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USING QUALITY CHECKLISTS FOR MONITORING

QUALITY CHECKLISTS:  THEIR PURPOSE AND HOW TO

USE THEM

(60 minutes)
Preparation:

· Have an experienced CHW worker prepare an educational talk that will last about 3-5 minutes.  Tell them that they should make several mistakes (e.g., 1 or 2), in both content and method.

· Put scripture references on slips of paper.

· Make two copies for each participant of the Education Checklist

· Make one copy of the health checklists for the health participants.

(ASK:)   What is performance?  (EXPLAIN:)  In the United States, we often talk about performance when we talk about sports or cars.  Here, it may be used in other contexts.  In general, it means how well someone does a task or job.  In order to do a good job of monitoring, we need to do a good job of measuring how well tasks are done, especially tasks that are done over and over again in the project.  If these tasks are done over and over again are not done well, the project probably will not be successful.  (ASK:)  What are the processes that you do over and over again in health?  How often are these things done or will they be done?  (WRITE responses on newsprint.)  
(Write up a list of these with some numbers.  For example, if you have community health workers who do home visits with mothers to encourage them to come to vaccination posts, and your CHWs visit 24,000 mothers every six months (which they are doing in Mozambique).  

If this process is improved 10%, and as a result there are 10% more mothers who bring their child to the post, how will this affect the number of children who are immunized?  There would be as many as 2,400 more children who are immunized and who receive vitamin A.  Getting Vitamin A to children in this project area will probably cut child deaths by 25% all by itself, so you would probably save at least 117 children’s lives in Ethiopia (wher ethe CMR is 195/1000) by doing this process 10% better.

REMEMBER:  Small changes in often repeated tasks can cause large changes in impact.

(EXPLAIN:)  A quality checklist is a tool to encourage, monitor, and improve a health or agriculture worker and the work that they do.  Quality checklists can be used to evaluate and improve the performance of any level of employee.  During this session, we are going to learn how to use and develop quality checklists for monitoring development workers’ work.  In other countries where I have worked, I have seen workers improve their work rapidly using this tool.  For example, in the Dominican Republic, we improved health promoters’ performance by 23% in 7 months.  

1.
(Beforehand, ASK a volunteer to do a short 3-5 minute health or agriculture talk in front of the group.  The participant who gives the talk should leave the room while we are discussing how to use the quality checklist.  Explain that you should not check off a question in the quality checklist (yes or no) if it is not an appropriate question:  leave it blank.  For example, you would not answer the question on putting the chairs in a circle if people are sitting on the group.

2.
(GIVE 2 photocopies of the checklist on Education to each participant.)

3.
(GO THROUGH each point on the checklist with the participants.  Assure that they understand what each question means.  Explain briefly how to use it, e.g., what you would do when you reached the health or ag worker’s house, what you would do during the health talk, what you would do with the health or ag worker after the talk.)  

4.
(ASK the participants to mark one of the copies of the checklist during the skit without saying anything.) 

5.
(SHOW them how to use the checklist in the form of a skit.  The trainer should play the role of the Supervisor.  During the skit:) 

(1) The Supervisor should visit the Ag. Extension Agent (or Chefe de Saude) in his or her home and explain what a quality checklist is, and what the Promoter should do.  During the first and second time that you use a checklist, you should go over the checklist with the worker, explaining what the worker is going to do during the talk. (In that way, you are presenting the vision of what he or she is going to do.  It’s better to speak in terms of what s/he is going to do, rather than what she should do.)

(2)
(STOP the skit after the ag. talk and go over each point in the checklist with the participants.  DISCUSS any differences that they have in their responses.  MENTION that is better to do this type of monitoring and performance evaluation in pairs (with two people observing the health or ag worker if it is for a formal evaluation.  In that way you reduce the number of errors in your observation.  Often one observer will see something that the other observer did not see.

(3)
(CONTINUE with the skit:  Under a tree away from the farmers, the Supervisor should go over each point in the checklist, encouraging the worker where he or she is already doing a good job, and helping him to see where s/he needs to improve. The Supervisor should be very gentle with the health or ag worker, and give compliments wherever possible.  You should not concentrate too much on what the person did wrong, but rather what she did well, and how to improve her performance.)

(4)
EXPLAIN what is positive and negative monitoring.  Mention the example of bowling. 

(5)
(ASK:)


What should you say to the health or ag worker when you visit him or her and what to use a quality checklist?
(ADD:)  Don’t worry!  This is not a test, but a tool to help you improve your work.  Do your work as you would normally do it.  You should not talk much with me during the educational session or ask me any questions (or home visit, etc.)  I can answer questions when you are through.  I am going to observe only. 


What comments did the Supervisor make during the visit?
(ADD:)  Nothing.  You should explain to the mother or farmer that you are visiting the health or ag worker, but you should not make any comments during the process.  When you are through, you can compliment the health or ag worker if she did the process more or less well. Your role is to observe the process.

· Where did the Supervisor talk about each of the points in the checklist?  (ADD:)  In private with the health or ag worker, not in front of other people. 


Why did the Supervisor explain the checklist to the worker if it is a monitoring and evaluation tool?  (ADD:)  Because it is a method for improving the worker’s performance, not just to monitor the worker’s performance.  The thing that we consider to be perfect performance should not be a secret.  As Darrow Miller has said, ideas have consequences.  We have to have this shared perfect idea in our heads before we can hope to realize it in the field. This definition of perfect performance should be clear and consistent in the minds of all the personnel involved with the work.  Because of that, you should work jointly to create and perfect a checklist.  


Did the as the Supervisor speak to the person in a very threatening way? Why?
(ADD:)  No.  The Supervisor needs to be very gentle so the health or ag worker does not feel shame.  Even if the health or ag worker did very poorly on the checklist, you should not emphasize the score, but instead emphasize changes since the last performance evaluation – if he or she is improving or not. The purpose of the checklist is to help the worker see how s/he is improving his or her work, little by little.  If the score is very low, maybe it would be better to not mention it at all until the worker has improved his work.  

It is important to be very gentle because:

(1) we are Christians – we are called to instruct gently (ASK them to read 2 Tim 2:24-25).  

(2) we are often working with volunteers, people who are donating their time to the project and will not continue to work for us unless they are made to feel good about their work;   

(3) Aristotle said, Who can I teach but a friend?  Can we teach people who are not are friends? and 

(4) To use a new skill, a person has to have self-confidence, which is usually nurtured by other people.  Self confidence is key to behavior change in mothers, health and ag workers, and ourselves. If a health or ag worker feels shame after an evaluation, s/he may not have the confidence to change his or her behavior (i.e., performance).  (If s/he does not take the work seriously, that’s a different situation which may require a reprimand.)

(5) the development workers in your charge will teach and instruct in the way that they are taught and instructed.  If you are very gentle with them, they will learn to be more gentle -- and thus effective -- with others.


f you are using a checklist for a process that does not happen everyday (e.g., the checklist for case management [treatment] of diarrhea), how could you use the checklist to monitor the person’s performance?  

(ADD:)  You can use the checklist in the form of a simulation – you pretend to be a mother with a child with diarrhea or a farmer who needs to learn how to do something.  The Supervisor plays the role of the community person.  Assure first that the health or ag worker understands that s/he should do the process (e.g., teaching the farmer) in the same way as he would do normally , not leaving parts out or doing it differently because it is “just a skit.”  With you are doing the evaluation this way, the Supervisor should fill out the checklist after the skit.  Afterwards, the two should talk about the results.  

PRINCIPLES OF GIVING FEEDBACK (15 mins.)

Let’s talk a bit more about giving feedback to people.  There are several principles of giving feedback that you should keep in mind.

1. Remind person of the purpose of the evaluation.

2. Do not base quality checklists only on “problem areas” (i.e., something that is being done poorly), but on often-repeated processes.  Remember:  positive changes in the often-repeated processes are the most useful ones.

3. Develop the evaluation tools jointly with workers. 

4. Share the evaluation tool with the workers.  Give them a copy.

5. Generally, give feedback in private; can give positive feedback publicly.

6. Acknowledge the positive.  In general, positive feedback needs to outweigh negative feedback by about three to one for the person to feel that the remarks were balanced.  Look for good things to say about the person’s performance.

7. Ask the worker to summarize what s/he is doing that is most encouraging, and then what s/he can do to improve further; assure that the person heard everything.

8. Ask the worker for commitment to improving on those things.  People are more likely to do what they commit to do verbally in front of others.

9. Periodically review and modify each quality checklist.  Change the process based upon what seems to work and not work, new technical knowledge, etc.  Experiment.

10. When asking people who are illiterate or have low literacy, use pictures for each question.

11. Work towards getting uniform performance on a particular process first, THEN make changes to it to improve it.  

HOW TO CALCULATE QUALITY CHECKLIST SCORES
(5 minutes)
(EXPLAIN:)
It is important to calculate the ag or health worker’s score when you are using a quality checklist.  In that way, you can see if a particular worker or a group of workers is progressing or not.  This is an essential part of monitoring.  We do not just want to measure how many times a given process is done (e.g., how many farmers are taught to use fertilizer), but we want to know how well that was done (the qualitative part).  In order to calculate a worker’s score, first:

1.
Count the how many questions that you used during the evaluation.  You don’t always use each line.  This number is the denominator.  (ASK them to count how many of the lines they used during the skit.) 

2.
Now, count how many questions have the answer, “YES.”  This is the numerator.  (Ask them to calculate this number.) 
3.
Divide the numerator by the denominator.    This is the score.  (The person doing the checklist does not need to do this math.  It could be done by his or her supervisor.  (ASK them to calculate the score of the person in the skit.)
OTHER QUALITY CHECKLISTS
(5 minutes)

[Mention that there are other health checklists that I have developed.  They would need to modify them to fit their program, and we will talk about how to make and modify quality checklists.]

HOW TO USE THE DATA FROM THE QUALITY CHECKLIST TO EVALUATE AND IMPROVE THE HEALTH PROGRAM 

How often should a quality checklist be used?
(5 minutes)

(EXPLAIN; write on newsprint:)

After the first time:

· You should use a quality checklist monthly for the workers that have an unacceptable score (e.g., less than 80%).  You should continue to use the checklist each time that you visit those workers until their scores are acceptable.  You can suggest that the worker look over the notes from a workshop, or the checklist itself, or work with another more experienced worker in order to improve his or her score.  Normally, scores will improve little by little over a year.  If you do find workers that are unable to improve their score, even after repeated feedback and training, it may be necessary to replace these workers.  I would give them at least four opportunities to improve their score (with feedback) before considering replacing them.


You do not have to continue to use the checklist on a monthly basis with a worker once s/he achieves a high score (e.g., over 80%).  You could then use it on a semi-annual or yearly basis, either with all of the workers, or a randomly chosen sample (e.g., 30 Ag. Extension Agents chosen at random). 

· You  should use the list less frequently (e.g., every 2 or 3 months) for the workers who have acceptable scores. 

· When a worker achieves a score of 95% of higher (for example), you could stop using the checklist with that worker, or use it only once a year or so. 

(Take questions.)

HOW CAN WE KNOW IF A WORKER IS PROGRESSING? (5 minutes)

(EXPLAIN:)

You should maintain a file on each worker.  This file should have each workers scores on the quality checklist.  The best way to keep the scores is with a graph (similar to the growth monitoring card: months on x axis, score on Y axis).  [DRAW AN EXAMPLE ON THE NEWSPRINT.]
(Give each person a copy of the example (on education), a sheet with scores marked for each worker over a period of time.  Explain how to use it.  They should calculate the average of the workers’ scores to see how the group is progressing, preparing one sheet for each time a round of evaluations are done.  The sheets from two successive periods should be compared to each other to look for individual improvements.  In Excel, all the columns aside from the first column and the Totals column can be hidden once you move on to the next evaluation to look at improvements in particular questions.  The same can be done with rows (hiding the ones you don’t need) when you want to look at improvements in individual workers’ scores.)

HOW CAN WE IDENTIFY OPPORTUNITIES FOR IMPROVING THE WORKERS’ SKILLS?  (10 minutes)

[Explain how they could do this using the example sheet.  Knowing which questions have the lowest scores, you know where you need to put more attention during upcoming trainings or refresher trainings.]

· Using this example, which parts of the process need to be stressed in future trainings?  What were the most common mistakes?  

(DISCUSS their responses.  Use questions to help them determine how these mistakes can influence the project.  Mention the “Tardes de Capacitacion” that we did in the D.R. – field training.)
HOW TO PREPARE A QUALITY CHECKLIST
(45 minutes)

(EXPLAIN:)
We have shown you an example of a quality checklist.  I have several checklists that may be useful in the health program.  Nonetheless, you will need to modify these and develop others in order to monitor the quality of the processes in this project. There are guidelines for the preparation of good checklists that we will discuss.  First, we should discuss which type of activities can be monitored and evaluated using a quality checklist.  You cannot monitor and evaluate everything with quality checklists.  In general, quality checklists are used to evaluate things that:

· A worker does

· that have multiple steps; and 

· that can be observed (seen and heard).    

I am going to read a list of activities, and you should tell me whether each of these things can be monitored with a quality checklist and which cannot be monitored with a quality checklist. 

(READ the list  and EXPLAIN:)
· Management of acute respiratory infection (YES – It is something that the worker does, it has steps, and it can be observed). 

· Teaching a farmer how to use leguminous plants for fertilization and mulching (YES); 
· Teaching a farmer how to correctly space their plants (YES);
· Being honest in your work (NO; no steps, can’t observe)
· Prenatal education during a home visit (YES)

· A health or ag workers ideas about problems in the community (NO – you cannot “observe” ideas.  It would be better to use a questionnaire for this.)
· The number of farmers who have improved silos (NO – This is not something that you observe a ag worker doing.  It would be better to visit a sample of homes and fill in a table on how many have an improved silo and how many do not.  BUT, you could do a checklist on how to teach a farmer how to make an improved silo.) 

· Dosing of children with vitamin A (YES)
· How many children have signs of anemia (NO – Like the proportion of farmers who have improved silos, it would be better to fill in a table, or include it in a questionnaire.) 
Ag workers could also do quality checklists on how to treat receptacles so insects won’t damage grain or teaching members of an association to write bylaws.

SEVERAL GUIDELINES FOR DEVELOPING QUALITY CHECKLISTS 

(WRITE the underlined words on newsprint and explain.)

Title:  Guidelines: Development of Quality Checklists)
· Each line is a question.

· Enumerate each question.  (That way, it is easier to manage the data.)

· Order the questions in their order in the process.
· If there are parts of the process that are not always done, separate them with a line. 

· Each questions should be able to be answered with a YES or NO where YES is the correct behavior (e.g., did not make fun of the mother”)

· You can use questions that require the person filling in the form to grade performance on a 1 to 10 scale (for example), but do not include too many questions like this.  These questions will not be figured into the score.  (SHOW them this using the education checklist.)
· Each question should be something that can be observed (seen or heard).  
· The questions should be detailed enough to identify specific problems.  This is extremely important.  For example, you should not say, “Did the Chefe de Saude know the correct recipe for preparing ORS using packets?” because it is too general, and will not give you information about where the Chefe made a mistake.  You should include several questions to see which parts of the recipe the worker remembered (e.g., “one packet of ORS?  One liter of water?) IT DOES NOT TAKE LONGER TO OVERVE THE PROCESS IN A MORE DETAILED WAY, so collect data on the details of the process. 

· The checklist should not be longer than two pages.
· You should include a space at the end for comments.  This is very important because you will be able to include comments on things that were not part of the checklist.  For example: 

· "The Extension Agent laughed at the farmer."

· "I did the evaluation in the form of a skit."

· "The Health Promoter said that she had a headache."

· "The Extension Agent was not paying attention while I gave feedback."

· "The Extension Agent was very enthusiastic."

(Take questions.)

EXERCISE: DEVELOPING QUALITY CHECKLISTS  (75 mins.)
Have the group divide into two or more subgroups.  Each group should prepare a quality checklist on one of their most repeated and important processes.  Give them about 45 minutes to do this.  Then have each group present their checklist and get questions and feedback from the rest of the group.

Directions for Skit:

1. Greet person; explain purpose of the quality checklist.  Don’t worry.  Not a test, purpose is to help you improve.

2. Mention that we have gone over the checklist before in our last two meetings.

3. Mention that he should not talk with me very much or ask questions of me during the talk/process.

4. (Do skit.  Stop skit, discuss participants' responses on their forms.)

5. Go back to his house.  Go over each point.  Encourage.  Show him where to improve.

6. Ask him to list the things that he needs to improve.

7. Ask him to commit to changing these things.

8. Ask him to summarize some of the things he is doing really well.

9. Thank him for doing such a good job and his commitment.  Help him to remember what to do during the process, and ask him to work towards doing it perfectly.  Thank the person for his work, and his commitment . . . mention specific gifts the person has.
     �Davis, T.  (1991).  Report data, International Child Care (1992).





