
LifeWorks 
Meeting of the Board of Governors 

March 1, 2017 
 
Agenda 
 
3:00 Call to Order      Trisa Thompson 

3:00 Presentation of the 2016 Audit     Jason Belew, Atchley and Associates 

3:10 Presentation/Approval of DSHS Quality Management Plan Shelia Roemisch 

3:15 Adjourn to Strategic Planning Session   Trisa Thompson 
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Quality Management Plan (QMP) for DSHS Contracts 

 
Quality Improvement 
 
LifeWorks is committed to providing the highest quality of services to clients.  Since 2001, LifeWorks has 
been nationally accredited by the Council on Accreditation (COA).    The accreditation process requires a 
very rigorous evaluation of the agency against best-practice standards and examination by a peer review 
team trained in the standards.  The Council on Accreditation works with human service organizations 
worldwide to improve service delivery outcomes by developing, applying, and promoting appropriate 
best practice standards.  LifeWorks is one of only a few Central Texas organizations to achieve this 
accreditation.  LifeWorks is also a past recipient of the Austin Quality Award, which is based on Malcolm 
Baldridge Criteria.   
 
LifeWorks maintains a strong focus on assessing and improving the effectiveness of its programs with 
input from clients and other community members.  LifeWorks’ Chief Compliance Officer oversees 
implementation of quality activities, which are outlined in the agency’s Quality Improvement Plan.  A 
Quality Improvement Committee comprised of LifeWorks’s employees as well as community and Board 
representatives meets quarterly to review processes including: records review, critical incident reports, 
customer and employee satisfaction, program outcomes, and feedback from outside monitoring visits.  
Feedback from quality processes is used by programs to improve services.  LifeWorks Board of 
Governors also reviews information on program outcomes, as well as an annual summary of quality 
improvement activities.  
 
LifeWorks utilizes Efforts to Outcomes™ (ETO) secure, web-based software for client records 
management.  Access levels are controlled by LifeWorks within the software and staff are required to 
sign a confidentiality agreement before they are given user access.  ETO has strengthened our utilization 
review capability by providing easy access to information such as types of referrals, placements, and 
duration of services.  Data provided through this system allows programs to monitor quality and impact 
of services and make adjustments as needed.  It also helps LifeWorks identify need in the community 
and better advocate for our clients.  LifeWorks plans to incorporate tracking and analyses of incident 
reports into ETO within the next year.   
 

YPU and YPS Contracts 

Program Vision and Mission 

Vision:   

Youth will incorporate social and emotional learning skills in order to make healthy decisions regarding 
substance use and abuse and other risky behaviors. 

Mission:   

The program will provide all six Center for Substance Abuse Prevention (CSAP) prevention strategies to a 
target population of universal and selected youth to proactively address health and wellness for 
individuals, families and communities by enhancing protective factors and averting and precluding risk 
factors.  
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The program addresses this vision and mission by implementing prevention education classes and 
groups, facilitating alternative activities and prevention presentations, engaging in information 
dissemination, participating in community collaborations and providing referrals to appropriate services, 
as needed. 

Methods to measure, assess, and improve: 

o Implementation of evidence-based practices and research-based approaches to service 
delivery 

In order to implement evidence-based practices, LifeWorks has chosen two National Registry of 
Effective Prevention Programs (NREPP) curricula for its prevention education services:  Too Good for 
Drugs for a universal population and Curriculum-Based Support Group (Kids’ / Youth Connection) for a 
selective population.  The Program Director and Prevention Specialists meet with school administrators, 
counselors, and teachers at each school site at the beginning of the school year and/or semester, and 
with community site staff at the beginning of the summer session, to ensure that the curriculum or 
curricula will be implemented as designed, ie. that the number of required class and/or group sessions 
will be offered and that the curriculum will be delivered in the manner specified by the program 
developers.  

In order to implement a research-based approach to service delivery, LifeWorks employs all of the six 
Center for Substance Abuse Prevention (CSAP) prevention strategies.  Efforts are made to implement as 
many CSAP strategies as possible at each school or community site where prevention education services 
are offered to maximize prevention efforts with the youth and their families. Thus, in addition to 
prevention education instruction, LifeWorks provides alternative activities (both AOD and tobacco) to 
youth and adults; presentations on Minors & Tobacco and Alcohol & Other Drugs (AOD) to youth and 
adults as an environmental and social policy strategy; and information dissemination to increase 
knowledge of substance use and abuse, related prevention strategies, and HIV infection, tuberculosis, 
hepatisis, and sexually transmitted diseases as approriate to the target population.  LifeWorks also uses 
the Problem ID and Referral strategy to direct the community to the appropriate services when the 
prevention services offered at that campus or site do not meet the individual’s needs.  LifeWorks 
completes a Letter of Agreement with each school or community site where prevention education is 
offered to fulfill the community-based process CSAP strategy.   

In addition, LifeWorks offers the appropriate CSAP strategies at other school or community sites as well:  
alternative activities (both AOD and tobacco), presentations (Minors & Tobacco and Alcohol & Other 
Drugs), information dissemination, and Problem ID & Referral.    

Fidelity to the curriculum design is ensured through: curriculum training for all program staff, 
observations of prevention education classes and groups by the Program Director, review of the 
Program Director’s observation notes with each Prevention Specialist, completion of attendance and 
session/lesson tracking forms, and submission of monthly reports to CMBHS.   

Quality of service delivery is assessed through regular observations of classes, groups, activities, and 
presentations; supervision meetings with Prevention Specialists held a minimum of once a month; 
supervision meetings between the Program Director and Division Director held a minimum of once a 
month; team meetings held a minimum of twice a month; and regular communication with school and 
community site staff receiving prevention services.  
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o Progress toward goals 

Progress toward prevention goals is discussed at team and staff supervision meetings.  Any barriers to 
meeting the prevention goals are identified and analyzed and a team or individual staff action plan is 
developed as needed. 

A spreadsheet of quarterly goals with scheduled alternative activities and presentations to meet those 
goals is maintained by program staff and updated as needed.  The Program Director also maintains a 
Written Program Plan for both YPU and YPS contracts with more detailed information about the 
scheduled activities and presentations and updates the plans as needed.  A monthly table maintained by 
the Program Director and reviewed quarterly by the Chief Compliance Officer records the monthly 
program measures entered into CMBHS.  Curriculum outcomes are reviewed at team meetings and 
during supervision meetings to address any concerns and to develop an action plan if needed. 

The program engages in strategic planning each year to review the effectiveness of prevention service 
delivery, determine any needed changes, and address any anticipated challenges in the future. 

The Quality Improvement Committee engages in a continuous monitoring of agency and program 
processes.     

o Client satisfaction with the services provided 

LifeWorks provides all school and community site staff who have had services offered in their 
classrooms and/or with their students with an anonymous client satisfaction survey and a program 
evaluation survey upon completion of services.  Youth who are in 4th grade and older also complete a 
client satisfaction survey.  This information is compiled, reported to the Chief Compliance Officer and 
the Quality Improvement Committee, and reviewed by program staff.  Any needed changes or 
improvements are discussed during supervision and team meetings.  The team strategic plan and staff 
professional development goals may incorporate feedback from these surveys.  

o Service capacity and access to services 

The team of five full-time Prevention Specialists and Program Director determine the number of 
prevention education classes, prevention education groups, alternative activities, and prevention 
presentations needing to be scheduled each quarter to meet the target performance measures.  The 
program contacts schools and community sites in zip codes with a high level of risk factors to offer 
prevention education as well as the other CSAP prevention strategies.  School or community site staff 
meet with the Program Director to review the needs of youth at that site and determine the most 
appropriate services to meet the identified needs.  Once LifeWorks and the site have agreed upon the 
prevention services to be delivered to specific grade or age levels, any youth in that grade or age level is 
eligible to participate in the provided prevention services.  LifeWorks also contacts other schools and 
community sites to offer prevention activities and presentations and participates in community resource 
fairs to inform the community of available prevention services. 

o Client continuum of care 

LifeWorks serves the central Texas community with a continuum of youth services not found within 
another single agency.  The agency has three divisions:  Education and Workforce Development, 
Counseling, and Housing.  Prevention Specialists are able to refer community members to other 
LifeWorks programs as well as to other community agencies, including other prevention providers who 
offer indicated prevention services.  LifeWorks has written Memorandum of Agreements with one of the 
designated OSAR providers for Region 7, Bluebonnet Trails Community Services (BTCS), and with one of 
the designated Local Mental Health Authority providers for Region 7, Austin Travis County Integral Care, 
and provides referrals as appropriate for any client seeking substance abuse screening, assessment, 
intervention, or treatment services.  
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LifeWorks is able to track history of prevention education services as well as alternative activities and 
presentations offered at schools and community sites.   
 
The program evaluation survey does ask school and community site staff if they believe their site 
focuses adequate attention on substance abuse prevention activities.  This information can be helpful 
when meeting with school or community site administrators and requesting that the program be able to 
deliver alternative activities and presentations in addition to prevention education. 

o Accuracy of data reported to DSHS 

The Program Director reviews all required documention completed by program staff to ensure the 
accuracy of the data prior to submitting monthly and quarterly reports through CMBHS.  Monthly data is 
entered into Efforts to Outcomes™ client database by the 10th of each month for the previous month.  
The Program Director runs a data integrity report monthly and makes changes in the database to correct 
any errors or incomplete data.   

The Chief Compliance Officer reviews a sample of the monthly documentation on a quarterly basis to 
ensure that the key performance measures match the key performance measures entered into CMBHS 
and for timeliness, completeness, and accuracy of data entry for the DSHS programs.  The Program 
Director reviews the curriculum outcomes for accuracy to ensure they match the scored pre- and post-
surveys. 

LifeWorks ETO Database Administrators respond to service requests daily and meet monthly to address 
any outstanding issues and plan for any needed procedural changes. 

 

This Quality Management Plan was reviewed and approved by the LifeWorks Board of Governors: 

 

________________________________________________  __________________ 

Trisa Thompson Chair, LifeWorks Board of Governors   Date 
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I.  Introduction 

In accordance with LifeWorks’ mission to be a fearless advocate for youth and families seeking 
their path to self-sufficiency, LifeWorks is committed to providing the highest quality of services to our 
clients.  Every client, employee, and community stakeholder has the opportunity to influence the 
practices and services of the agency.  By collecting stakeholder feedback and analyzing program data, 
LifeWorks is able to evaluate and improve services, eliminate or reduce barriers, address areas of 
concern, create solutions, and build on our strengths.  
 

LifeWorks Performance and Quality Improvement (PQI) program includes a Quality 
Improvement Committee, a Director of Performance & Quality Improvement, and six PQI work groups 
focusing on client engagement, file review, program operations, risk management, human resources 
and training, and research. 
 

A.  Organization’s Philosophy of PQI     
 

LifeWorks has adopted a philosophy that places our clients at the center of all initiatives and 
quality improvement strategies. LifeWorks staff are always striving to improve services, incorporating 
new best practices, and constantly asking, “how can we better serve our clients.”  LifeWorks has 
invested resources into building a data infrastructure that allows us to collect, monitor, and evaluate our 
performance.  An essential component of LifeWorks PQI program is to involve all agency stakeholders, 
including clients, staff, governing board, and community members, allowing for a thorough evaluation of 
services, constructive conversations on how to improve, and accountability to implementing quality 
improvement initiatives.  

 
Over the past few years, LifeWorks has taken an in-depth look at our existing programs, 

evaluating their impact, and introducing evidence-based models and programs.  LifeWorks is committed 
to implementing evidence-based practices, wherever possible, which allows us to better serve our 
clients and better gauge the effectiveness of our work.  
 
B.  PQI Structure    
 

LifeWorks Performance and Quality Improvement program is composed of agency staff, 
governing board members, clients, and community volunteers.  Staff with varying experience and roles 
within the agency are represented within the QI structure.  (See attached PQI Work Structure) 

 
Overseeing LifeWorks PQI plan is the Quality Improvement Committee composed of LifeWorks’ 

Senior Management Team (Executive Director, Deputy Executive Director, Chief Financial Officer, Chief 
Development Officer, and Chief Program Officer, and Director of Performance & Quality Improvement) 
and at least one governing board representative.  In addition to the QI Committee, there are six work 
groups that focus on specific quality improvement related tasks. Each work group has a designated 
“owner” who is responsible for leading and documenting the group’s meetings and reporting to the PQI 
Director.  The PQI Director serves are the liaison between the work groups and the QI Committee, 
continually monitoring progress, adapting systems and processes as needed, evaluating progress, and 
streamlining quality improvement communication across the agency.  The PQI Director collects and 
summarizes work group data on a monthly and/or quarterly basis and reports to the QI Committee.   

 



 

LifeWorks PQI Plan  November 2016 

Each of the six PQI work groups has key tasks, performance indicators, and tools they use to 
monitor their progress. The Client Engagement work group is led by LifeWorks’ Director of Intake and 
Administration and meets on a quarterly basis.  Members of the Client Engagement work group include 
the Director of Research and Evaluation, representatives from each of LifeWorks’ service divisions 
(Housing and Homeless Services, Counseling, and Education & Workforce), administrative staff, and a 
community volunteer. The work group has a two-tiered approach to client engagement: (1) designing 
tools, surveys, and arranging meetings to allow for clients to provide input on service delivery and (2) 
analyzing client input and utilizing that data to make meaningful suggestions to the QI Committee on 
how to adjust programs and operations to better serve clients. The Key Performance Indicators (KPIs) 
tracked by this work group are Net Promoter Scores (are clients satisfied with services and would they 
use Lifeworks services again, if needed), and the number and types of client engagements. The Client 
Engagement work group documents their progress through documented client feedback and meeting 
minutes.  
 

The File Review work group is led by Division Directors of each service division. This group is 
responsible for reviewing a percentage of open and closed files quarterly for each program to ensure 
data completeness and quality of service.  Results are reported to the PQI Director to ensure corrective 
action. The Key Performance Indicators for the File Review work group include the number of files 
reviewed and actionable items, along with any findings by outside auditors. The working group’s 
progress is documented through file review reports and audit findings.  
 
 The Program Operations work group is led by the Chief Program Officer and includes Division 
Directors, and Program Managers. This group meets monthly to review program/department 
dashboards.  Examples of Key Performance Indicators tracked include average length of stay, average 
caseload, HMIS data scorecard results (Housing); number of appointments scheduled; percentage of no-
shows, number of referrals, number of groups conducted (Counseling); class attendance; progress on 
TABE scores; percentage of clients employed 30 days or more (Workforce/Education).  The Program 
Operations work group uses a variety of tools including database queries, APD crime reports, HMIS 
scorecards, and minutes from monthly meetings to document progress and action items. 
 
 The Risk Management work group is led by the PQI Director and includes the Chief Financial 
Officer, Deputy Executive Director, Chief Human Resources Officer, Director of Information Technology , 
the Director of Facilities and Maintenance, Chief Program Officer, and Director of Grants and Contracts 
Compliance. The Risk Management work group meets quarterly and the agenda includes a review of 
critical incident reports, grievances, legal, facilities, insurance, and technology issues, and findings from 
any outside audits. Key Performance Indicators include the number and type of critical incidents and the 
number and type of findings from external audits requiring corrective action.  In addition to quarterly 
meetings, this work group conducts an annual Risk Assessment, including review of Lifeworks 
Technology Plan and HIPAA Privacy and Security practices.  Bi-annually, the Director of Grants and 
Contracts Compliance reviews program outcomes for city and county funding and action steps for 
programs that are significantly under or over target.  Progress and performance of the Risk Management 
work group is documented through incident action plans and meeting minutes.   
 
 The Human Resources and Training work group is led by the Chief Human Resources Officer and 
includes the Deputy Executive Director, PQI Director, Education/Workforce Division Director, and a 
program representative. This work group meets at least bi-annually and is responsible for designing and 
implementing staff onboarding procedures, creating the annual managers’ training calendar, 
implementing an annual employee survey, and conducting a semi-annual training survey.  This work 
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group is also responsible for monitoring employee turnover.  The Key Performance Indicators are the 
number and types of trainings provided, employee survey results, and staff turnover percentages.  This 
work group uses training records, survey tools, and meeting minutes to document progress.  
 
 The Research work group is led by the Director of Research and Evaluation and includes the 
Deputy Executive Director, PQI Director, Research Assistant, University liaison, governing board 
representative, and the Director of Public Grants. This work group meets quarterly to monitor current 
evidence-based program fidelity, explore best practices and evidence-based program models, propose 
new focus areas for research and analysis, disseminate findings internally and externally, and ensure 
research protocols are followed.  The Research work group also monitors staff certification in the use of 
the Self-Sufficiency Matrix, ensuring the tool is being used correctly and consistently by staff.  Key 
Performance Indicators for the Research work group include client progress towards self-sufficiency and 
results of fidelity reviews. The work group uses client SSM ratings, staff SSM certification scores, fidelity 
reviews, and meeting minutes to document their progress.  
 
  
C.  Stakeholders   
 

The QI Committee and work groups described above engage a variety of stakeholders, including 
staff with various roles (management, direct services and administrative), representatives from the 
agency’s governing body, and community members.  In addition to participating directly in QI work 
groups, stakeholders are also engaged through the activities of the work groups.  For example, the Client 
Engagement work group interacts with clients to assess their satisfaction with services and gather their 
input on service delivery. The Program Operations work group analyzes program data and involves 
program staff in implementing changes to impact the quality and efficiency of service delivery.  The Risk 
Management work group monitors critical incidents and, in response, works with local law enforcement 
to implement safety procedures and training.  The HR & Training work group incorporates staff feedback 
through the annual Employee Survey, training surveys, exit interviews, and direct input.  Lastly, the 
Research work group disseminates findings to external stakeholders through published reports that are 
shared with local courts, universities, and across a national audience. These strategies allow for 
stakeholders to be involved at all levels of feedback and quality improvement.   
 
D. Overview of the Improvement Cycle 
  
 LifeWorks utilizes the Plan-Do-Check-Act model of continuous improvement.  Stakeholder feedback 
is collected through surveys, focus groups, and through meetings with community members and the 
agency’s governing board.  Summary data from surveys and working groups is shared with management 
and other relevant stakeholders, including the Quality Improvement Committee.  When areas for 
improvement are identified, an action plan is created that includes ownership and a timeline for 
implementation.  Action Plans are reviewed periodically by management and/or the PQI Director to 
ensure that changes are implemented and to assess whether further action is needed. 
 

II.  Measures and Outcomes 
 
A. Client Outcomes    
 
LifeWorks measures a variety of outcomes for its 15+ programs/services.  Many of the outcomes we 
track are defined by funders.  Examples of client outcomes include: discharge to safe and stable housing 



 

LifeWorks PQI Plan  November 2016 

(Housing); improvement in presenting issue (Counseling); and achievement of employment goal 
(Workforce/Education).  In addition to funder-defined outcomes, LifeWorks also tracks progress towards 
self-sufficiency as measured by the Arizona Self-Sufficiency Matrix for our core service population (ages 
16-26).  This outcome measure is reviewed regularly by both Board and management to assess impact 
of services. 
 
B. Program Results / Service Delivery Quality    

 
As a part of LifeWorks monthly dashboard report, the agency tracks multiple performance indicators 
around quality of service delivery including intake, availability, efficiency, safety, and timeliness.  The 
agency regularly surveys clients to gather data around client satisfaction, including whether or not 
clients feel they are treated with respect, quality of services, and cleanliness/safety/accessibility of 
service location. 

 
C.   Management / Operational Performance     

 
LifeWorks completes an inclusive strategic planning process every 4-5 years.  This results in an 

action plan that includes strategic goals, assigned leads, and a timeline for completion.  Progress is 
monitored by management and the Board throughout the year to ensure the goals identified in the 
strategic plan are being met.   

 
LifeWorks Division Directors, Program Managers, and program staff also participate in an annual 

vision/short-term planning meeting that allows for review of successes and challenges and planning for 
future program needs.  These meetings may also lead to new funding initiatives or program evaluations.  

 
D. Compliance with External Regulatory Requirements and Other External Reviews  
 

LifeWorks has multiple controls and systems in place to ensure compliance with federal, state 
and local laws and regulations.  Key staff in Finance, Grants & Contracts, and PQI and Program 
Management are qualified by training and experience to monitor and assess compliance, and the agency 
does not hesitate to consult with legal or other outside expertise when needed.   
 
 

III.  PQI Operational Procedures and the Improvement Cycle 
 
A. PQI Data Management Procedures 
 

LifeWorks is a learning organization that is data-driven and evolving towards more evidence-
based programming.  The Board of Governors and leadership work to ensure clarity of purpose through 
strategic planning and establishing a performance culture.  Our goal is to engage in the disciplined used 
of information to provide the most effective, efficient, and impactful services and to continue to 
improve over time.  To that end, LifeWorks is committed to continually reviewing and refining our data 
collection system to prioritize and stay focused on what matters, and to leverage technology to simplify 
processes whenever possible.  
 
 
 
 



 

LifeWorks PQI Plan  November 2016 

 1. Data Collection and Aggregation    
       

All LifeWorks clients complete a centralized intake process which includes standardized intake 
questions and completion of the Self-Sufficiency Matrix. The Self-Sufficiency Matrix is also 
administered on a quarterly basis through services to monitor progress.  Client data is entered 
into a secure electronic data system at Intake and throughout services.   
 
To ensure quality and completeness of client records, all programs review a sample of open and 
closed client records each quarter.  Depending on the Division, files may be reviewed with the 
program, or across programs.  Staff do not review their own client records.  Selection methods 
vary by program, depending on size and location.  Files are reviewed using a standard checklist 
of required items.  Any deficiencies are noted in writing and are to be corrected within 30 days 
of the review.  A random review of follow-up items from the previous review is done each 
quarter to ensure completion.  Documentation of file reviews and action items is routed to the 
PQI Director quarterly. 
 

 
 2.   Data Review and Analysis   
 

Program managers run Data Integrity queries at least monthly to monitor completeness and 
accuracy of client data and make needed corrections.  LifeWorks Data Quality & Reports Specialist 
develops queries as needed and provides additional training and support to staff around data 
entry and reporting.  The PQI Director and Director of Research & Evaluation also frequently 
monitor data for completeness and quality and to measure the impact of services. 

 
 
B.   Using Data     
 

LifeWorks prioritizes collecting data that will provide the most useful information for measuring 
impact of services and for identifying areas for potential improvement.  Data is frequently monitored 
and decisions are made about appropriate actions to take by relevant stakeholders, including 
management and the Board of Governors.  When appropriate, input from community stakeholders may 
also be incorporated in decisions for action based on the data.  Senior management monitors any 
planned improvements and communicates expectations around implementation and sharing results 
with program staff. 
 
 
C. Assessment of the Effectiveness of the PQI System     
 
 LifeWorks PQI Committee reviews the PQI Plan annually to evaluate the effectiveness of PQI 
systems and implement recommended changes. 
 

IV. Planning Ahead 
 
 The PQI Director shares an annual PQI summary with the PQI Committee and Board of 
Governors and any feedback is incorporated and prioritized for the following year’s goals. 
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LifeWorks: Strategic Business Planning 

Board Worksession  

March 1, 2017 

AGENDA 

Session Goals:  

 Develop common understanding of the current challenges and opportunities facing LifeWorks 

 Define preliminary strategic goals and priorities for 2017 – 2021 

 
3:00 pm Welcome & Framing        

          
3:05 pm Introductions 

 
3:25 pm Context for Strategic Planning   
 
4:05 pm Key Issues: A Deeper Look (with a break at 5:00ish) 

1. Program, Quality and Innovation 

2. Sustainable Funding 

a) Medicaid/Insurance Billing 

b) Sustainable Philanthropy 

3. Research and Evaluation  

4. Strategic Communications 

 
6:15 pm Discussion:  Strategic Priorities   
 
6:45 pm Next Steps      
 
7:00 pm Adjourn                                                                  

 

 

  



 

1.  Program, Quality and Innovation 
Board Worksession Strategic Planning Discussion 

Key Strategic Planning Question:  Do LifeWorks services move clients to our self-sufficiency goals, and do 
agency systems support continual improvement and innovation? 

Objectives of Small Group Conversation: Review alignment of programming and aspirational self-sufficiency 
metrics, discuss gaps in systems to support data-driven improvement, innovation and sustainability, and 
begin to define objectives for next 3 years. 

Draft Impact Statement: LifeWorks services move vulnerable youth towards self-sufficiency, and agency 
systems support continual improvement, innovation and sustainability. 

Current Reality 

Current Continuum:  LifeWorks offers a continuum of wrap-around services to assist clients in achieving 
self-sufficiency.   

  
 
 
 
 
 
 
 
 
 
 
 
Measurable Impact:  Client assessment and service evaluation is based on common scale of self-
sufficiency across 24 domains. LifeWorks has identified 3 aspirational goals for client self-sufficiency 
which represent a scoring of 4 on the Self-Sufficiency Matrix: 

 Housing: Household is in adequate subsidized housing  

 Employment: Employed full time with adequate pay and benefits  

 Mental Health: Minimal symptoms and slight impairment in functioning  

Strengths 

 Accreditation through the Council on Accreditation for Services to Children and Families has been 
maintained for the last 15 years with standards addressing every aspect of service delivery, 
governance, administration, quality improvement and fund development. 

 Client feedback on quarterly survey is overwhelmingly positive, with significant commendation from 
motivated individuals who feel like they are getting somewhere.  

 Single point of intake allows holistic review of client needs and goals. 

 Full range of services (Housing, Counseling, Workforce development/Education) allow for 
comprehensive response to barriers to self-sufficiency.  

Counseling 

Program Number 
Served 

Youth and Adult 
Counseling 

1100 

Shared Psychiatric 
Services 

285 

Resolution 
Counseling 

500 

Community Based 
Peer Support and 
Counseling 

150 

 

Education/Workforce 
Program Number 

Served 

Next Step 836 

GED/Literacy 150 

Workforce 60 

Life Skills Training 130 

Foster Care 
Transitional 
Services 

215 

Teen Parent 
Services 

80 

Case Management 
Pilot 

20 

 

Housing 
Program Number 

Served 

Street Outreach 200 

Emergency 
Shelter 

150 

Transitional 
Living 

13 

Rapid Rehousing 38 

Young Parents 
Apartments 

38 

Permanent 
Supportive 
Housing 

24 

 



 Data-driven evaluation using results from the 24-point Self-Sufficiency Matrix can provide insight on 
whether programs and services individually and collectively are supporting youth in achieving self-
sufficiency.  

 Innovations in implementing evidence-based programming (Workforce, Shared Case Management) 
and customer service (Centralized Intake) have resulted from focus on Self-Sufficiency Matrix data. 

 Collaborative approach to ending youth homelessness resulted in meeting community goals for the 
100-day challenge and securing a significant HUD grant to continue the effort. 

Challenges 

 Current technology (CRM) tools do not provide data to program management and front-line staff in 
a manner that allows them to identify and implement direct service level improvements.  

 Although data-driven information allows for targeted program evaluation and improvement, there is 
not a systematized way to proactively use data gathered to identify and implement improvement 
opportunities.   

 Some of the recent innovations to systems and practices, such as Shared Case Management and 
SSM, have had implementation challenges, such as unpredictability of funding and process 
ambiguity.  While commitment to the underlying intention of these innovations remains, 
implementation practices or resource allocations may need to be revised in order to promote 
sustainability and achieve the desired impact.   

 There is a tension for program staff between having the flexibility to be responsive to individual 
client needs/crisis intervention and collecting the data necessary for program evaluation. 

 Leadership staff capacity is stretched between innovation and strategic partnerships and day to day 
operations. 

 Scalability of programming is most often dependent on opportunity rather than intention.  

 Internal culture is evolving around what it means to be “data-driven” versus “client-focused.” 

Opportunities 

 New CRM and phone technology has potential to address issues around time/effort with data and 
client services. 

 Evaluating number/percent of clients who achieve or make progress towards aspirational self-
sufficiency metrics provides data necessary for program evaluation/improvement and informing 
best practices.   

 Interim markers that demonstrate progress towards the aspirational targets would enable LifeWorks 
to demonstrate ROI/SROI to funders, policy makers, and others.    

 Strategic partnerships around Ending Youth Homelessness can be further leveraged to support, 
magnify and sustain self-sufficiency. 

Questions for Discussion 

1. Do you have any questions or need any clarification? 

2. As a board, what additional information or data do you need to understand Key issues around 
programs and supporting systems?  

3. Given what you know now, what do you think our top priorities should be for the next three years?   



 

2A.  Sustainable Funding: Medicaid/Insurance Billing 
Board Worksession Strategic Planning Discussion 

Key Strategic Planning Question: What earned-revenue strategy is necessary for ensuring sustainability 
of behavioral health services?  

Objectives of Small Group Conversation: Receive information on the opportunities and challenges 
associated with billing insurance for Behavioral Health Services and give directive on what additional 
information is needed before moving forward. 

Draft Impact Statement: LifeWorks will sustainably fund critical behavioral health services for youth and 
families by increasing Medicaid/insurance billing. 

Current Reality 

LifeWorks is working to identify how to sustainably fund critical behavioral health services by increasing 
Medicaid/insurance billing and creating a sustainable “braided” model that incorporates grants, billing, 
and philanthropy. To this end, LifeWorks has hired a consultant to design a transition plan to maximize 
insurance billing without sacrificing quality and accessibility, and to explore potential partnerships 
between nonprofits and healthcare entities to leverage the strengths of both.   

Strengths 

 Survey results from both board and staff indicated sustainable funding should be the top priority 
of the organization. 

 Public funding losses over the last 18 months have had both a programmatic and morale impact 
(increased feelings of vulnerability). 

 Working with the Meadows Mental Health Policy Institute to develop a sustainable funding model 
for mental health services is supported by board members and staff. 

o Project completion date is scheduled for March 2017. 

 Strong third party billing partnership. 

Challenges 

 Although sustainable funding was a priority for board and staff, Medicaid and insurance billing was 
not recognized as a top priority in surveys and interviews. 

 Implementing expanded Medicaid and insurance billing will require significant infrastructure 
development and potentially significant changes to clinical workflow and utilization and amend 
our way of doing business in affected programs. 

 If a certain threshold of reimbursement is met, it may warrant bringing billing in house 
which would require additional system and tool enhancements. 

 Costs associated with implementing a billing system as well as expected revenue are being 
developed by Meadows Mental Health Policy Institute and will be included in the final 
report.  

Opportunities 

 Looking to expand earned-income opportunities positions the organization to remain financially 
strong amidst federal funding uncertainties. 



 Improved phone system and CRM may help improve processes, track how people flow through 
the system, and enable improved efficiencies in service and prospective billing. 

 Some of the youth at LifeWorks, especially those who are aging out of foster care, have Medicaid 
and therefore could be covered through Medicaid/insurance billing rather than grant funding. 

 In addition to behavioral health services, some of the services LifeWorks is currently providing in 
the supportive housing and supportive employment programs are potentially billable under 
Medicaid. 

 The centralized intake system could be used to identify what programs individuals qualify for 
through insurance and Medicaid. 

 There could be an opportunity for LifeWorks to partner with another community organization, 
such as Peoples Community Clinic, to increase billing rates and/or expand services. 

Questions for Discussion 

1. Do you have any questions or need any clarification? 

2. As a board, what additional information or data do you need to understand before LifeWorks 
considers expanding Medicaid/Insurance billing. 

3. What questions would you want answered before moving forward with this initiative? 

4. Given what you know now, what do you think our top priorities should be for the next three years? 

 

  



 

 
2B.  Sustainable Funding: Sustainable Philanthropy 

Board Worksession Strategic Planning Discussion 

Key Strategic Planning Question: How can LifeWorks maximize benefits of its Sustainable Philanthropy 
model to build operational revenues and the endowment? 

Objectives of Small Group Conversation: Identify additional tools, trainings, and supports needed to fully 
implement and build buy-in for Sustainable Philanthropy implementation and growth. 

 Draft Impact Statement: LifeWorks’ Sustainable Philanthropy model provides a predictable base of 
operational support and grows an endowment. 

Current Reality 

LifeWorks is 18 months into implementation of its Sustainable Philanthropy model, which utilizes the 
Benevon Model for development of a base of multi-year major donors. The model’s pipeline focus on 
long-term cultivation of donors has entailed significant shifts in both board and staff roles. The first year 
was highly successful, culminating in a $1.2m luncheon, which reflects participation of many long-term 
donors.  Staff and key committee members believe that the pipeline approach is developing a new base 
for this year’s luncheon, which is in May. There are currently 100 Legacy Circle members (minimum of 
$1000 per year for 5 years). 

Strengths 

 Leadership in Austin’s movement to End Youth Homelessness has provided both public awareness 
of LifeWorks’ impact and a powerful aspirational goal for donors in the pipeline. 

 Agreement that developing sustainable revenue sources is a top priority across board members 
and staff. 

 Ensuring success of the Sustainable Philanthropy model was identified by the LifeWorks board and 
staff as a priority.  

 Faces of LifeWorks tours are regular, well-attended and well-received. 

 Incorporating Youth Ambassadors in tours has been extremely successful. 

 Major Gifts Officer is hitting his stride. 

 Website is built to drive viewers to Faces of LifeWorks. 

 Legacy Circle donors are typically a donor type that can be built up to pursue endowment 
campaigns. 

Challenges 

 The Sustainable Philanthropy model is a time intensive, long game strategy that needs discipline of 
execution and 100% participation. 

 Success of the model depends on constant supply of new tour attendees. 

 Unclear if there is complete Board comfort with the Benevon Model as the methodology does not 
come naturally to all. 

 Board members did not all receive thorough Benevon Model training which makes it difficult for 
some to understand the strengths of the model or how to apply it. 



Opportunities 

 LifeWorks leadership in the community plan to end youth homelessness and the construction of The 
Works II are opportunities for donors to see larger scale impact of the organization. 

 Develop a long-term plan to grow the endowment. 

 If the pipeline continues to grow, the model can expand the number of major gifts officers to 
ensure cultivation. 

 Create a clearer message on LifeWork’s impact that is unique to specific segments of the donor 
population and develop an outreach and communications strategy based on that. 

 While the Benevon Model is not as focused on building large numbers of corporate sponsors, it does 
allow for sponsors to be a part. 

Questions for Discussion 

1. Do you have any questions or need any clarification? 

2. As a board, what additional information or tools do you need to understand key issues and 
participate in sustainable philanthropy? 

3. Given what you know now, what do you think our top priorities should be for the next three years? 

  



 
 

3.  Research and Evaluation 
Board Worksession Strategic Planning Discussion 

Key Strategic Planning Question: What is the vision and intended impact our research and evaluation 
and how does it strengthen LifeWorks service delivery and promote scaled impact? 

Objective of Small Group Conversation: Achieve consensus on research/evaluation primary purpose for 
next 3 years (service improvement, best practice definition and advocacy). 

Draft Impact Statement: Research and Evaluation drive innovation, inform best practices, and 
measurably demonstrate the impact of LifeWorks services. 

Current Reality 

LifeWorks’ comprehensive approach to evaluation includes a standardized intake process, a holistic 
outcome measure that is completed at regular intervals, and an array of program-specific measurement 
tools.  LifeWorks’ Centralized Intake team completes the comprehensive intake process for all clients 
seeking counseling or case management services.  Program staff are responsible for updating clients’ 
information as their circumstances change over the course of service delivery. 

LifeWorks’ primary outcome measure, the Self-Sufficiency Matrix, assesses 24 different aspects of 
clients’ lives on a 5-point scale, ranging from “In Crisis” to “Empowered.” The tool is completed at 
program entry, at quarterly intervals, and at program exit, allowing staff to track the changes that clients 
make across each of these life domains during their time in services.  Additionally, by identifying the 
areas of clients’ lives in which they are “in crisis” or “vulnerable,” the tool can also be used to inform 
staff’s service planning efforts.  

Finally, each program tracks a range of outputs and outcomes to provide a more nuanced understanding 
of its unique impact.  Some of these indicators are determined by funders (e.g., HMIS data elements), 
whereas others are standardized measures selected by LifeWorks to assess youth’s socioemotional 
skills, mental health, and other constructs. 

Because of these data collection efforts, LifeWorks released its first white paper in 2016, which garnered 
significant attention at the local, state, and national level.  A second white paper utilizing data collected 
from the Self-Sufficiency Matrix is scheduled to be released this spring (and will ultimately be converted 
into a manuscript for publication).  Additionally, LifeWorks staff have presented key findings and 
recommendations at multiple national conferences, which has attracted the attention of organizations 
and communities across the country that are seeking to implement comparable data initiatives. 

Strengths 

 LifeWorks is consistently seen as a data-driven organization.   

 Funders indicated that knowing data underlies decision-making gives them confidence to take risks 

on new/innovative programs/services at LifeWorks. 

 Completion of the Self-Sufficiency Matrix, and standard policies for implementation, allows 

LifeWorks to systematically evaluate individual progress as well as trends in progress across all 

clients.  

Challenges 



 There are a number of practical challenges associated with conducting rigorous research/program 

evaluation, including staffing constraints, technological limitations and relaxed systems, all of which 

impede the sustainability of data-related initiatives. 

 At every level of the organization, there is cultural ambiguity regarding how data informs decision-

making. 

 Staff concern that as the organization becomes more professional/data-driven, the ability to stay 

client-centered diminishes. 

 Some of the recent innovations to systems and practices, such as Shared Case Management and 

SSM, have had implementation challenges, such as unpredictability of funding and process 

ambiguity.   

 There is a tension in the organization between focusing on direct service/local impact and 

aspirational thought leadership impact. 

 Reporting requirements associated with individual grants or contracts require data collection that 

can be/or appear to be duplicative for front-line staff (though research and evaluation staff are 

negotiating changes with funders to resolve this to the greatest extent possible). 

Opportunities 

 Numerous conference presentations and the recent white paper on the opportunities and 

challenges facing former foster youth garnered significant attention, opening the door for 

increased systems-change and policy advocacy. 

 LifeWorks has experienced early success in leveraging data to inform services and 

streamlining/refining service delivery systems and is well-positioned to continue adopting 

evidence-based practices and programs. 

 LifeWorks’ data initiatives and system changes have attracted the attention of funders, 

government stakeholders, and other service providers (many of whom have requested technical 

assistance), increasing LifeWorks’ potential thought leadership. 

Questions for Discussion 

1. Do you have any questions or need any clarification? 

2. As a board, what additional information or data do you need to understand our research and 
evaluation initiatives?  

3. Given what you know now, what do you think our top priorities should be for the next three years?  
(e.g., demonstrating/refining impact of our programs, generating additional research on 
challenges/opportunities associated with at risk youth, achieving evidence-based status for some 
services/programs)? 

  



 
 

4. Strategic Communications 
Board Worksession Strategic Planning Discussion 

Key Strategic Planning Question: What is LifeWorks’ end-goal around external communications?   

Objectives of Small Group Conversation: Understand existing building blocks, establish goals for 
external communications and identify and prioritize strategies and resource needs moving forward. 

Draft Impact Statement:  To be determined. 

Current Reality 

Strengths 

 LifeWorks’ brand is known with local stakeholders - meeting youth where they are combined with 

relentless dedication to data-informed decision-making - create a unique and compelling message 

of hope and impact. 

 Stories of transformed lives and impact on individual youth create a platform for strategic 

communications that speak to philanthropists, policy makers, and prospective partner 

organizations.  

 Youth have been increasingly central in “telling the story” through tours, presentations and 

advocacy efforts. 

 The 2016 Vulnerabilities & Opportunities Report was well received by funders, policy makers and 

constituents. 

 Expanded focus on research and evaluation has garnered interest and attention by state policy 

makers and organizations across the county who are eager to learn about LifeWorks and hear 

recommendations for policy and practice improvements to support youth self-sufficiency.  

 Newly designed website reflects desired “heart and head” brand and can be updated with greater 

ease. 

 Strong social media presence. 

 Excellent local media relations. 

Challenges 

 Staff & Board ranked “increasing communications/marketing efforts” one of the lowest when 

thinking about activities critical to LifeWorks’ success. 

 There is a tension in the organization between focus on direct service/local impact and 

aspirational thought leadership impact. 

 LifeWorks currently does not have a marketing department or the systems in place to develop or 

implement a communications plan.  

 There is no clear sense of what the organization is trying to accomplish or who the intended 

audiences are. 



 Many of the current external communications requests are being managed by senior leadership 

and can be at risk for spreading leadership too thin. 

 Media handled almost exclusively by ED. 

 Brand identity is uneven locally – lots of potential donors have not heard of us. 

Opportunities 

 Faces of LifeWorks provides effective point of engagement for donors. 

 LifeWorks is considered a thought leader in the community. 

 There is an opportunity to build on the success LifeWorks had with the most recent white 

paper and numerous conference presentations to share learnings and research with a 

broader audience 

 Opportunity to expand knowledge of LifeWorks. 

 Community Awareness/Engagement: Though the organization works well with existing 

constituents and partner organizations, there is an opportunity to get the LifeWorks name 

out in the community.  

 Marketing and external communications can reach a large/new base of individuals who 

are behind the LifeWorks mission. 

 Increased opportunities and request to share learnings & success of LifeWorks beyond the Central 

Texas area.   

 Over the past few years, there has been an increase in the number of external requests for 

LifeWorks to act as a policy and systems change advocate.  

 Requests are both local and national (participation in state/federal advocacy). 

 

Questions for Discussion 

1. Do you have any questions or need any clarification? 

2. As a board, what additional information or data do you need to understand our external 
communications issues?  

3. Given what you know now, what do you think our top priorities should be for the next three years?   

 


