCTAC).

Are we using best practices? 
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Utilization

MFWA Findings 
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Outcome ςunderstanding the value of 
your service





What percentage of my current clients have 
improved in their symptom functioning scores 

since their first assessment?



Are there differences between outcomes by 
diagnosis/presenting concern? 



Are there differences between outcomes by 
primary service?
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Finance ςhow effectively are you using 
your resources in support of your 

mission
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Data Entry Requirements



What is my payer mix? 


