The Case for Dedicated Continuous Quality
Improvement (CQI) Oversight in Adult
Probation Departments

Why CQI Matters

Adult probation departments operate in a complex environment where public safety,
rehabilitation, and accountability intersect. Continuous Quality Improvement (CQI) is more
than a compliance tool—it is a strategic framework that ensures evidence-based practices
are implemented with fidelity, outcomes are measured consistently, and resources are
used effectively. Strong CQI processes contribute to increased public safety, reduced

incarceration, and meaningful cost savings.

Without a structured CQI approach, departments face risks such as inconsistent service
delivery, inefficiencies, and missed opportunities to improve outcomes for individuals and
communities. Dedicated CQI oversight provides the infrastructure needed to monitor
performance, strengthen practices, and support a culture of learning and improvement.

Core Purpose and Process

The purpose of CQI is to systematically strengthen outcomes such as successful
completions, reduced revocations and recidivism, and improved restitution or fee

compliance, while ensuring practice is consistent, evidence-
aligned, and efficient. CQI provides a structured way to protect
fidelity to evidence-based methods, reduce unnecessary variation,
and minimize waste in time, resources, and avoidable revocations.
At its core, CQI creates a learning system where data drives
decisions, staff are supported in improving practice, and agencies
can demonstrate impact with confidence. Key aspects of a
comprehensive CQI approach include:

Performance Measurement & Analytics

Just as departments routinely
assess and refresh defensive
tactics and firearms skills, it is
equally important to measure
staff competencies and provide
ongoing opportunities for
growth and development.

e Define a focused set of meaningful outcomes and key performance indicators (e.g.,
participant success, practice fidelity, timeliness, equity, and system efficiency).

e Develop reliable, repeatable reporting tools for all levels of the organization. Create
automated dashboards and recurring reports (weekly/monthly/quarterly) tailored

to line staff, supervisors, leadership, and stakeholders.

Pennsylvania Partnership
P P I for Criminal Justice
Improvement




Conduct trend, cohort, and disparity analyses to understand patterns and equity
impacts (e.g., examine outcomes by risk level, judge, region, or demographic group
to identify where practice is strong, where disparities exist, and where targeted
improvement efforts are needed).

Run root cause analyses on spikes in violations, revocations, or failure to appear to
identify underlying drivers and develop corrective actions that address the true
source of the issue.

Evidence Based Practice (EBP) Implementation

Plan and implement new initiatives with intention and structure.

Provide analytic insight to help leadership establish meaningful short- and long-
term goals, and develop methods to track progress towards them.

Translate research (Risk-Needs-Responsivity, Core Correctional Practices, dosage
probation) into clear standard operating procedures with checklists and workflows
that staff can consistently apply.

Protect the integrity of the risk/needs assessment processes by monitoring inter-
rater reliability, ensuring timely reassessments, and reinforcing proper scoring
practices.

Ensure risk-aligned supervision models that match intensity to risk, increasing
dosage for higher risk individuals while streamlining requirements for those
assessed as low risk.

Fidelity & Quality Assurance

Conduct structured case audits to assess practice quality, by reviewing random
samples of cases for motivational interviewing skills, case plan quality, violation
responses, documentation accuracy, and alignment with evidence-based
expectations.

Maintain fidelity checklists for risk assessments and interventions and use them
consistently to support high-quality practice.

Recommend coaching based on audit trends, not just compliance, to identify
strengths, skill gaps, and opportunities for coaching with an emphasis on the quality
of interactions.

Continuous Improvement Cycles

Lead Plan Do Study Act (PDSA) cycles on targeted challenges, such as late
assessments, revocation backlogs, or restitution collection barriers.
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Map and streamline key processes by analyzing
workflows from court order to discharge, identifying
bottlenecks or non-value added steps and redesigning
processes to improve timeliness, consistency, and
participant experience.

Policy, Training, & Change Management

Serve as a subject-matter expert for evidence-aligned
practice.

Write or revise policies and convert them into user
friendly job aids, flowcharts, and quick-reference guides
that support day-to-day implementation.

Offer individualized feedback and coaching to officers
and management, reinforcing strengths and supporting
growth in areas needing improvement.

Deliver targeted micro-trainings and skill boosters that
reinforce key skills and support ongoing professional
development.

Conduct after-action reviews following pilots or
changes utilizing structured reflection to identify
lessons learned, refine processes, and strengthen future
implementation efforts.

Technology & Data Governance

Collaborate with vendors to strengthen case

Pennsylvania CQI Wins Include:

Risk-aligned supervision
practices

Sustained implementation of
key initiatives

EBP becoming routine in daily
work

Higher quality assessments
and improved scoring
accuracy

Improved motivational
interviewing skills
Successful acquisition of grant
funding

More consistent and
coordinated training
Research support for new
initiatives

Clear measurement of
outcomes for current efforts
Increased staff engagement
and buy-in

Reduced supervisory
workload and stronger
supervisor support

management systems by improving data fields, validation rules, automation, and

user workflows to support accurate, efficient documentation and reporting.

Establish strong data governance practices, by creating data dictionaries, standard
definitions, and data quality routines to ensure consistency, reliability, and

transparency across the department.

Equity & Legal Compliance

Monitor outcomes for disparities and promote equitable practice by regularly
analyzing data to identify racial, geographic, gender-based or other disparities in
outcomes and ensure conditions, expectations, and graduated responses are applied
consistently and equitably across individuals and supervision teams.
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e Align practices with state law, court directives, and departmental policy, and
support staff in applying these requirements accurately and consistently across
cases.

Reporting & Stakeholder Engagement

e Provide executive-level summaries with actionable items using clear, concise
monthly or quarterly summaries that highlight trends, identify areas for
improvement, and outline recommended action steps for leadership.

e Support grant compliance through accurate data collection and reporting, ensuring
reports are submitted timely, accurately, and are aligned with funder expectations.

e Collaborate with internal and external partners (courts, treatment providers,
pretrial services, reentry partners, and evaluators) to share data, align expectations,
and support system-wide improvement efforts.

While many departments recognize the value of CQI, the work is often assigned to staff who
already carry full caseloads or administrative responsibilities. Without dedicated capacity,
CQI efforts become fragmented, reactive, or unsustainable. Currently, only a small number
of counties in Pennsylvania have dedicated CQI positions, which significantly limits a
department’s ability to:

o Monitor fidelity to evidence-based practices and ensure staff are delivering
interventions as intended.

e Analyze performance data to support informed, timely decision-making.

o Drive innovation and adapt to emerging research and best practices.

A dedicated CQI position provides the structure needed to build a true learning
organization. With focused oversight, departments gain:

e Focused leadership for quality and improvement initiatives. Someone who
wakes up every day thinking about practice, outcomes, and system performance.

o Reliable data collection, analysis, and interpretation. The ability to identify
trends, gaps, and areas for improvement that can be translated into action.

o Sustainable improvement cycles aligned with organizational goals. A
continuous rhythm of planning, testing, evaluating, and refining that strengthens
practice over time.

Investing in dedicated CQI oversight is an investment in accountability, staff development,
and improved outcomes for the individuals and communities served. It ensures that quality
is a core function of the department’s mission.

Pennsylvania Partnership 4
P P I for Criminal Justice
Improvement



Strategies for Implementing CQI Using Existing Resources

Even without new positions, departments can take practical, achievable steps to embed CQI
into daily operations. The following strategies help agencies build momentum, strengthen
practice, and cultivate a culture of improvement using the resources they already have.

Strategies used in Pennsylvania to

Obtain CQI Positions:

Realignment of staff
following caseload
reductions under risk-based
supervision models
Upgrading existing positions
to include CQI functions
Demonstrating the
anticipated benefits and
organizational impact of a
CQI role

Leveraging grant funding or
supervision fee revenue to
support the role

. Form a CQI Committee

Create a cross-functional team to oversee quality
initiatives, review data, identify trends, and
recommend improvements.

J Leverage Supervisors as CQI Champions
Train supervisors to integrate CQI principles into case
reviews, coaching conversations, and day-to-day
decision-making.

o Use Existing Data Systems

Maximize current case management systems to track
performance, monitor timeliness, and analyze trends.
o Integrate CQI into Staff Meetings

Dedicate time in regular meetings to review metrics,
celebrate successes, and discuss opportunities for
improvement.

Develop Simple Dashboards
Use spreadsheets or free visualization tools to share key performance indicators in a

clear, accessible format.

Partner with Local Universities
Engage students or faculty for research support, data analysis, program evaluation,

or special projects.

Focus on One Priority Area at a Time
Start small—select one process or outcome to improve and assess changes before

expanding efforts.
Utilize Peer Learning

Encourage units or neighboring departments to share best practices, lessons

learned, and improvement strategies.
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Pitfalls to Avoid

e Measuring everything. Focus on a critical few key performance indicators tied to
meaningful outcomes, especially during initial stages of new initiatives.

¢ One and done training without coaching. Skills fade without coaching, feedback,
and opportunities to practice.

e Policy drift. Use matrices, standard operating procedures, and quality assurance
spot checks to ensure consistent application of responses.

e Data without action. Every dashboard needs a clear owner and a predictable
monthly decision-making rhythm.

e Equity blind spots. Track disparities and adjust practices when gaps appear.

Conclusion

CQI is essential for maintaining high standards and achieving better outcomes in adult
probation. While dedicated CQI positions provide the strongest foundation, departments
can begin strengthening CQI today by strategically leveraging existing resources. A culture
of continuous improvement grows from leadership commitment and practical steps that
engage staff at all levels. Over time, these efforts build a more consistent, equitable, and
effective system; one capable of learning, adapting, and delivering better results for the
individuals and communities it serves.
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