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How many social workers does it take to change a light

bulb?

"The light bulb doesn't need changing, it's the system that needs to
change. n

None. Social workers never change anything.

None. They empower it to change itself!

None. The light bulb is not burnt out, it's just differently lit.

None. They set up a team to write a paper on coping with darkness.
Two. One to change the bulb and another to put your kids into care.

Five. One to screw it in, three to form the support group, and one to
help with placement.



Data, Information,
Knowledge

The Salvation Army Social Programme Information
Management (SPIM)

VCOSS/Doing IT Better- Seminar 27/10/2009
Rendle Williams
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The Salvation Army Context

Australia has 2 territories (Eastern i NSW & Qld & Southernt Vic,
SA, WA, Tas & NT)

International HQ is London. The Salvation Army is active in over 120
countries.

Australia Southern (AUS) comprises of19 different businesses, 800+
cost codes, 5 + 1 govot jJurisdict

AUS has 8 Divisions (regions) & headquarters in Blackburn
Over 7000 staff (including Salvo Stores & Employment Plus)
Over 500 social programmes.

Two-tiered network infrastructure (~25 staff ITS department)
Uses primary client information system called SAMIS.



1%1011
¥ Australia Southern Territory Social Programmes
across VI C today

In Victoria, the major social programmes are
Housing (THM & long term), Homeless (SAAP),
Domestic Violence services (SAAP),

Alcohol & Other Drug Treatment,

Child Protection & Care,

Emergency Relief

TSA Victorian Homeless & Housing services consist of:

A 30 sites delivering a range of SAAP funded homeless crisis
services (Accom, Support/Outreach, Families, Youth, Family
Violence).

4 major housing management services (~555 properties).
2 Long Term Community services (~153 properties).

Housing Information & Referral Workers + Housing
Establishment Funds.

TSA manage ~ 25% of the Victorian NGO homeless & housing
services.
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Homeless Services In Victoria

Crisis Services

A In 2006-07 10,261 people presented to our crisis services. The
gender split is ~50:50.
I Age: 20 & under - 10%, 21 to 60 - 84%, 61+ - 6%
I 78% presented as single, 17.6% as sole parent, 4.1% as a family.
i The single oOmain presenting
Financial / Accommodation difficulty (78%).

A In2008-09 11,641 people presented to our crisis services. The
gender split is ~50:50.
I Age: 20 & under - 10%, 21 to 60 - 86%, 61+ - 4%
I 71% presented as single, 22% as sole parent, 4% as a family.

)
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Use of a single client data system

A A web-based client and case management system
(SAMIS) has been rolling out since July 2005

A A single common client databasei single point of truth

A Compliant to several data collections (SAAP, VHDC SAAP,
VHDC A&P, HACC MDS). NAHA coming.

A Soon to have NMDS for AoD services (all states).

A Territorial-wide, Division-wide, Network wide reporting of
client and case data.

A High commitment to ongoing development, User training,
Support & Reporting
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Current SAMIS Context

A 180 corps/church centres

A 143 Emergency Relief centres, 130 SAAP funded services +
counselling + Disaster Relief (3 ongoing) + case managed services
A Via SAMIS, in the last 12 months (Sep 09) we have
I assisted or supported over 209,000 distinct clients across 5 states.
I Provided accommodation for 8000 clients across 1403 beds.

I Provided just under 1.5 million instances of assistance in over 750,000
episodes,

i Nearly $9 million food vouchers.
I 35,000 instances of case management.

A Not all The Salvation Army services are using SAMIS (yet).
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Current Benefits with SAMIS

A Standardised processes across all services

A Corporate Repository (executive use,
advocacy use)

A Public Relations campaigns
A Service System Knowledge
A Client Outcome Knowledge
A Better Decision making
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SPIMS Initiative (2000)

A Widespread data problems across Social Programmes
I unreliable data collection & IT systems,

I poor capacity to utilise data for various purposes (service design,

planning and performance evaluation, research social policy, PR,
etc).

A Problems with the main third party application, CSMIS.

AAbsence of any policy Opar aw

principles and programming needs) as foundation for any
IT system solution.
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Strategy Beginnings

A Strategy officially launched April 2001

A Conceived in 5 phases:
I 1: Needs Assessmenti 2001
I 2: Initial Assessment Policy & IT Options i 2002

I 3: Finalisation Policy & IT Requirements &
Commencement Developmenti 2003/2004

I 4: Roll-out & Change Managementi 2004 - 2006
I 5: System maintenance & Improvement i 2005/10
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Not Just anot her dat

A More than Minimum Data Sets.
A More than Funder/Stakeholder reporting
A Our service needs will dictate the IT solution.

A Policies around sound Information Management will drive
the system.

A Information & Knowledge, NOT just Data.
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SPIM Policy Principles (12)

| f we candét know about i1t, we domn
All clients are client of The Salvation Army

Right to privacy

Need to know, not nice to know

Service design drives information management

All judgements are informed judgements

Secret knowledge is not knowledge

One data item, many uses

One data item, one meaning

Control core data management processes

Intuitive, easy & quick T tool design

Invest in flexibility

Equity of access to well designed & maintained IT infrastructure
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The territory

A A framework for:

I Establishing a shared understanding/programme
design of what a Salvation Army social programme is
doing and why (& especially how the programme
meets S.A. mission objectives).

I Developing operational p/ans for the social
programme.

I Assessing the performance of the social programme.



Programme Logic Is TripleR
Planning, Programming, Performance

A management tool i an intuitively simple framework which
supports people in collaborating with others in the managing of
community services.

Copyright (c) David James, Community Management Solutions. This
material is licensed by the Salvation Army Southern Territory for use by its
staff in relation to the work of the Salvation Army Southern Territory, and for
no other purposes. Anyone wishing to use the material in other contexts
should contact the Copyright holder directly or through the SAAST.



St Triple P/Programme Logic

Programming (P1), Planning (P2),
Performance (P3)

ABe clear about our O6hypot hes:c
A Work to a plan rather than a whim i sets a foundation for
planning tier
A Demonstrate what we have done and how well we have
done it 7 logic can be tested in performance tier

A Use a common language to describe all of our service
delivery
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Ways of Using Programme Logic

A Programme design

A Negotiating funding contracts
A Transform data to information
A Planning as a basis for action

A Reporting to stakeholders (SA leadership,
funders, management)
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s LOGIC STATEMENT

A Systems -Aexpversioac h o

i We apply our resourcesto our
clientsin service activitiesin order
to achieve client benefits which, If
sustained, contribute to client
oufcomes and, In aggregate,
contribute to social outcomes 0

© Community Management Solutions



Programming Tier (P1)

A systems approach- Graphic version
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Programming Tier (Pl) = A systems approach

Clients: a person or group of people who have an identified need which a community Ise
may address.

Resourcesthe specific inputs that enable a service activity to occur and which are to be
monitored

Service Activities: the service functions and processes within which resources are used
address client needs. Direct provision, not management.

Client Participation Benefits: the benefits people gain from their interactions with
workers, other staff and other clients. Tangible benefits people gain from a service wh
within direct scope of the service.

Cl
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> Programmlng Tier (Pl) = A systems approach

Client Direct Benefits: those directly provided benefits which the client gains by virtue of
being the recipient of a service.
Client Transitional Benefits: those directly provided benefits where the intention is that
the client moves Obeyond the servicebo,

|
Client Outcome:referstos ust ai nabl e changes in peopl
seeking to contribute.
Social Outcome:refers to the changes in the world the service wishes to make, or at/lea

contribute to making.




Programming Tier (Pl) = A systems approach
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< Example: Housing/Homelessness Client

Participation Benefits

People in housing need:
I Are treated with respect and compassion, without discrimination.
Are treated justly and fairly.
Are treated in a culturally sensitive way.
Feel empowered through involvement in decision-making.

Feel trust in Salvation Army services treating their personal information
appropriately.

I Experience a sense of safety when in a Salvation Army setting.

I Experience a sense of community and belonging

Pastoral Care

I EXperience a courteous caring supportive relationship.

I Feel listened to in relation to their spiritual journey.

I Experience a sense of meaning and hope.

I EXxperience an openness to discover and venture upon their unique spiritual journey
[

Recognise the Christian identity of the service through badging, other symbols and
opportunities to link with Christian ministry services.

I Experience an accepting, positive Christian community.
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: Example: Housing/Homelessness Client
Outcome (aspirational)

People accessing these services:

I Achieve long-term housing stability for themselves and any dependants they may
have.

I Are empowered to deal with life circumstances with improved and/or sustainable
self-reliance.

I Achieve feeling accepted and belonging in their community.

Pastoral Care

I Attain an enduring sense of belonging and meaning.

I Develop in their spiritual faith journey.

I Actively participate in the life of a Salvation Army Christian faith community.
I Experiencea personal relationship with God.

I Are empowered through G o d lbelp to deal with life circumstances.



Planning Tier (P2)
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Example: Housing/Homelessness
Planning Targets

A X number of supports per quarter as per centre SAAP
contract

A 90% Case Management Plans, % achievement of case
goals (housing category)

A x% of clients feel safer (FV)

A x% of clients have secure housing (Trans services)

A x% of sleeping rough clients secure greater tenure.

A Occupancy Rate for residential services is above 90%
A No creaming of clients (go for the worst, as per logic)



Monitoring

Evaluation

Performance Tier (P3)




Evaluation Topology
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Process Outcome Impact
Evaluation Evaluation Evaluation
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Performance Tier (P3)

Service Indicators & Performance Indicators

Relationship of Performance Tier to other tiers:
I Articulate programme logic of what we do
I On which we base our planning
I Against which we monitor our performance

Programme Logic makes distinction between two
kinds of indicators:

I Service Indicators

I Performance Indicators



b P3: Service Indicators (SI)

A Counts of key data items across all elements of
programme logic. i F/ at count s o
How many clients? How many staff?

How much money? How many sessions? Duration of
sessions?

How many clients benefited?

AOnly add SI 6s where ther
doing so
A Basis of your data dictionary:

Sl: Number of women --> Data Item: gender; count of
clients

Sl: Resources expended--> Data Items: salaries; on -
costs; service costs



P3: Performance Indicators (Pl)

Pl 06s are ratios of selec
| Effectiveness
| Efficiency
I Cost effectiveness
I Quality
I Targeting
I Sufficiency
They enrich the picture for monitoring purposes:
I Does it work? Is it effective?
I Can we do more, or save some resources?
I Are we working with the people we targeted?
I Are we meeting standards?
I Are we doing enough?



P3: Performance Indicators (PI)

1. Efficiency

Are we using our resources well? Ratios of resourcesto service activity.
E.gQ.:

I Staff hours available/sessions provided to clients
I Number of contact staff/bed nights provided
2a. Effectiveness

To what extent are we achieving our intended client benefits? Ratios of
clients to benefits and outcomes. E.q:.

I No. clients receiving service/No. clients achieving Benefit
2b. Cost effectiveness

Can we achieve more objectives with the same resources, or same

objectives with fewer resources? Ratios of resourcesto direct benefits and
participation benefits.

A No. of people in courses / funds expended



P3: Performance Indicators (PI)

3. Quality

To what extent are we providing services in a consistent way, & in accordance
with our standards & procedures?

A No. of quality standards being complied with as a % of total no. standards.
4. Targeting

Is our service achieving planned targets? Ratios of direct benefits and
participation benefits achieved to intended target client group.

A Number of people we assist/number of people in target budget.
5. Sufficiency
How adequate are our resources to meet the needs we are
experiencing, i.e. relationship between experienced demand and
supply?
A Number of people we assist/number of people seeking our service.

6. Accountability
What is our service accountable for, and to whom?

The accountability Pl takes the forms of a status indicator. The ratio
of Oaccountability requirements
not met 0.

me t



Client Achievement

From oOparticipationd to oOus

A Participation:
I Involvement of clients in management

A User Rights:
I Statements of user rights
I Grievance mechanisms
I External audits

ACIlentFocu5| the O0newb edge

From supply to demand focused delivery

Offer choice where possible

Actively seek feedback from clients on service experience

Set of standard questions linked directly to Programme Logic
statements.

I Practice Accreditation synergy



Client & Staff Feedback

A Requires thoughtful implementation

I Practice issues
A Weak client voice
A Asking the right questions, in the right way

I Interpretation issues
A Meaning placed on the information gained

I Sensitivities of staff

A We already know a lot
I Knowledge Building approach

A Vital to get this right & consistent across
Servicesi rolling out
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Initial Projects

A Programme LOgiC complete & ongoing)
A Client Achievement compiete & ongoing)
A Client Privacy complete)

A 1T Development (compiete & ongoing)

Use of formal Project Management
domains & processes.



L

£l
SALX%.

TSAAST: Programme Logic Resources

A 3 nested tiers of logic statements (Russian doll
analogy):

I Social Mission Logic Statement (whole of Southern Territory
Social Programmes),

i imi ddl e | ayero generic client
I individual service level (to be created).

A Social Mission Logic Statement comprises of both
Practical Care and Pastoral Care elements.

How explicitly the spiritual dimension is manifested will be a
key issue for social programmes to address.

Ongoing work is being carried out in support of better
Chaplaincy integration and the provision of resources to
assist social programmes.

A Approved by AUS Leadership July 2003
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Issues for Social Worker & IT

Old
A6l am a people person
AIT literacy

A Data is done last - > Data as you go
A No data, no service, no job

Now ..
Move to PDA, outreach services
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: Tool improvements - Worker/Client
Engagement

A Use IT techniques to improve the dialogue
(case management) between client & worker.

A Worker to have confidence in being pro-
active (based on previous contact data)

A Codifying of assessment and review data
A Use of visualisationi trends, word clouds
A A work in progress i good initial acceptance



Example: Trending

lient Case » Case Worker Form Details
Client Name: david test SAMIS Code: DOMRIF
Centre Name: Test Centre - Addictions Identifier:
Case Worker: THQ Administrator

Form Name: Life Satisfaction Scale
Form date: * 12/07/2008 l]

A. LIFE SATISFACTION SCALE (1-Unhappy ... 10-Happy)

. AOD Use / Sobriety
. Job / Education

b

v

[¥5) [ae]

. Finance / Accommodation

[

~

. Social Life

g

. Personal Habits

(]

. Family / Relationships

(RS TR ]

. Legal Issues

. Emotional Life

ro

1
2
3
4
5
6
7
8
9

. Communication

(&%)

10. General happiness

B. COMMENTS:

B1l. Comments

Status: Complete




Life Satisfaction Scale

Client: david test
Date of Birth: 07/12/2006

2107}

Form date: 12/07/2008

A. LIFE SATISFACTION SCALE (1-Unhappy ... 10-Happy)

. AOD Use / Sobriety:

. Job / Education:

. Finance / Accommodation:
. Social Life:

. Personal Habits:

. Family / Relationships:

. Legal Issues:

. Emotional Life;

. Communication:

0. General happiness:
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