MEJOURNAL

MANAGEMENT INNOVATION EXCELLEMCE FOR LEGAL AID

YOLUME XXVIII NO. 2 « SUMMER 1014

From the Journal Committee 2
Articles
Lessons from an Untrained Interpreter: Improving Quality in Your Program 3 m
By Moriah Nelson, Language Access Fellow, Volunieer Lawyers Project of the ‘1:‘-,4
Boston Bar Association . %‘#‘!‘h_ _
Elue Ridge Legal Services Inc. Disaster Preparedness Flan 8 E‘lf 1"’-
By Sarah Morion, Supervising Astorney, Blue Ridge Legal Services, and Brenda q‘ L)
Castaneda, Litigation Coordinator, Legal Aid Justice Center X ,
Features -‘Vr "!.,?
Mew-to-You: Ann Pruitt: Profile of a Recently Appointed Executive Director in the ) i
Poverty Law Community 12 :
Interview by Dave Yoder, Executive Direceor, Legnl Aid of Eastern Tennessee
Crossword Puzzle: Unlucky Number TEAMWORK
Book Review: Seven ledurf Favorite Management Reads . . 15 SQUARED: THE
Fundraising: Fundraising Success Story: Doubling Your Annual Campaign with
Mon-Attorney Gifts 19 HOW AND WHY
By Betsy Fedder, Major Gifis and Anmual Campaign Direcror and Jim Barrest, OF SUCCESSFUL
Executive Direcror, Pi I Servi
e gk g Servioss COLLABORATIONS
Worth a Look! 21
Technology: Data Integrity: The Untapped Treasure of Legal Services Data 22

By Rachel J. Perry, Principal, Strategic Data Analytics, LLC

Special Feature: Teamwork Squared: The How and Why of Successful Collaborations
Things I Learned Late in Life about Building Successful Collaborative Efforts 27
By Vigior Geminiani, Executive Director, Hawaii Appleseed Cenver for Law
and Ecomomic Justice

Systemic Improvement A Study on How Collaboration and Trial Advocacy

Can Impact Policy Outcomes and Institutional Accountability 30
By Dawn J. Posi, Brooklyn Co-Borough Director, Children’s Law Center New York
Collaboration, Funding, and Centralized Intake 34

By Dave Panios, Executive Director, Legal Aid of Nebraska

The Evolving Collaboration between Legal Counsel for the Elderly and Terrific, Inc.

Asian and Pacific Islander Senior Service Center 37
By Sheryl Rosensky Miller, Senior Staff Attorney, Pro Bono Project,
AARP Legal Counsel for the Elderly

HEAL Project: One Innovative Medical Legal Collaboration with Two Models 41
By David B. Neumeyer, Executive Director, Virginia Legal Aid Society

Collaboration that Benefits Clients and Partners 43
By Kendra Reinshagen, Executive Director, Legal Aid Society of Metropolitan Family
Services

Evolution of a Georgia Medical Legal Partnership: The Story of HeLP 47
By Sylvia Caley, JI MBA, RN, Payal Kapoor, [, PFamela Kraidler, ID, Roberi
Peitignano, MD, FAAP, FCCM, MBA and Allison Seiles, |D

MIE Announces New and Departing Board Members 51

Training Announcement 53
The Back Page 55



A TECHNOLOGY

The growing volume and complexity of data gath-
ered by legal aid organizations makes ensuring data
quality a difhcult task for even the most data-savvy and
technology-savvy organiza-
tions. At the same time, many
more legal aid organizations
than ever before are starting
to analyze data to gain a better
understanding of their clients’
needs and the effectiveness of
their service offerings. Unfor-
tunately, analysis of erroneous
or incomplete data is counterproductive as a gauge of
client service effectiveness and efhciency. The good
news is that there are some very simple steps every
legal aid organization can take to improve the data
integrity of their case management systems.

The wealth of information at your fingertips can,
if properly harnessed, drive better client service. All
legal aid organizations are required to gather volumi-
nous data about clients, cases, volunteers, and services
provided. Gathering required data often feels burden-
some and prompts frustration. Combat the frustration

by reframing the required data as a strategic tool, some-

thing you have actively decided to gather because it
helps you understand your client community and your
clients’ legal needs.

In 2012, The Legal Aid Society of Cleveland and
Montana Legal Services Association received a two-
year Legal Services Corporation (LSC) Technology
Initiative Grant to develop data analysis strategies
to increase client service effectiveness and organiza-
tional efhciencies. One of the project’s significant tasks
involves a thorough review of existing internal data to
understand its data analysis potential. Assisting with
this and other project tasks is Brian A. Mikelbank,
Associate Professor at the Cleveland State University
Maxine Goodman Levin College of Urban Affairs.

In reviewing Cleveland’s data, Professor Mikelbank
confirmed that legal aid organizations are sitting on

By Rachel J. Perry, Principal'
Strategic Data Analytics, LLC

DATA INTEGRITY: THE UNTAPPED TREASURE
OF LEGAL SERVICES DATA

mountains of extraordinarily valuable data that has
great strategic potential: “When I started working with
The Legal Aid Society of Cleveland, I wanted to know
all about their data, and I was pleasantly surprised.
Data on whom they serve, how they serve them, and
outcomes of that service. On top of that, each record is
tied to a point in time, and an address. The quality and
quantity of the data initially available has allowed us
to get to the ‘information to support decision-making’
stage much more efhciently.”

Remember Strategic Goals

Remind yourself of your organization’s core values
at the start of this, or any, effort designed to improve
organizational effectiveness and efficiency. Re-read
your strategic plan. And if your organization does not
hawve a strategic plan, start with your priorities, your
case acceptance guidelines, your mission — whatever
guides your organization. As you continue to pursue
your organization’s objectives, periodically re-read
these puiding documents and ask yourself about your
organization’s progress towards achieving its goals.

When an organization starts to think critically
about the data it has and how to improve and use the
data, project scope can sprawl. Use the guiding prin-
ciples to help set limits on what you gather and how
you use it. With every improvement, addition, or dele-
tion to your case management system, ask vourself if
the change you are making will help measure progress
towards your strategic goals. Even a seemingly small
change that improves clarity or increases efhciency
has strategic advantages; and sometimes it is easiest
to start with discrete, well-defined, and easy-to-spot
improvements.

Data Deep Dive

With organizational goals in mind, look at the
data you already gather. Download a list of variables
from your case management system. Define the vari-
ables and determine how staff use them. Specifying
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definitions and use is necessary because people with
different responsibilities have different understandings
of variables. Especially useful is walking through the
intake process with an intake worker. Screen by screen,
variable by variable, have the intake worker show you
what variables they enter, what they ignore, what is
confusing and why, and what is hard to collect and why.
You will gather a wealth of knowledge about the state
of your organization’s data from a stroll through your
case management system with an intake worker as your
guide.

Supplement the list with concerns about data limi-
tations. Identify the variables about which you wish
you knew more but that consistently show missing
data, erroneous data, or data that are hard to interpret
when you run a report or ask your staff to run a report
analyzing the variable. In addition, identify variables
that still show up in the case management system but
that are no longer useful.

Clean-Up
The following includes samples of data issues and

suggested solutions. What you target for clean-up will

come from the list generated during your own data
deep dive.

B Sample Issue: The variable is a check box, making
analysis difficult. Check box data are hard to inter-
pret because blank check boxes might mean “No”
or they might mean that the variable was ignored.
For example, blanks for a check box indicating
the Disabled Status of a client make it difficult to
know whether the client was deemed not disabled
or whether the staff person neglected to review the
disabled status of the client. Solution: Change the
variable so that it defaults to blank and offers “Yes,”
“No, and, in some cases, "N/A” options. With these
options, real analysis of the variable becomes possi-
ble and you will know that blank unmistakably
means the variable was ignored. Note that check
boxes can be more effective when they are used
to indicate whether a procedural step has been
completed, such as attaching a required document.

B Sample Issue: The variable is consistently blank.
Apart from check boxes, another reason for blank
variables is their placement in the case manage-
ment system. For example, a Domestic Violence
indicator variable located at the bottom of the
screen in a section with a significant amount of
unrelated information might get overlooked. The
same can happen with variables located at the
bottom or far right of the screen or using a small

font size. Solutions: Consider placing the over-
looked variable in a more prominent position on
the screen, increasing the font size, or moving it to
a section with related or similar variables.

Sample Issue: The variable has a default value,
causing potential over-reporting of the default
answer option. In this instance, it is difficult to
know if the default value actually applies to the
case/client or if the variable was ignored and inap-
propriately kept the default value. It is likely that
analysis of this variable will show a misleadingly
high number of entries with the default value
compared to alternative answer options. For exam-
ple,a Language variable that defaults to English is
likely to give misinformation about the languages
of some clients because some non-English speak-
ers will show English in the Language variable. As
another example, Intake Type variables that default
to Telephone not only over-report Telephone as
the Intake Type, but in doing so fail to accurately
indicate the need for citizenship attestations. Solu-
tion: Make variables default to blank. With a blank
default, reliable analysis of the various answer
options is possible, you will satisfy important
requirements, and you will know that a blank vari-
able means the variable was ignored.

Sample Issue: The variable calls for text answers,
making analysis difficult. Text variables are difhcult
to analyze because of the infinite possible answers.
For example, it is hard to generate a list of volun-
teer attorneys with specific legal expertise when
the variable is a text variable because of the various
ways legal expertise might be described, spelled, or
abbreviated. Solution: Consider changing the vari-
able to one with defined answer options and then
develop a comprehensive list of answer options.
Sample Issue: The variable has with too many
answer options leading to unreliable answer data.
For some variables with varied possible answers,
there is a tendency to offer too many answer
options. For example, case outcome options
provided in one long, unsorted list tend to propel
staff to pick outcome options that appear at the top
of the list, whether or not they are the best outcome
measures for the case. As a result, outcome data
often show the same two or three outcome
measures for the majority of closed cases, regard-
less of problem code. Solution: Identify discrete
answer options and sort them by topic. Specifically
related to outcome answer options, sort them by
substantive area and only show those relevant to
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the case’s substantive area, create a thorough but
short list of outcome measures for each substantive
area, avoid vague or overlapping outcome options,
and do not include output measures in the list.

B Sample Issue: The variable’s answer options
include outdated options that staff continue to
select. For example, a Funding Code variable that
shows several former funders and data that show
current cases assigned to those funders. Assign-
ment to former funders potentially excludes cases
from being reported under current grants and
could diminish grant payments. Solution: Make
outdated answer options inactive and remove
them from view. Do not delete outdated answer
options altogether because that damages historical
data. Note that outdated variables, like outdated
answer options, should become inactive rather than
deleted from the case management system in order
to protect historic data integrity.

Wish List

Cleaning up existing data and judicious collecting
of additional data can help legal aid organizations in
various ways: measuring progress toward a strategic
goal, gaining a better understanding of clients' needs,
managing staff more effectively, and answering funder
requests more persuasively. Be cautious about adding
new variables so as not to further burden your staff.
Make sure that the data you seek is something about
which you can actually gather good data. Before adding
a variable, ask yourself how it will be used, how it will
be defined, and what are the distinct answer options.
These questions must have clear answers before vari-
ables are rolled out to staff.

In addition, think through whether a new vari-
able is a client or a case variable. Client variables are
unlikely to change (e.g., race, gender) but case variables
may change (e.g., legal problem, income, number of
children, marital status, military status). This distinc-
tion is important and has the potential to cause data
integrity issues. For example, storing military status
data in client records that are in turn linked to cases is
problematic because military status changes over time.
If set up this way and a client record is updated from
active duty to veteran, all previous cases in which the
client appeared as active duty will now show the client
as a veteran. This over-reports your work for veterans
and under-reports yvour work for active duty clients.
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Solution: Military status data, and other impermanent
variables, should be stored in case records. Store more
permanent variables in client records.

Who should gather data and when are additional
important considerations when adding new variables.
Some data are easily collected during the intake process
and other data are best gathered by an attorney after the
attorney has gotten to know the client. Questions that
are asked of everyone who goes through intake allow
for deeper analysis (e.g., if language data is gathered
for all intakes, an organization can hypothesize and
test questions about the languages of every potential
client, those served, and those not served). By contrast,
questions that are only asked of a limited number of
people provide data that is harder to analyze because
of the restrictions applied to the data gathering (e.g., if
disability data is only gathered for clients whose cases
have been accepted and who are eligible for Title III
funding, no conclusions are possible about the number
or percentage of potential and/or served or not served
clients with disabilities).

Balance is required between what you would
like to know about all individuals requesting assis-
tance, the resources available to gather and analyze
data, and clients privacy. Some rejected clients might
assume they were denied service based on informa-
tion gathered during intake so it is important to be
very thoughtful about what is gathered, when, and by
whom. Examples of data that might be problematic in
this regard include whether a client was dishonorably
discharged, whether a client has a felony record, or
whether a client is disabled.

Standard Data Entry Procedures

Many legal aid organizations are blessed with long-
time staff who have immeasurably valuable institu-
tional knowledge. That can be a gift, but it can also lead
to a reliance on those staff that is dangerous because
of its impermanence and the potential for inconsis-
tency, particularly for legal aid organizations that have
decentralized intake. For example, a legal aid organi-
zation with long-term intake staff in different offices
who have different interpretations about what certain
variables mean may gather and enter very different data
for the same variable, making it very difficult for the
legal aid to conduct organization-wide data analyses.
However, standard procedures regarding entering data
in case management systems that are written, distrib-
uted to all staff, reviewed at regular trainings and every
time a new person joins the organization help ensure
consistent variable interpretation and data entry, and
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allow for organization-wide analyses. Do not discount
the extraordinary knowledge of your long-term staif;
rather, gather and use it as the basis for your standard
procedures.

Standard data entry procedures may be presented
in multiple ways. One important format for your
data entry procedures is a summary case manage-
ment system reference guide. A two-sided, colorful,
laminated document is an effective format, something
each staff member can keep at their desk in a form
that makes it easy to find. The most difficult decisions
for the summary reference guide revolve around what
to include in light of space limitations. Narrow the
subjects you include to the data that are most impor-
tant to consistently collect and/or about which your
staff seem most confused. One legal aid organization
includes the following reminders on one side of their
summary reference guide: case status definitions, clos-
ing code definitions, available funding codes, program
definitions, reminders about LSC eligibility, instruc-
tions regarding the new variable for cases involv-
ing domestic violence, outcome measure reminders,
reminders about citizenship attestation requirements,
and reminders regarding documenting legal work.
The flip side includes tips and definitions of matters
activities and other supporting activities, in addition to
instructions for entering time slips and case notes.

Plan to regularly review and update your data entry
procedures and associated guides. Your needs for data
will constantly change; thus your data entry procedures
will require frequent updating. For that reason, regular
training is a must.

Data Entry Training

It is quite common for organizations to train new
staff when they start and then never again. For legal aid
organizations with evolving data needs and require-
ments, that does not work. Imagine what a staff person
who has been with your organization for ten years or
more was trained to do when they started. Now think
about all that has changed in the last decade; in the last
eighteen months even. If vou have not updated their
training, they may still be using outdated interpreta-
tions, which contributes significantly to your organiza-
tion's data integrity issues. And it is not the fault of the
staff person — they are doing exactly as they were told
all those years ago. Thus, start planning your annual (or
preferably semi-annual) data trainings now.

Between trainings, managers should stay abreast
of all case management system data requirements and
ensure that their staff are informed. Consistency in

I
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interpretation among managers is essential so that all
staff, regardless of their supervisor, receive the same
guidance. One effective method is for managers to
include five minutes of data discussion in every meet-
ing. This brief discussion might include something as
simple as notice of new variables or something more
complex, such as discussions about how to interpret
potentially confusing variables. As an example, one
manager in a consumer practice group asks her staff to
bring questions regarding outcome measure protocols
to the weekly practice group meetings during which the
group collectively discusses reasons behind the proto-
cols, how they apply in certain cases, and how to deal
with unusual cases. The group either reaches consensus
on new protocols or exceptions to them or, in some
cases, seeks further guidance from the deputy director.

Error Checking

A highly effective and efficient way to improve data
integrity is to create regularly recurring (preferably
monthly) error checking reports that are distributed
to staff and to managers. As with the summary case
management system reference guide, there is a limit to
the number of items for which you can test, so stick to
the ones that are most important to get right and/or the
variables about which your staff seem most confused.
One model that works well includes a monthly case
coding contradiction report and a missing demograph-
ics report sent to all staff with errors or omissions. One
week after staff receive their reports, managers receive
updated copies that show any outstanding errors.
Managers follow up with staff to enforce requirements,
but also to help clear up any confusion. The process has
the added benefit of providing a sort of quasi-training
in that it reminds staff on a regular basis about data
definitions and expectations.

Examples of the error tests in a case coding contra-
diction report might include simple tests for issues, such
as cases with a Close Date and no Close Code or more
complex tests, such as cases classified as LSC eligible for
which the Poverty variable is over 200% and the Income
Exception variable is blank. Examples of the error tests
in a missing demographics report might include miss-
ing Race, missing Language, or missing Citizenship.

An additional benefit of error checking reports is
that the results can help identify data integrity problems
in the case management system. For example, if a vari-
able consistently shows errors, you should review the
variable to see if the location is problematic, the vari-
able is ill-defined or structured, it defaults to something
other than blank, its answer options are outdated, or
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any other causes of data integrity issues. In this way,
error checking reports promote constant data integrity
review and improvement.

Take Your First Step
Establish a pattern of continuous improvement.

Regularly cycling through a review of organizational

goals, a data deep dive, data clean up, adding wish list

items, standardizing data entry procedures, data entry
training, and error checking is the best way to ensure
that your legal aid organization enjoys a high level of
data integrity and the increased efficiency and effective-
ness that come along with it.

If you do not have the capacity or resources to start
the cycle described above, try one or more of these
three steps and work your way up to the pattern of
continuous improvement:

1. Ask your staff for input about confusing variables.
Often, simple corrections clear up confusion imme-
diately and thus improve data integrity right away.

2. Create standardized data entry procedures and
begin regular data entry training. Do this even if
there are case management system issues because it
will improve consistency and data integrity quickly
and significantly.

3. Change your thinking about data right away. Stop
thinking of data as a burden and start thinking of

data as a strategic tool.

Do not delay. Take your first step toward data
integrity.

1  Rachel |. Perry is Principal at Strategic Data Analytics,
LLC. SDDA is a data analysis consulting firm which helps
organizations use data to celebrate successes, analyze
client service effectiveness, increase organizational effi-
ciency, impress funders and increase revenue, and grow
internal capacity to use data in support of organizational
goals. Rachel was formerly the Research & Data Analyst
at The Legal Aid Society of Cleveland and has over
sixteen years of data analysis experience in the public,
not-for-profit, and private sectors. Rachel can be reached
at rachel perry@SDAstrategicdala.com.

a mobile responsive website made possible by an LSC
grant in partnership with West Tennessee Legal Ser-
vices and the Tennessee public library system.

MIE: What is it like to direct a non-LSC funded
supporting organization with a Board of Directors
composed of LSC-funded program executive
directors, non-LSC funded program directors, court
and bar representatives and EDs of other related
organizations?

Pruitt: Having such a diverse group of organizations
represented on our board gives me a unique, 360 de-
gree perspective on all the work happening in our state
to help people who would otherwise have nowhere to
turn. There are naturally going to be challenges reach-
ing consensus when a decision is needed on a particu-
lar direction TALS might take and that action is more
aligned with the priorities of some organizations repre-
sented on our board than others. This occasional ten-
sion sparks meaningful discussion and makes our equal
justice community stronger.
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Betsy Fedder is the Director of Annual and Major
Giving at Pisgah Legal Services where she has been
serving donors since 2008. Prior to PLS, she worked in
development for a small charter school, a private boy’s
school and a large conference center. During her time at
PLS, the annual campaign has doubled from $300,000
to 600,000 and from 500 donors to 1000 donors. Betsy
may be reached at belsyapisgahiegal. org.



