	DGPA Module 2 Data Analysis for Program Decision-Making

Mid-Point Survey – Open Ended Questions



	Please comment on any difficulties you are experiencing in implementing new practices for your areas of focus

	Study Group Programs

	Data Base

	The difficulties have been technical and learning how our database can be structures and how reports needed can be created.  Training the staff to use the created reports and how to build filters has been challenging and very time consuming.

	We had a delay in purchasing LACES and, as a result, we changed our timeline for data entry from June to July 2008.

	We have a new software system, LACES. We are learning the operative features of creating and retrieving data reports.

	Lost a data base and haven't fully recovered all of the data yet.

	Our agency's new data base has not yet been implemented- still in the design phase.

	Creating Data Reports: · Transitioning to LACES has been a long and difficult process; although now we believe we will be satisfied with the results. Many of our challenges were described in our Module 1 report including: LACES migrated far too much data; the migrated data was full of errors; finally, we had to remove all of that data and enter everything manually. · These problems were severe enough to prevent us from completing the module one tasks in a timely manner. 

	Had to hire a graduate student to work on data base.  Finding old files from several years ago that had not been updated. This casts doubt on reports.  Exit dates were not updated   on archived files. Dropped students counted as active.  Intake form needed to match the data base better.

	Access to technology in order to   streamline the data collection process is a challenge since numerous sites are not school-based but off-campus locations. However, one staff person has been identified to manage the database which appears to be a best practice at many of the study group sites. 

	1.The problems that we are experiencing are not due to the areas of focus that we are implementing, but due to some other changes.  We switched from Litpro to LACES in January 2008 and found some missing data/mistakes from the migration that we needed to fix.  We also were unfamiliar with generating some reports that made it difficult at times to analyze our data.  2. We are finding it somewhat difficult to analyze pre- and post- test TABE scores for our learners since they may at times make gains in one subject area but not the other or possibly have a lower score in an area.  We haven’t been able to generate a report that will give us the information that we would like to see.  

	Money

	Budget cuts have stopped the majority of our plans.

	After we began to implement this process, we received new grant funding from the state.  Because of that, we needed to "step back" from this for a short time to give the new programs time to "catch up" in order for their data to be included in the process.

	We are preparing the students' information to be used in graphs and charts to create data reports.  We will need publisher software to design the GAO brochure.

	Time and budget changes made mid-year from external sources


	Program Philosophy

	The implementation practices around the focus area of Data Quality Checking are closely related to the idea of Promoting a Culture of Continuous Program Improvement. To implement these practices, we must consider how to promote the importance of the work and develop an understanding of why it is important.

	Even a small change in policy affects several program areas and takes a lot of thought and discussion before implementation.



	Staff

	It's been slow getting started and we just lost our data collection person so we have to replace and train someone new.  We have backup staff, but it will be more difficult now.

	Improving student retention continues to be a difficult goal to implement. Limited staff time and time allocated to teachers still does not allow for adequate follow up with students who discontinue attending. Also, students are often difficult to reach and do not respond to phone calls. Teachers continue to be resistant to monitoring attendance (other than just turning in attendance forms) and are not being pro-active in their approach to students who fail to show up or only attend on a sporadic basis. Teachers and staff are still meeting separately and so cannot integrate/discuss their responsibilities. This will change in the Fall '08, as outlined in our plan.  We have had continuing challenges with finding and retaining a data technician, and in fact have lost two data techs in the last 6 months. This has hugely impacted our ability to use data in an analytic and timely manner, though we feel we understand the value it has , and how to use it for program improvement

	We have made progress, if only baby steps. Our difficulties are still not enough staff I am the only employee. We need more funding to hire another person and to update hardware and software.  

	The biggest challenge is doing this with a completely volunteer educational staff of tutors. Planning and change comes about slowly. It requires a lot of time and effort. But we are excited about how this is going to make us a better, stronger, more accountable organization. 

	We are experiencing some personnel, time, and staffing issues.  We are working through everything, but it has been challenging for us.

	Our program director resigned shortly before module 2 training and has not yet been replaced. Volunteers are attempting to complete this project.

	Using Decisions-making Teams and Planning Improvements: · It is difficult to meet very as often as we’d like. Our literacy sites are spread out all over the county so the site coordinators must drive quite a distance. We can only meet on Friday evening or Saturday morning because the sites are open Mon. - Thurs. evenings. · It is also expensive to meet more frequently. · Staff are all are part-time (just 5hours / week and have fulltime other jobs).  Therefore, they seem less involved and have less a sense of urgency for change · We must try to keep everything streamed lined and not add to excessively to their workload. · Difficult to add some of the changes with out increasing workload and paperwork. · We do as much as possible by email, but so far that has not been a team effort. Their sites are very different and far apart so they don’t communicate among selves very often. · We rely on community partners for funding and must meet their reporting guidelines. Some changes are out of our control. 

	Time

	We are coordinating some of our work to use decision-making teams with our pursuit of accreditation. This made the process a little more cumbersome; it just took a little longer.  We have people from inside and outside of our organization on our team, and coordinating schedules for meetings is time consuming.  In addition, reviewing models for management enrollment and tweaking them to our needs is time consuming.

	Allotting & scheduling the time necessary to move forward with our action plan.

	We find it difficult to make the time to get the staff together once a week to share information, plan, pilot and evaluate improvements and changes in the tutoring program because we are a small staff, and we just made a big move to a new location.  This was a positive move for this organization because now we have more space to function as “The Literacy Center”, where we can function more easily as an office, and where Learners and Tutors can come together to meet for classes.  Between the move and employee schedules and time-off, we struggle to make time to prepare for an improved future vs. keeping up with the daily routine.  That said, we have incorporated a new textbook plan into tutor training and presented a workshop on how to use them.  Assessment planning will occur this summer, on schedule.

	Mostly it's still the time factor. I now have 2 part-time volunteers here that will help with other things so I can really get working on the data again

	Scheduling staff time to train on, create, and implement the new data system is difficult. We are a staff of two part-time (28 & 15 hpw) employees, with the bulk of the work for this project falling on the 15-hpw. person.

	Miscellaneous/Multiple Issues

	The primary difficulty is lack of staff resources to focus on implementation of new practices.  We are also struggling to manage the extensive number of changes that our program has undergone over the past 24 months, plus new program mandates from funding sources.

	Since our program serves a network of literacy service providers, our challenge is to find a common measure. We've identified an evaluator who has more experience in this area to provide assistance and we plan to get more feedback from the agencies this winter.

	Difficult to transition returning students to new practices

	Part of the problem is technical - creating the needed queries in all cases.  Part is training tutors to become more intimately involved in their learner's goal setting activities.

	We are still experiencing difficulty in getting reports in from tutors, which in turn makes it difficult to completely analyze our data; we are also still running into LACES problems, particularly with reporting

	Participating Programs

	Data Base

	Extracting meaningful data from state database and putting into user friendly format.

	We purchased and were in the process of implementing a new database when we were accepted into this module which is why we didn't choose it as an area of improvement.  However, we are finding the learning curve steep!  

	We are using AERIS, the main challenges I have encountered are the time it takes to retrieve reports, and accuracy of our data input personnel. 

	In the beginning data was lost of a few students due to unfamiliarity with the online program data process. There was concern on the part of one instructor about not having enough students in class due to the new change that was implemented. 

	So far our focus has been on developing better ways to collect and report data.  After this is in place, we will work on our second goals of sharing data with staff and using decision-making teams.

	We have developed a new student data-tracking form.  This part was easy.  The difficult part is how to initiate this in Filemaker Pro without losing the data we have in our current FMPro database.

	Our database does not allow us to pull the information we need easily.  Therefore, I have created a spreadsheet that I having to manually complete on each student that falls within the purview of this project.

	Before we could implement any of our online data collection methods, we had to create a new local database and develop capabilities for it to automatically connect with the online database. Last month, we discovered some bugs in the local database and these took a few weeks to resolve.  But they are resolved now and we are still on schedule.



	Program Philosophy

	Just making the commitment to implementation was the hardest part - everything else is coming along pretty easily.

	Some staff still resist the idea of continual data analysis.  They don't see the value yet.

	We have created a "blog" for in house use on a daily basis. We have t full time people and 4 part timers. We have found that it's hard to "make" the part timers remember to log into the system to update the rest of the staff on their daily progress or task. 

	Data is a point in time and our systems are complex. We have to make sure we are asking the right questions and evaluating the right data. We have to integrate this into everything we do. It's hard to contain the project into a small, defined (doable) area of focus.

	Getting the staff to accept the changes

	The College administration is supportive of the change process so we're able to move steadily toward our goals.

	Getting some staff to come over to a new way of thinking has been difficult in many cases.  Some of them think my students are all doing well therefore all is well.  

	Staff 

	Shortage of staff makes progress very slow.

	Due to our location in Myrtle Beach, classes do not begin again until Sept.  The curricula are in place; however, due to personal physical problems pertaining to staff, we are running a bit behind in CASAS certification.

	Staffing shortages have curbed our ability to stay on schedule.

	People are very sensitive about the data and how to interpret it.  It's also been difficult to access the staffs of many of our partner programs.

	It is extremely difficult to get our team together as we all work part time and from various locations.  However, once gathered we can move mountains!

	With data being collected at 10 different sites it has been difficult to keep everyone on the same page. The process has proven to be worthwhile. 

	Time

	Small staff (1 1/2 people).  It's difficult to get a committee of 4 people (volunteers) together at the same time to review and evaluate data.

	Time constraints plague many non-profit managers primarily due to the fact that many of them wear many hats.  However, the time spent on creating a database has really helped productivity and reporting at the very basic levels for the Bolivar County Literacy Council.

	The only difficulties we have encountered so far are technical issues with filming our DVD lessons, as well as the time consuming factor of it.  It still remains to be seen if difficulties will arise with the rest of our plan.

	Our database (LACES) is very difficult to use for creating reports and analyzing data.  Time seems to be our biggest difficulty.  No one on staff has extra time to investigate or implement new practices, especially when it involves spending several hours working with a dysfunctional database.

	Scheduling is the largest obstacle that we’ve experienced with regularly using decision-making teams.  Even trying to get together a small, core group of staff with varied and flexible work schedules has proven challenging.  

	Time and resources are of the essence and it is difficult to schedule meetings to share data. 

	The time of year could not be worse!! We are all on summer break! The two people involved are attending to much more important issues: NRS annual report; data preparation; GED graduation; no staff to "share" with. But we will muddle through!

	Our main difficulty came from the time constraint at the end of our program year.  Our schedule was very tight between the deadline for getting all the data in and our review meeting.  When there was a delay in the data deadline, it caused a delay in getting the data information to staff before the data review meeting.  We have had to rework our scheduled dates.  Originally we had the following scheduled: 6/19 Staff meet to:  (Everyone)  Review data  Analyze trends Determine changes to make Create FY 08-09 Action Plan  At our June meeting, we reviewed the data and identified areas that needed to be looked at to determine data accuracy.  At our first meeting in August, we will meet to analyze the trends, determine changes, and create our Action Plan for the year.  After this meeting, we should be back on schedule. 

	Miscellaneous

	Just knowing where to start and if the steps you are taking are going to prove useful or if you'll be starting over again from square one. 

	The focus of our planned improvements shifted from creating a math-specific tutoring component to strengthening our orientation and enrollment processes to help reduce our waiting list numbers and the numbers of learners who “slip through the cracks” waiting for the start of a semester.
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