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Who is COA? 

ωIndependent, private NFP 

ωFounded 1977 by CWLA and ACF  

ωAccredit full array of community-based behavioral 
health care and social service organizations 

ωMore than 1500 private and public organizations 
accredited or in process 

ωPartnership w/ TACFS via NOSAC 
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What is Accreditation? 

ωSystem of accountability 

ωSelf-regulation by the field 

ωLargely voluntary  

ωEvaluates structure 
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System of Accountability 

 

ω  Licensing and Governmental Oversight 

ω Professional Credentialing 

ω Accreditation 
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Basics of Accreditation Systems 

ωNational Consensus-Based Standards 
 

ωSelf-Study Process 
 

ωOn-Site Review by Independent and Professionally 
Trained Reviewers 
 

ωFair, Objective, and Open Decision Making 
 

ωOpportunities to Correct  Deficiencies 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Characteristics of COA Accreditation 

ω Standards are Free 

ω Four-Year Accreditation 

ω Process takes 12-18 Months 

ω Includes all Programs and Services 

ω Review all Aspects of Operations 

ω Person-centered Service Delivery 

ω Volunteer Peer Reviewers 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Accreditation Process Timeline 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Accreditation and Capacity Building 
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Capacity Building 

Light, P. (2004). Sustaining Nonprofit 
Performance. Washington, DC: Brookings 
Institution Press. 

 

 

 

  

Capacity 
Building  
Efforts 

Increased 
Organizational 
Capacity 

Improved 
Performance & 
Effectiveness 
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Capacity Building Literature 

ωActive, Representative Board 

ωMission ς Clear and Understood Throughout the 
Organization 

ωStakeholder Involvement 

ωActive in the Community 

ωStable, Diversified Resources 

ωStrong Management and Operations 
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/h!Ωǎ !ŎŎǊŜŘƛǘŀǘƛƻƴ [ƻƎƛŎ aƻŘŜƭ 

 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

 

 

 
Performance and Quality Improvement  



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Stable Diversified Funding 

FIN 4   

 

The organization pursues stable, predictable 
sources of revenue through diversification and 
balance in funding streams consistent with the 
organization's mission or purpose and programs.  



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Resource 

Marguerite Casey Foundation 

Organizational Capacity Assessment Tool 

16 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Standards 

17 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

ωInsert graphic 01 

www.coastandards.org 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

COA's 8th Edition Standards 

ωRigorous, Relevant, Realistic 

ωDeveloped by the field 

ωGoal statements -- don't have to be perfect 

ωDescribe What not How 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Management & Operations Standards  

ω Administrative and Service Environment 

ω Behavior Support and Management 

ω Client Rights 

ω Ethical Practice 

ω Financial Management 

ω Governance 

ω Human Resources 

ω Performance and Quality Improvement 

ω Risk Prevention and Management 

ω Training and Supervision 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Service Standards:  Common Elements 

ωAccess / Outreach 

ωAssessment 

ωService Planning 

ωService Philosophy 

ωService Elements 

ωCase Closing 

ωAftercare and Follow-up 

ωPersonnel 
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Structure & Nomenclature 

Purpose 
States the overall purpose or 

aim of the section.  

Core Concept  
State key service delivery concepts 

that support the Purpose . 

Practice Standards  
Contain detailed practices that operationalize the Core 

Concepts and Purpose.  



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Performance and Quality Improvement  

23 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI:  What's in a Name? 

ωPQI, CQI, TQM, QI, QA... 

ω¢ƘŜ ǎǘŀƴŘŀǊŘǎ ŀŎŎƻƳƳƻŘŀǘŜ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 
preferred language and not to prescribe particular 
techniques 
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Where to Start? 

28 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Where to Start 

ωCreate a process that is useful 

ωStart Where You Are 

ςPlace program within existing efforts 

ςWhat are you already measuring? 

ςWhat are you current reporting obligations? 

ςWhat existing processes give management and 
supervisors information to make decisions/improve 
performance?  

ςWhat else would you like to know? 

ςWhat would like your stakeholders to know? 
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Use Available Tools 

ωTools Index 

ςWorksheets, Templates, etc. 

ωSolutions Database 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI Tools 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI Bottom Line 
1.  Plan / Document 

a. Includes all programs and sites 

2.  Involve Stakeholders 

3. Measure: 

a. Management/Operations Performance 

b. Client Outcomes/Outputs 

c. Program Results /Service Quality 

d. Client and Staff Satisfaction 

e. Risk Management Reports 

f. Case Record Review 

4.  Aggregate Data Reports 

5. Evidence that results were reviewed  

6. Evidence that something was done with the data 
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Culture of Improvement 

33 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI 1:  Culture and Leadership 

 

The ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ leadership promotes a 
culture that values service quality and 
ongoing efforts by the full organization, its 
partners, and contractors to achieve strong 
performance, program goals, and positive 
results for service recipients.  
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Culture and Leadership 

35 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI 1 Narrative Question #1 

Explain how your organization defines and 
represents a culture that values quality, including:  

a. how strategic priorities influence the quality 
improvement process;  

b. how the CEO/Executive Director and senior 
managers promote a culture of service delivery 
excellence, customer satisfaction and continual 
improvement; and  

c. fiscal and staff resources devoted to PQI.  
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Planning 
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Does your organization currently 
have a quality improvement plan? 

No 

Minimal 

Pretty Good 

Comprehensive 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI 2:  Planning and Infrastructure 

 

The infrastructure that supports performance and 
quality improvement is: 

ωsufficient to identify organization-wide issues  

ωimplement solutions that improve overall 
efficiency 

ωpromote accessible, effective services in all 
regions and sites.  
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PQI 2 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Purpose of the PQI Document  
 

  

ω Provide key information to leadership 
ѐ Monitor progress toward achieving strategic goals 

ѐ Management and operations 

ѐ Program data 

ω Pull all efforts together 

ω Clarify and focus on overall organizational 
performance 

ω Make connections and see patterns that might 
otherwise be obscured 

41 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Plan Outline  

I.  Introduction 

A.   PQI Philosophy 

B.   Roles and Responsibilities 

C.   Logic Model or Process Description 

D.   Stakeholders 

 

II.  Outcomes and Measures 

A. Long term/ Strategic Goals and Objectives 

B. Management/Operational Performance 

C. Program/Service Delivery Effectiveness 

D. Client Outcomes 

 

III.  Operational Procedures 

A.     Who, What, When, Where, How 
 

42 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           
PQI Structure 

43 
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Foster Care Program 
Committee 

DD Services 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI Committees 

ω5ŜǘŜǊƳƛƴŜ ǘƘŜ ŎƻƳƳƛǘǘŜŜΩǎ ƳŀƴŘŀǘŜ 
ςHow much decision-making power will be granted? 

ςOversee /guide PQI activities or advisory 

ωDetermine Structure 
ςSteering committee model: more inclusive of stakeholders 

ς Independent 

ςManagement team 

ωWho will sit on committees 

ωProcess Issues 
ςReview raw data or summaries?  Which data? 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI Coordinator 

ωKeep the process moving forward 

ςStay two steps ahead 

ωKeep your eye on milestones, deadlines, and due 
dates 

ωMotivate staff 

ςAcknowledge and reward work and accomplishments 

ωGuide committee 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           
Involving Stakeholders 

47 
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What is a Stakeholder? 

Your stakeholders are all the people who have 
ŀƴ ƛƴǘŜǊŜǎǘ ƻǊ άǎǘŀƪŜέ ƛƴ ȅƻǳǊ ŀƎŜƴŎȅΩǎ ǎǳŎŎŜǎǎ ŀǘ 
achieving its mission or purpose. 

 

Adapted from the Fieldstone Alliance 

www.fieldstonealliance .org 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Stakeholders 

Who are your key stakeholders? 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Why Involve Stakeholders? 

 

ωHear the voices of people directly impacted by 
your services 

ωStrong support in the literature 

ωBuilds on the strengths of the community 

ωStrengthens your organization's connections to its 
community  

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Where Do We Start? 

ωInvite their participation and build on existing 
relationships 

ςAre any stakeholders currently involved?  How? 

ςHow might potential representatives be approached?  
Anyone in the org have connections? 

ςWhat information will they need to participate? 

ςFor stakeholders with an ongoing role ς what is the time 
commitment? 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Ways to Involve External Stakeholders  

ωSit on PQI committee 

ωParticipate in ad hoc or ongoing work groups 

ςProvide community input on program goals and client 
outcomes 

ςReview reports and provide feedback 

ςPlanning input 

ωStakeholder advisory committee focusing on 
community issues 

ωSurveys / Focus Groups 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Ways to Involve Internal Stakeholders 

ωSit on PQI committee -- could rotate staff 

ωSit on work groups or sub-committees 

ςHelp identify outcomes / tools etc. 

ςAdminister tools and collect data 

ςRead results and provide feedback 

ωCase record review -- could rotate staff 

ωPlanning: short- and long-term 

ςHelp define mission and values 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Evidence of Implementation 

ωMeaningful participation 

ωProactively seek input  

ωUse written agendas!  

ωTake minutes!   
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PQI 3:  What to Measure? 

An inclusive approach to establishing 
measured performance goals, client 
outcomes, indicators, and sources of data 
ensures broad-based support for useful 
performance and outcomes measurement.  
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PQI 3 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Start Where You Are 

ωWhat Are You Already Measuring? 
 
ωInclude current state / funder reporting 

requirements: 
 

ςProgram outputs 
ςClient outcomes 
ςCAFAS scores 
ςUnited Way 
ςCFSR 

 
 

ωEvaluate the extent to which current reporting 
covers standards expectations 
 

59 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Monitoring v. Measuring 

ωRoutine information related to operations  

ςE.g., risk management information 

ωProgram Outputs / Management Performance 
Data 

ςQuantitative 

ω# units of service delivered 

ω# of trainings per quarter 

ω# of clients served per month 

ωOutcomes Data 

ςQualitative:   

ωWhat did the client gain as result of having used the service? 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

COA Expectations 

ÅManagement/Operations Performance 

ÅClient Outcomes/Outputs 

ÅProgram Results /Service Quality 

ÅClient and Staff Satisfaction 

ÅRisk Management Reports 

ÅCase Record Review 

 61 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI 3.03: Three Performance Levels 

62 
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Strategic Goals and Objectives 

GOV 6.03 

c.  Measurable goals and objectives 

d.  Appropriate strategies for meeting 
identified goals 

Å Increase Community Awareness of Programs & Services 

ÅDiversify Governing Body 

ÅDiversify Funding 
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ω Comparative Unit Costs Analysis 
ς Compare costs between different services, by geography, between similar 

programs 

ς Data sources: FIN 5.04, FIN 5.05 

 

ω Workforce Stability 
ς Compare staff turnover rate by service, job category, education/experience 

ς Link to recruitment and training costs 

ς Data sources: HR 4.03, HR 4.04, HR 5.03 

 

ω Safe Service Environment  
ς Compare between programs and overall, total incident and by type 

ς Facilities, accidents, injuries, out-of-control behavior, complaints 

ς Possible data sources: ASE 3.02, ASE 4, ASE 5, ASE 6.02 

Management and Operations Performance  



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Public Agencies:  System-Level Performance  

ω System-wide integration of agency operations (PA-AM 2.05) 

ω Clear communication throughout service provider system 
including field offices (PA-AM 2.06) 

ω Implementation of uniform management procedures  
(PA-AM 2.05) 

ω Integration and coordination of service provision including 
ease of access to services (PA-AM 3.02, PA-AM 3.03) 

ω Integration of performance and outcomes data (PA-AM 2.05) 

ω Common program and client outcomes (PA-AM 3.04) 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Program and Service Delivery Performance 

PQI 4.01  

Collection of service delivery information focuses 
on key quality factors, including: 

a. appropriateness;  

b. effectiveness; and  

c. any or all of the dimensions of quality. 
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Program and Service Delivery Performance 

PQI 4.01  

Collection of service delivery information focuses on key quality 
factors, including: 

a. appropriateness;  

b. effectiveness; and  

c. any or all of the dimensions of quality. 

 
 Widely accepted dimensions of 

service quality include:  

Åaccessibility  

Åavailability  

Åefficiency  

Åcontinuity  

Åsafety 

Å timeliness  

Å respectfulness  

Service delivery indicators 

influencing program results could 

include:  

Å timeliness and comprehensiveness of 

individualized assessments  

Å family involvement  

Åclient satisfaction  

Åstaff training  

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Client Outcomes 

ω Change in clinical status 

ω Change in functional status 

ω Health, welfare, and safety 

ω Permanency of life situation 

ω Quality of life  

68 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Client Outcomes 

GLS 4.03  

 

The service plan is based on the assessment and 
includes: 

a. agreed upon goals, desired outcomes, and 
timeframes for achieving them  



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Collecting and Analyzing Data 

70 
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PQI 4: Data Collection  and Analysis 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

PQI 4.02 

The organization aggregates and reviews several 
sources of information to identify patterns and 
trends, including:  

a. quarterly file review reports; 

b. quarterly review of incidents, accidents, and 
grievances; 

c. customer satisfaction data, usually annually; 

d. customer outcomes data, usually annually; and 

e. management and operations data and reports. 

 72 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Define the Data Collection Process 

ωFormal detailed proceduresτwho, what, 
when, where, how: 

 

ςDeciding what to measure 

ςIdentifying specific outcomes, outputs, indicators, 
tools, etc. 

ςObtaining data/information 

ςReviewing data and making changes 

ςCommunicating results 
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Case Record Reviews 

ω Quarterly  

ω Review presence, clarity, quality and continuity of 
required documents   

ς See RPM 7 

ω Quality Issues 

ω Sampling 

ω Reviewers 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Sample Size 

Free Online Sample Size 
Calculator 

http://www.researchinfo.com/docs/calculat

ors/samplesize.cfm 

ωSelect enough 
records to: 

ςIdentify patterns 

ςJustify making 
changes 

 

http://www.researchinfo.com/docs/calculators/samplesize.cfm
http://www.researchinfo.com/docs/calculators/samplesize.cfm
http://www.researchinfo.com/docs/calculators/samplesize.cfm


                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Data Reports  

ωTailor to the Audience 

ςStaff, Board, Clients, Community 

ςFrequency 

 

ωMake Reports User-friendly 

ς5ƻƴΩǘ ƻǾŜǊǿƘŜƭƳ ǘƘŜƳ ǿƛǘƘ Řŀǘŀ 

ς Strive for Clarity 

ς Provide Context and Interpretation 

 

 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Breaking Data Out for Analysis 

ωTime Trends 

ςCompare recent data with data from previous periods 

ωCompare Actual Outcomes to Targets 

ωCompare Data by Client Characteristics 

ςAge/Gender/Race/Education 

ωCompare Data Between Similar Programs 

ωCompare Data with Results from Similar Programs in Other 
Organizations 

 
 

   The Urban Institute (2004). Using Outcomes Information: Making Data Pay  
   Off.  Free download: http://www.urban.org/publications/311040.html 

 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           

Sample Comparison Over Time 

Urban Institute(2004). Using Outcomes Information 



                                                                                                                                 

                                                                                           

                                                                                                                                 

                                                                                           


