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Participant microphones 
will be muted at entry – you 

will be able to unmute 
during the discussion 
portion of our webinar.

If you have questions 
during the webinar, please 

use the chat or use the 
“raise hand” feature during 

discussion to have your 
microphone unmuted.

This session is being recorded 
and it will be available on the 

MHTTC website within 24 
hours of the close of this  

presentation.

Information about 
Certificates of 

Completion will be sent 
in a follow-up e-mail.

If you have questions after
this session, please e-mail:

newengland@mhttcnetwork.org.

Housekeeping Information

Closed captioning is 
available for this event. Click 

on the closed captioning 
(CC) icon at the bottom of 

your Zoom screen to select a 
transcription option.
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This publication was prepared by the New England Mental Health 
Technology Transfer Centerunder a cooperative agreement from the 
Substance Abuse and Mental Health ServicesAdministration (SAMHSA). All 
material appearing in this publication, except that taken directly from 
copyrighted sources, is in the public domain and may be reproduced or 
copied withoutpermission from SAMHSA or the authors. Citation of the 
source is appreciated. Do not reproduce or distribute this presentation for a 
fee without specific, written authorization fromNew England Mental Health 
Technology Transfer Center.
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opinions described in this presentation is intended or should be inferred. This 
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Goals for Today

Today you will walk away with a better understanding of how to use 
data to advance equity in your work

1 Gain a better understanding of how to use data to fully realize your equity goals 
and guide decisionmaking, following a five-step process

2 Practice applying this five-step process to your own work, guided by the Third 
Sector team

3 Learn from case study examples of how government agencies and service 
providers have partnered to apply this process in both rural and urban settings

4 Identify next steps to apply the process to your work and learn how to get in 
touch with Third Sector if you have additional questions or would like support
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Third Sector is a national nonprofit that advises our government’s 
agencies towards better outcomes for all people

Since 2011, Third Sector has worked with 50+ communities to reorient more 
than $1.2 billion in public funds towards outcomes 

75+

Engagements
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Building Blocks of an Outcomes-Focused Government 

We advise government agencies on ways to reshape behavioral 
health policies, systems, and services with an outcomes focus

Data Services Funding

External Relationships Internal CulturePolicy

Using data on outcomes 
to inform decisions 

about service delivery

Designing and delivering 
services with a focus on 

outcomes and equity

Incentivizing outcomes 
and equity with financial 

incentives

Revising and/or advocating for 
policy revisions. Innovating 
within existing regulations

Fostering a human-centered 
culture where all staff feel 

empowered and enabled to thrive 

Building collaborative relationships 
among gov’t agencies, providers, 

and community partners
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Third Sector works to align, connect, and strengthen the partnership 
between behavioral health agencies and service providers 

Program 
Administrators & 

Agencies
Service Providers
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We help behavioral health agencies and providers advance outcomes 
throughout a person’s service journey 

Referral 

Time to routine services

Eligibility criteria

Rates of enrollment by demographics

Referral demographics

Referral sources

Intake & 
Enrollment

Graduation

Service Delivery

Satisfaction with services

Symptom management

Housing stability

ER utilization

Community involvement 

Graduation criteria

Service referrals
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Landscaped WA state’s 
behavioral health crisis 

response system for 988 
Created new eligibility 

criteria to prioritize 
services for people with 
the highest needs in CA 

Designed step down criteria 
and processes centered on 

the needs of people in 
outpatient care in CA

Revised service guidelines to 
incorporate evidence-based 

practices in CA

We designed system-level changes that support service redesigns at 
each point along a person’s journey

Streamlined referral and intake 
processes in 7 CA counties and 

in King County, WA

Examples of our work on the West Coast
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Before we dive in, drop an answer to the question below into the 
Zoom chat!
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What’s one word that describes how you feel 
about using data for decision-making?



Learning Mindset

Trust & Shared 
Accountability

Racial Equity

Human-centered

Today we will walk you through a process for using data to uncover 
insights, design solutions, and take actions to improve results

02. Collect 
Data

05. Revise 
Systems & 

Services

03. Capture 
Insights

04. Analyze 
Results

01. Set Outcome Goals
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1. ACTIVITY - Set Outcome Goals: Before data collection, the first 
step is for all partners to build consensus on clear outcome goals 

Write down one outcome goal from the poll or pick another that you 
would like to work on in your community and that fits the criteria above.

Outcome goals should drive each step of the process of using data for decisionmaking. The 
three questions below can be used to rank outcome goals on a high, medium, low scale.

1 Is this outcome relevant and important to all 
stakeholders, and does it need improvement?

2 Can this outcome be impacted by the services 
being delivered?

3 Is this outcome able to be measured by existing 
or new data?

YES SOMEWHAT NO

YES SOMEWHAT NO

YES SOMEWHAT NO
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Increase housing stability

Increase engagement 
in services

Eliminate racial disparities 
in retention rates

Decrease recidivism



1. EXAMPLE - Set Outcome Goals: 8 counties across CA developed 
shared outcome goals for people with serious mental illness

Reduced Justice 
Involvement

Increased Stable 
Housing

Reduced Utilization of 
Psychiatric Services

Increased Social 
Connectedness

• Iterative, consensus-driven process shaped by diverse input:
• 40+ focus groups with providers & peers
• 170+ interviews with service participants & caregivers

• Service participants were compensated to recognize value of their 
time and contributions

Social connectedness hadn’t been tracked before, but was 
consistently named as critical to people’s recovery journeys
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2. ACTIVITY - Collect Data: The next step is to collect qualitative and 
quantitative metrics that will help track progress on outcome goals

Write down 1 - 2 metrics you could use to measure your outcome goal 
and where those metrics are currently collected (or could be collected).

Metric Access Timing Quality Ownership

What metric can 
you use to measure 
the outcome goal?

Where do you 
collect/can you 

collect data on this 
metric? 

How frequently do 
you collect this data, 
& are there delays in 

access?

How consistent & 
reliable is collection 

of this data? 

Who is responsible 
for collecting this 

data?

Data mapping can help plan data collection on metrics that measure outcome goals 

Collect demographic information (e.g. race/ethnicity, 
geography) that is representative of your region
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Demographics collected: race, ethnicity, gender, age

2. EXAMPLE - Collect Data: Siskiyou County developed a simple form 
to collect data on their goal: increased movement through services

Outcome Goal: Increase movement through 
outpatient services for people with serious 
mental illness 

Tiered Services: better measure progress & 
help staff decide intensity, care coordination, 
& caseload allocations

Metric: # of changes between Tiers 
I and II in previous 12 months
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3. ACTIVITY - Capture Insights: After collecting data, the next step 
is to capture insights for further discussion with other stakeholders

Write down 1 - 2 analysis questions that you would be interested in 
exploring for each metric that you would like to collect data on.  

Input from various stakeholders can guide the types of analyses performed on, and 
questions asked of, the data

Sample Disaggregation Categories

● Race 
● Ethnicity 
● Age
● Gender
● Zip code
● Income level
● Housing status

Data Insights to Note

● Groups showing positive or negative 
outcomes

● Differences across providers, regions, and/or 
other states 

● Disparities by race, ethnicity, geography, 
and/or other demographic factors

● Changes over time or against a baseline
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Drawing inferences 
should be done in 
Step 4 with other 

partners



3. EXAMPLE - Capture Insights: In LA County, data was disaggregated 
to investigate services delivery to high-priority children/youth

Metrics Tracked

● Number referred to services

● Number preauthorized for services

● Number authorized for services

● Average hours of services delivered

● Number maintaining enrollment for first 6 
months

● Number disenrolled from services within 12 
months

Disaggregation Categories

● Racial/ethnic identity

● Original referral source

● Removal or are at risk of removal from their
home by Dept. of Child & Family Services

● In transition to less restrictive placement

● Poor school attendance

● Psychiatric hospitalization in past 6 months

● Suicidal/homicidal ideations

● Experiencing first episode of psychosis

● Open Dept. of Child & Family Services cases

● Transitioning into community from less 
restrictive setting

broken down by
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4. ACTIVITY - Analyze Results: Data insights should be regularly 
discussed with various stakeholders through tools and conversations 

Practice conducting a Root Cause Analysis on an example data trend 
in partnership with other webinar attendees.

Sharing the Data Collaborating on the Data

● Digestible (e.g. charts, dashboards, tables)
● Data helpful for all partners
● Disaggregated by demographics 
● Visuals allow quick identification of 

disparities

● Frequent meetings (at least quarterly)
● Existing spaces
● Shared understanding of data interpretation
● Celebrate successes 
● Root Cause Analysis to unpack data trends
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Ex. Data Point: The average time from referral to first kept appointment is 30 days for child programs

No available appointment slots

People who are ready to step 
down may be kept in the program 

Provider may not know which 
other programs have capacity

Lack of coordination across 
programs and govt agency

Few communication channels 
between providers and govt

4. ACTIVITY - Analyze Results: Let’s practice a Root Cause Analysis 
together before you build your own Root Cause Analysis
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4. EXAMPLE - Analyze Results: Fresno County is implementing new 
tools and meetings to discuss results with 7 contracted providers 

Interactive Data Dashboards:
• Metrics such as engagement in services, 

timeliness to services, self-reported feelings 
of safety, etc. 

• Accessed in real-time by providers

• Filter by demographic variables (e.g. race, 
zip code)

Dedicated Data Meetings:
• Existing 1-on-1 monthly meetings to 

discuss provider-specific data trends

• New quarterly meetings with all providers 
to discuss trends across system, using Root 
Cause Analysis
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5. ACTIVITY - Revise Systems & Services: The final step is to use 
what’s been learned through data to make changes with partners

Write down 1 - 2 ways that, in the future, you might work to address 
root causes with your partners.

1 Use a “How Might We” question to guide various methods of brainstorming 
(e.g. reverse brainstorming, opposite thinking)

2 Prioritize improvement ideas in partnership with other stakeholders, based on 
shared criteria for narrowing (e.g. cost, time, feasibility, ability to address root)

3
Seek input from people directly impacted by system and service revisions and 
partner with people who are representative of diverse populations served
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• Monthly learning communities to develop 
program changes and learn best practices

• 3 priority metrics: days to offer, days to 
intake, days to routine appointment 

• Providers could apply for county funds to 
support changes to service processes

• Timeliness goals were provider-specific & 
updated every 6 months to incentivize 
ongoing improvement

5. EXAMPLE - Revise Systems & Services: King County worked with 
23 providers to revise services in order to increase service timeliness 

50% reduction in wait times between patient 
contact and intake
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Next steps from today’s webinar

1 Drop into the Zoom chat: What is one thing that we’ve discussed today that 
you can commit to taking back to your work?

2 Put your email in the Zoom chat if you are interested in a follow-up 
conversation to explore a possible partnership with the Third Sector team

3

Fill out the short Diversity Talk Questionnaire to advise Third Sector how to 
further engage and support your work during and beyond the Diversity Talk4

Attend the “office hour” Diversity Talk with Third Sector on June 14, 1:00 -
2:00 p.m. ET 
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Complete Our Evaluation
Scan the QR Code or 
follow the link below:

https://tinyurl.com/mr3npxbr

Sign up for our e-newsletter!

https://ttc-gpra.org/P?s=737722
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Contact us at:
maria.restrepo-toro@yale.edu
ingrid.padgett@yale.edu

Our REACH sessions include 
interactive videos and tools 

designed to promote 
discussion around the 

importance of diversity, 
equity, and inclusion.

REVIEW OUR PLAYLIST.
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