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Agenda

• Introductions
• The Person-Centered Learning Mindset
• Introduction to Facilitated Collaborative Inquiry (FCI)
• FCI as a Scalable Learning Framework
• Deep Dive into the Four Fundamental FCI Questions
• Precision Analytics: Finding Your FCI Focus
• Questions



Person-Centered Learning Mindset

• Every person that interacts with our system is unique test of  
our system.

• Every person that transitions out of  our system, or those that 
have been with us a long time, can teach us about the quality 
and efficiency of  our system.

• Every person we are serving today and those yet to come, 
represent an opportunity for us to a) confirm what we know 
and b) continue to improve.



Facilitated Collaborative Inquiry

Facilitated Collaborative Inquiry (FCI) is a quality improvement process 
aimed at engaging a group of  people, through data and stories, in 
identifying patterns that could benefit from the group’s attention, 
innovative thinking, and ultimately their data-informed collective action.



Facilitated Collaborative Inquiry

• Facilitated: FCI aims to shift the traditional role of  “researcher” to one of  
“facilitator” of  the inquiry process. 

• Collaborative: FCI is a collaborative process that draws on the expertise and 
insights from all involved. Analysis, sense making, recommendations, action, etc. 
comes from the collaborative group.

• Inquiry: FCI is an inquiry process that aims to empower participants in making 
sense of  their data, formulating and testing hypotheses, and taking informed action.



FCI Process



FCI Origins

• FCI is rooted in grounded theory. Data serves as a conversation starter and the theory is born 
out of  continuous cycles of  in-depth learning. Knowledge generation is collaborative and 
transparent.

• FCI is a form of  Action Research as a means for Continuous Quality Improvement. It is inquiry 
conducted by and for those taking action.

• FCI was influenced by the 4 Disciplines of  Execution. Pick an area of  focus that is manageable. 
Set goals in the x to y by when format. Commit to regular check-ins (cadence of  accountability).

1. Glaser, B. G., & Strauss, A. L. (2012). The discovery of  grounded theory: strategies for qualitative research. New Brunswick: AldineTransaction. 
2. Greenwood, D. J., & Levin, M. (2013). Introduction to action research social research for social change. Johanneshov: MTM. 
3. McChesney, C., Covey, S., & Huling, J. (2016). The 4 disciplines of  execution: achieving your wildly important goals. New York: Free Press.



FCI and TCOM

• TCOM positions itself  as in the business of  transformation (as opposed to commodities, 
goods, and/or services).

• We evaluate our offerings from the perspective of  how they contribute to the transformation of  
those we serve.

• FCI aims to transform the workforce. It looks to build a culture of  “best practitioners.”
• FCI focuses on the collaborative learning process, specifically the way in which we learn about 

how our offerings transform (or not) those we serve.



How We Make Sense of the World 
(Philosophically Speaking)



The Core Components of Reasoning
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The Core Components of Reasoning
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FCI Process
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FCI Implementation Timeline (Large Group)

How do we come to know 
what we know?

Use data that shows a 
difference (e.g. what 
youth are having a 

different outcome than 
others in your program?

Using data as a 
conversation starter, 

engage staff in 
hypothesizing why they 

think the difference exists.

What are we 
doing in 

response to our 
learning ?

6-12 Months

How will we 
know what we 

are doing is 
working? 

2-4 Months 1-2 Months

How will we 
tell our data 

informed 
story?

Set a time-bound goal for 
the difference you want to 

see . Engage staff in 
identifying 

strategies/interventions 
that they think will make a 

difference.

Try out new 
strategies/interventions 

and track progress. Adapt 
as needed and build on 

successes.

Summarize learnings and 
communicate strengths and 
needs. Determine the next 
area of focus for new cycle 

of FCI.

3-4 Months

Prepare 
leadership 
and staff  

for FCI

Engage key 
stakeholders in 

preparing for FCI. 
Find natural ways 
to connect it to 

existing 
infrastructure.



Key Milestones of FCI

How do we come to know 
what we know?

• Orientation to FCI
• Data that shows a 

difference.
• Call to Action (the data 

summarized and 
presentable to call staff  
to action).

• Qualitative Data 
information that 
provides some sense of  
“why” the difference 
exists.

What are we doing in 
response to our learning?

• Benchmark for current 
state.

• Goal (X to Y by When) 
future state.

• Causal Patterns ideas 
about what is causing 
the difference. 

• Testable 
Hypothesis(es) on 
how the difference can 
be addressed and 
improved.

How will we know what 
we are doing is working?

• Lead Measures that 
track action taken. 

• Recurring Check-In 
structure to celebrate 
success and make 
adjustments (Cadence 
of  Accountability).

• Scorecard/Gauge for 
lag measure (Goal 
Progress).

How will we tell our data 
informed story?

• Summary Report, 
connecting the threads 
by answering the first 
three questions, noting 
successes (strengths) 
and areas needing 
investment (needs).

• Next Steps. More time 
needed on the same 
topic or can you shift to 
a new topic?



Key Principles



FCI Principles:
How do we come to know what we know?

• Focus on transformation. 
• Identify a sub-group(s) in your population that may NOT be 

having the same level of  transformation as others. 
• Find data that can clearly show a difference.
• Augment your understanding by connecting stories to the data. 

Engage staff  to review past cases of  this kind and elicit their 
thinking about the cause of  this difference.

• Find ways to categorize and prioritize areas of  interest.
• Encourage the formation of  testable hypotheses.



FCI Principles:
What are we doing in response to our learning?

• Engage staff  in setting a goal in relation to closing the gap 
on the difference. 

• Set the goal in the X to Y by When format.
• Engage and encourage staff  to design new 

strategies/interventions.
• Think forward to how the application of  those new 

strategies/interventions can be documented and tracked 
(lead measures).

• Plan for regular check-in meetings to monitor progress 
(these can be short 15 minute stand-up meetings).

• This phase in FCI is similar to the notion of  “small tests of  
change” in a Breakthrough Series Collaborative.



FCI Principles:
How will we know what we are doing is working?

• Develop a clear scorecard that tracks the overall goal.
• Develop scorecards/tracking systems for lead measures.
• Use these tools during the regular check-ins to monitor 

progress and to adapt and adjust the 
strategies/interventions.

• Celebrate and amplify successes/strengths.
• Acknowledge and address barriers/needs.



FCI Principles:
How will we tell our data informed story?
• This occurs when you reach the “by When” in your X to Y 

by When goal.
• It is best practice to engage all involved in some type of  

group summary/closure activity to review lessons learned.
• Did you make the gains you hoped for?

• If  yes, then identify the strategies/interventions you want to 
codify and amplify.

• If  no, examine your original hypothesis(es), do they need to be 
adjusted?

• Decide on how you want to communicate your results.
• Share your STRENGTHS: Things that worked well. (Best 

Practices)
• Identify and share your NEEDS: Areas needing investment 

(time/resources) to make improved progress toward the goal.
• Communicate! Tell your Story!



Small Group Discussions



How do we come to know what we know?

In your groups talk through the following questions:

• What are the opportunities in your organization for “coming to know” things about who you 
serve?

• Are there existing reports/resources that have been helpful?
• What do you wish you had to learn more about who you serve?
• What opportunities exists for group learning?
• Are you currently connecting stories to data?



What are we doing in response to our learning?

In your groups talk through the following questions:

• How does your organization set goals? Who is involved?
• What are the opportunities in your organization for forming testable hypotheses?
• What the ways you connect insights from data to action?
• To what degree are the people who work directly with youth and families providing input on 

strategies and interventions?
• What regularly scheduled meetings in your organization could benefit from more structured 

learning?



How will we know what we are doing is working?

In your groups talk through the following questions:

• How does your organization currently track progress toward long-term and short-term goals?
• To what extent are your goals/measures focused on transformation?
• How involved are those working directly with youth and families in regularly reviewing and 

tracking progress?
• What opportunities exists in your organization for a more collaborative approach to reviewing 

and tracking progress?



How will we tell our data informed story?

In your groups talk through the following questions:

• How does your organization currently communicate results/outcomes?
• How involved are those working directly with youth and families in the process of  summarizing 

and communicating the results/outcomes?
• What is your current pathway for developing evidence-based policy/practice?
• What opportunities exists in your organization to influence policy/practice with evidence-based 

learning?



Precision Analytics
Finding Your FCI Focus



Precision Analytics

Precision Analytics is a broad term used by 
the TCOM team to describe the set of  person-
centered data analyses used to understand 
populations, their strengths, their needs, and 
ultimately to discover the interventions and 
strategies that produce the best outcomes for 
each specific population segment.



Treatment Foster Care (2010-2018)

*A low variance filter was used to filter out extremely infrequently used items



Analysis Overview

All Class 1 Class 2 Class 3
Total Episodes 175 66 49 60
Avg Age at Assessment 10.5 10 11 11
Total Actionable Items 10.7 4 13.5 16
Gender (F|M) 41%|59% 36%|64% 51%|49% 38%|62%



Total Actionable Items



Average TAI by Domain and Class



Class 3 
Class 3 Complex Needs Factors

History of  Physical Abuse

Frustration Management

Communication

51% 
Reduction

32% 
Reduction



Class 3 
Class 3 Complex Needs Factors

History of  Physical Abuse

Frustration Management

Communication

Violence Domain Behavioral Domain Strengths Domain



Facilitated Collaborative Inquiry:
Precision Analytics as a Conversation Starter

Precision Analytics

Precision Analytics



Questions?
Stephen Shimshock, PhD

sshimshock@chapinhall.org

mailto:sshimshock@chapinhall.org
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