Does it count?
Timely documentation supports ALL of the CFSR Outcomes.




Note to the Supervisor:

This training has been designed to serve as a tool for you to increase your unit performance in Timely Documentation.  Every CFSR Outcome and Performance Item hinge on good, timely documentation.  In this Unit Meeting Training the focus will be on changing the culture in the field that supports the mis-belief “I either work with the families or I do documentation.”  The change in values and beliefs surrounding documentation begin with you as the Unit Supervisor.  

The Pre-task is a silly example that will be re-addressed at the end of the training.  It is meant to show the benefits on timely documentation on how well you remember things. The training point is documentation is improved the closer to the time of the event. 
Task one and two are meant to address the “Why” we document.

The first task will examine the culture that supports seeing the “Work” and the “Documentation” as two separate functions.  This task is meant to be fun.  You will want to provide some sort of prize for the winning analogy.  

Task two will encourage case managers to draw a parallel between the examples in Task One and the work that they do.  The training point of task one and two is documentation is part of the work we do with families.   
Task three and four address the “How” we get the task completed in a timely manner.  We do not address the quality of the documentation in this training.  That will be addressed in separate training.  This training is meant to bring concrete change in the culture beliefs surrounding the importance of timely documentation.  

As a supervisor, you will want to study the Model for Complex Change carefully.  See Appendix A. This will be an effective tool for you to understand your role in making changes within your unit.  By effectively modeling your understanding of change, the case managers can use the same principals when working with families.  
Training Overview:

Pre-task: Before starting this activity say something silly like:

“Today’s is brought to you by the letter “M” and the number 713.”  Don’t give any explanation for your comment.  
Task 1: Did it happen? Activity

a. Provide the following example
b. Now instruct each individual to come up with another example.  

c. Award a Prize for best example
Task 2: How does this relate to our work?

a. Group discussion

b. What if….

c. What is the status of your work?
Task 3: How can we document within 72 hours?
Task 4: Develop a specific Change Plan
Appendix A: A Model for Change

Appendix B: Documentation Plan

Pre-task: Before starting this activity say something silly like:

“Today’s is brought to you by the letter “M” and the number 713.”  Don’t give any explanation for your comment.  
Task 1 Did it happen? Activity.

Time to complete: 1 Hour

In this activity the individuals in the unit will be challenged to come up with the best real life example of when doing the right thing does not count if it stops short of the last step.  

a) Provide the following example: 

“You are having health issues and you go to the doctor.  The doctor runs test, examines you and makes a good diagnosis.  The doctor explains to you the condition and the treatment.  He even tells you that with proper treatment the condition will always improve.  You leave the doctor’s office feeling very hopeful when you realize that you walked out of the office with out a prescription for the treatment plan. You go to the pharmacy and explain what you need and the pharmacist calls the doctor’s office for authorization.  However, the doctor has gone for the day and when the nurse pulls your record, there is nothing recorded in the file.  The nurse promises to follow up with the doctor in the morning, only over night the doctor had an emergency in his family and he will not be in the office for probably a month. “ 

Has the doctor helped you?

b) Now instruct each individual to come up with another example.  

(1) Other examples could include:

(a)  Writing the check to pay a bill but not mailing the check.  You did the work but did you pay the bill?

(b) Having your eyes checked and you buy the glasses, but you will not wear the glasses.  Can you see better?

(c) You have your house painted by a professional painter who spray paints the whole house including the windows.  He does a beautiful job painting but does not clean the paint off the windows.  Does the house look better?
c) Award a Prize for best example.  You may want to let the unit vote on the best example.  Have fun with this task!
Task 2 How does this relate to our work?
Time to complete: 1 Hour

In this task case managers are encouraged to draw a parallel between the examples in Task One and the work that they do.  The training point of task one and two is documentation is part of the work we do with families.   

a) Group discussion (honest) Encourage group to connect the examples to the work they do.  Use some of the “What if” questions to begin to see the importance of timely documentation. 
b) What if….

(1) What if something happened to you and you were out of work for 2 months?
(2) What if you loose your field notebook?
(3) What if you have a crisis on your case load and you are in court?
(4) What if your case is pulled for a PEAS review?
c) Brainstorm some of the benefits of good documentation:

(1) Helps your organize your thoughts- critical thinking
(2) Helps you see patterns
(3) Helps you identify things that need to be done
(4) Helps in court testimony
(5) Others
d) What is the status of your work?
(1) In preparation for the activity you may want to pull a sample of documentation from GA SHINES to support the current status for each case manager on timely documentation.  FPS and FC units could even focus on Every Child Every Month documentation to support the importance of timely documentation.  CPS INV can discuss the timely contact with the child.  Do not limit your sample to only that field however.  
Task 3 How can we document within 72 hours? (Strategies) 
Note: Some counties may set a shorter documentation time requirement.
Time to complete: 1 Hour
In this task you will develop strategies that will work for you.  It is your role as the supervisor to keep the group solution focused!  If case managers begin to push back and are negative, remind them of how they would view a parent who took that negative position.  In reality, case managers EXPECT parents to work the plan if they want to keep/or get back, their children.  In reality, case managers are EXPECTED to complete documentation within 72 hours (or less depending on county).  In stead of telling you what will not work, challenge case managers to tell you what will work.

Brainstorm ideas that would work for your unit. For example:
a) Protected time (daily)
b) VPN (document in the field)
c) Documenting in Windows Journal – copy/paste into Shines later
d) Other ideas
Task 4 Develop a specific Change Plan for your unit (May vary by individuals) 
Time to Complete:  1 Hour

Study the Model for Complex Change carefully (Appendix A).  This will be an effective tool for you to understand your role in making changes within your unit.  By effectively modeling your understanding of change, the case managers can use the same principals when working with families.  

Strategies to improve timely documentation.  Now begin to identify within the unit how you can better meet the goal of timely documentation.  The key is to be specific and remember that the strategies may be different for different Case Managers.  Document your plan on Appendix B.
a)  Write your vision statement around timely documentation.  Record that in on the Vision square.  

b) What skills do you need to do this task?  Record your assessment in the skills square.  When specific needs are identified, consider a concrete plan to obtain a higher skill level for that person(s).

c) What incentives are needed?  Answering the question “What’s in it for me” is important.  Allow the case managers to identify what would be an incentive for them and then explore if that is possible.  For example, I might request to have protected time.   The key here is that the incentive is different for each person. As the supervisor you can model how we negotiate with parents in what works best for them.  Are there some functions that are not really necessary by policy that don’t produce good practice?  Record your incentives in the incentives square.  

d) What Resources are needed?  Of course, the first answer will be more staff.  That is not likely to happen in this budget.  So, what resources do you have and how can they be best utilized?  Do you have some Case Managers that love to work with parents and not so good at paperwork and others who love the paper work but not so good with parents?  Is there some way that those two could team up?  You may be fully staffed and have the resources.  Record your assessment of resources. 
e) Develop a plan:  Determine what you can do as a unit to make sure that documentation is done timely.  Be creative.  Can you restructure how the work is distributed?  Can you restructure work hours that better meet the needs?  Record your plan. 

Most importantly, be prepared to re-evaluate if the plan is working.  If it is not working, then don’t give up.  Try again!  

Be sure to revisit your Plan for Timely Documentation at the unit meetings and share successes.  

Last Point:
Ask if anyone can remember the first thing you said while starting the meeting?  Have them individually record what they remember.  Do not call it out loud.  

“Today’s is brought to you by the letter “M” and the number 713.”

Read the responses.  How many remembered what your said?

The training point is that documentation is improved if done closer to the time of activity. 
Wrap-Up
Most importantly, be prepared to re-evaluate to see if the plan is working.  If it is not working, then don’t give up.  Try again!  Isn’t that what we expect of our parents?  

Supervisors are encouraged to create a unit score board and post the progress each is making towards the overall goal.  

Complete your Verification of Completion and email to Margaret Baklini:

mabaklini@dhr.state.ga.gov.  You may record up to 4 hours of training on your local log.
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