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Housekeeping
• This session is being recorded 

and will be posted online at a 
later date. 

• To connect to audio, please select 
either “Telephone” and dial the 
number provided or select “Mic & 
Speakers” to use your computer 
speakers.

• All participants are muted for this 
webinar.



Housekeeping

To ask a question or 
to make a comment, 
please use the 
“Questions” box on 
your GoToWebinar 
Control Panel.



APS Technical Assistance Resource Center

We’re here to assist APS programs in any way 
we can!
•Contact us if you need any technical assistance
•Join our APS listserv
•More webinars coming!

Contact info displayed at the conclusion of
our webinar.
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About our Speaker
Karl Urban is a Senior Research Manager with Walter R. McDonald and 
Associates, Inc. (WRMA) and works with the Adult Protective Services 
Technical Assistance Resource Center. Before joining WRMA, Mr. Urban 
had a 25-year career in Texas state government, culminating in serving as a 
Director and Assistant Commissioner in the Adult Protective Services 
program.  Prior to APS, Mr. Urban worked on aging and disability issues, 
including serving as Manager of Policy Analysis and Support at the Texas 
Department of Aging and Disability Services, Deputy Director at the Texas 
Department on Aging and as a member of the Texas Council on 
Developmental Disabilities, Statewide Health Coordinating Council, and 
Governor's Advisory Council on Physical Fitness.  Mr. Urban’s experience 
has also included planning, policy analysis and consulting positions at the 
Texas Health and Human Services Commission and the Office of the 
Governor and in the private and non-profit sectors. 

Adult Protective Services Technical Assistance Resource Center 5



Vision:  Support APS programs in 
improving the safety and well-
being of adult victims of 
maltreatment

Mission: The APS TARC will 
enhance the effectiveness of APS 
Programs

Goal:  The APS TARC will build the 
capacity of APS programs by 
increasing the use of 
best/promising/informed practices



Overview
Objective

• Provide information on how APS programs can use data to 
improve their programs
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Topics
• What is data and why should we care about it?
• What is required for successful use of data?
• What are the pros and cons of using data to help manage programs?
• What are the 3 ways data can be used to improve APS programs?
• What is required for successful use of data?  
• What are the limitations in use of data?  



Let’s talk about data

•Why do we care about it?
•What is it?
•How do we use it in social 
services? 
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Data empowers you to improve the lives 
of APS client
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Information is power to achieve outcomes
• 1986 federal legislation, The Toxic Release Inventory, required 

US companies to report all hazardous air pollutants emitted 
from each of their factories each year.  

• Data became available under FOIA in July 1988. 
• Within two years chemical emissions nationwide had decreased 

by 40 percent, some companies by 90 % - not because of 
lawsuits, requirements or penalties, just the power of 
information.   
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How do you know how well you are 
doing?
• Types of evidence/information:  qualitative and 

quantitative (data)
• Anecdotal, subjective, qualitative evidence:  has its 

strengths, but it’s limitations as well.  
Small sample size
Subject to bias – either individual or system
Not focused on what is important

• Data can help overcome these limitations  
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Definitions

Data: Information that has been translated into a form 
that supports efficient movement or processing
Performance data: Information to make management 
decisions about changing current systems.
Performance measurement: the periodic monitoring 
and reporting of program accomplishments, particularly 
progress towards pre-established goals by measuring 
activities (process), products (outputs), and results 
(outcomes).   
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The pros and cons of managing by data

• Data is a means, but not the ends, to improving 
outcomes for clients

• Data helps you to ask the right questions, but 
rarely provides definitive answers on how to 
improve performance

• The rewards are worth the effort, but pay 
attention to potential unintended consequences
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• identify what matters
• focus on performance and results
• determine and justify the need for 

appropriate resources to achieve results

Data allow 
us to 

• who [worker/unit] is successful
• what [practice] works 
• where [county] we are successful
• when we are successful

Data help us 
know 
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Data can be used to improve program 
performance at all levels
• APS system – NAMRS
• APS program 
State
County/Region

• APS unit/supervisor
• APS worker
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Three Purposes for Using Data

Accountability – Is performance at all 
program levels meeting defined (or 
undefined) expectations?

Practice improvement – Is the quality of 
individual aspects of casework meeting 
defined (or undefined) expectations? 

Program improvement – How can 
management improve performance based 
on systemic analysis of performance?
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Using Data to Improve 
Accountability
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How to use data to improve accountability

Two ways to determine if performance is 
meeting defined (or undefined) 
expectations
1. Measure casework practice
2. Measure staff performance
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How to use data to improve accountability
1. Measure casework practice

• Establish program goals or benchmarks in quantitative terms for 
critical aspects of casework practice at each organizational 
level.  Examples: 
 Validation rate
 Case duration rate
 Recidivism rate

• Power is in the explanation for understanding why a benchmark 
was or was not achieved … not in the measure itself

21



How to use data to improve accountability
2. Measure staff performance

• This is more difficult – and therefore controversial - given the 
nature of social work 

• At a minimum:  Use data as a resource for conversations 
between supervisors and employees about an employee’s 
development

• At the high-end: Use qualitative and quantitative metrics in staff 
performance plans
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Thought 
Questions on 
Improving 
Accountability 

• What aspects of casework 
practice do you currently 
measure or do you believe 
should be measured?

• Do you think employee 
performance can be 
quantified?  Why or why 
not?
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Using Data to Improve 
Practice
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How to use 
data to 

improve 
practice

1. Report to external and/or internal 
stakeholders

2. “What gets measured gets …moved, 
done, managed, changed, rewarded, 
improved”



How to use data to improve practice
• How does reporting to external and/or internal 

stakeholders improve practice?
Makes you define what is important
Makes you own your performance

• Who are internal and external stakeholders?
 Internal:  every APS employee, but especially unit 

supervisors and program and agency management
External:  State officials and community-based organizations 

(e.g., service providers) that you partner with

26



How to use data to improve practice
2. “What gets measured gets … moved, done, 
managed, changed, rewarded, improved”
• The management idea is fairly ubiquitous and 
simple:  The attention or focus resulting from 
measurement of a process will change 
behavior in that process.

• So ask yourself:  what process do you want to 
improve (behavior you want to change) and can 
you measure it?
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How to use data to improve practice
Beware the potential unintended 
consequences 
• Focusing on a particular casework practice at the 
expense of other important ones

• Correlation is not causation
• False corollary:  “What can’t be measured isn’t 
worth managing”
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Thought 
Questions on 
Improving 
Practice

• What is an area of 
casework practice in your 
program that needs 
improving and could stand 
a little measurement 
attention?

• What do you think will 
happen – positive or 
negative – if you start 
measuring it? 
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Using data to improve APS 
performance
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How to use 
data to 

improve 
program 

performance

1. Review program performance 
holistically and systemically across 
the organization using tools 
Dashboards
Benchmarking
 Tracking and trending

2. Measure effectiveness of policy 
and practice changes

3. Use data as part of ongoing quality 
assurance process



How to use data to improve program 
performance
• Dashboards:  consolidate and arrange numbers, 

metrics and sometimes performance scorecards on a 
single screen

• Benchmarking:  comparing business processes and 
performance metrics to industry bests and best 
practices from other companies.

• Tracking and trending: comparing and analyzing 
performance metrics over time to determine changes in 
performance
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How to use data to improve program 
performance
2. Measure effectiveness of policy and practice 
changes
• Before making change, ask how you will know a 
change is successful?

• What will be the indicators of success? 
• Do we collect data on this?  Can we?  Should 
we?  
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How to use data to improve program 
performance
3. Use data as part of ongoing quality 
assurance process
•QA should use qualitative and quantitative 
information

•Quantitative will help you identify the 
qualitative
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Thought 
questions on how 
to use data to 
improve program 
performance

1. Which of the following uses of 
data to improve performance has 
the most potential for you: 
 Review program performance 

holistically and systemically 
across the organization using 
tools (Dashboards, 
Benchmarking, Tracking and 
Trending)
 Measure effectiveness of policy 

and practice changes
 Use data as part of ongoing 

quality assurance process
2. Why or why not?  
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Conclusion and summary
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Successful 
Use of Data 

Requires 
Dedicated 

Users 

• Quality data – discrete case level data that 
measures the important aspects of 
casework practice that is accurately 
reported

• Access to the data – a system that can 
produce reports for ideally all levels of users 
in the system 

• System for using the data – what are your 
management processes

• Integrity of the data - Responsibilities for 
being a data steward.   



Using Data Will Help You Improve…

•Accountability
•Practice
•Performance
•The lives of clients
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What are the limitations in use of APS 
data?

Difficulty 
measuring  
outcomes

• Nebulous change attribution
• Expensive to collect

Data must be 
accurate and 

reliable 

• Is documentation accurate? 
• Is sample size sufficient?

Don’t misuse 
the data

• “All management cares about is the numbers”
• Perceived as punitive, not constructive 
• It’s easy to miss the forest because of the trees
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In summary
• Accentuate the positive and ameliorate the 
negative

• Use of data… 
 Is a means, but not the ends, to improving outcomes 

for clients
Helps you to ask the right questions, but rarely 

provides definitive answers to program questions
 Is worth the effort, but pay attention to potential 

unintended consequences
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Final 
Thought 
Questions

• What opportunities do you 
have to use data to 
improve your APS 
program? 

• Do you have the systems 
in place to make it 
happen?  

• What are your barriers to 
increased use of data?

• What are keys to success 
going forward?
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Want to Know More?
• We’ve used this material as a workshop in states; 
contact us if you might be interested in a state or 
program-specific workshop. 

• Send your follow-up questions to 
support@apstarc.net
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Questions and Answers
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Contact Us
https://apstarc.acl.gov/
support@apstarc.net

https://twitter.com/apstarc
https://www.linkedin.com/groups/8723808/
https://www.facebook.com/APS-TARC-1130861870413033
https://apstarc.acl.gov/
mailto:support@apstarc.net
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