School Mental Health
within an Equitable

Multi-Level System of
Supports (EMLSS)
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Learning Objectives

By the end of this session, participants will be able to:

e Understand key system features of the EMLSS Framework and how they can
be infused into quality improvement efforts

e Identify the five stages of quality improvement outlined in the Roadmap for
School Mental Health Improvement

e Practice using the Roadmap stages and EMLSS key system features to
improve a problem of practice




Reflection: Experience with Change Efforts

Think about recent improvement effort you have
been involved in...

o Didyou have the knowledge of what works
and how to get it to work in diverse
conditions?

o Did you possess the expertise and
organizational resources to execute the
change?

o Did you sense desire or eagerness for change
within people involved in the effort?




Key Features of an EMLSS
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Roadmap for Improvement

e Flexible structure
e Uses Improvement Science
o Approach to solving

Commitment

problems
o Focus: learning by doing
. . ROADMAP FOR
@) UseS teStlng N real School Mental Health

Improvement

settings

Implementation Planning




From Theory to Action

¢ The Wisconsin
School Mental Health
Framework

ROADMAP FOR
School Mental Health
Improvement

CSMH from Theory to Action



https://dpi.wi.gov/sites/default/files/imce/sspw/pdf/CSMH_Theory_to_Action.pdf

What is Improvement Science?

Learning by doing

Focus on system
design and
operation (not
individuals)

Emphasis on
processes that
produce the
current outcome

Frontline workers

uniquely situated

to learn how to get
ideas to work

Attention to
spreading effective
practices through
organizations

Progress requires
collective learning
and discovery




Problem of Practice

o Inthe past year, Cheddar Elementary has seen
a 30% increase in unexcused absences in
grades four and five, particularly for female
students.

o Cheddar Elementary’s improvement team is
looking to explore this problem further and
work to improve it.

o Where should they start?




Traditional Approach

e The Attendance Team (principal, dean of students, and school social worker)
meets to discuss the problem and come up with a plan.

o Attendance team looks at school-level data to understand trends
o Principal mentions something she’s done in the past to address attendance
o W.ithdirection from Principal, the group decides to implement this process

e Theteam spends a few months making a plan that details every step they will
take to implement the plan.

e The team announces this plan at the monthly all-staff meeting and it is fully
implemented the next day.

o The new process is implemented well by some staff, but not others.
o The team collects outcomes data but no process data.

.



Implementation Planning



Roadmap for Improvement:

Commitment

e Building support from shareholders

e Assembling arepresentative team,
coalition, champions

e Increasing mental health literacy

e Communicating a shared vision for
well-being, based in an accurate
understanding of mental health




Commitment: Integrated Systems Approach

continuoyg

Consider our problem of practice...

e What ideas do you have for

building commitment in this
scenario?

e What EMLSS key system

features could you center in this
stage?
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Roadmap for Improvement: Assessment

e CSMHS are shaped by the strengths and needs
of the community & the local context

e Needs assessment help us remain user
centered

e System assessment helps identify areas of
improvement, track progress, and measure
improvement

e Canoccur at the beginning and throughout the
improvement process




Assessment: Integrated Systems

Approach

Consider our problem of practice...

continuoyg

e \What are some sources of data
or assessment that could help
you better understand the
problem (and how to improve it)?

e What EMLSS key system

features could you center in this
stage?
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Assessment Tool: Empathy Interviews

e Qualitative data collection strategy

e Semi-structured interviews to
understand an experience from
interviewee’s perspective

e Shaped by the themes and topics
brought up by the interviewee.

Centering User Voice with Empathy Interviews

Purpose: An empathy interview is a qualitative data collection strategy that uses semi-
structured interviews to understand an experience from the perspective of the
interviewee and bring to light their unacknowledged needs (Bennett et. Al 2022). This
helps teams remain user-centered or see the school mental health system from the
perspective of students, families, and staff to ensure that their diverse lived experiences
are centered in the improvement process (Hinnant-Craford 2020). Unlike traditional
interviews, empathy interviews do not ask for opinions on narrow topics but are shaped
by the themes and topics brought up by the interviewee.

Framing: DPI's Roadmap for School Mental

Health Impr outlines five stepsfor  ROadmap for
increasing the quality of their school mental Comi
health system. Empathy interviews can be
helpful during any step in a team’s
improvement journey. For example,
empathy interviews can be used in the
assessment step to better understand the
system, or in the planning step to define the
problem, generate change ideas, or elicit
feedback when changes to the system are
tested. Whatever way teams choose to use
them, empathy interviews provide a
powerful method for elevating those voices
that might be muted by power dynamics
present in group settings (Hinnant-

Ci ford 2020). This strengthens
collaboration in Comprehensive School
Mental Health Systems by centering the voices of those most impacted by the problems
that improvement teams are working to solve.

Improvement

ams can use the Empathy Interview Planning Tool to prepare for empathy
interviews, including determining a purpose for the interviews. planning interview
logistics, writing an interview protocol, and making meaning from the interview data



https://dpi.wi.gov/sites/default/files/imce/sspw/pdf/Empathy_Interviews_in_Comprehensive_School_Mental_Health.pdf

Roadmap for Improvement: Planning

Teams interpret needs assessment and system
data to better understand areas of strength
and need within the school mental health
system to:

e I|dentify a problem and aim

e Identify drivers (things that will impact
aim)

e I|dentify possible changes that will lead to
improvement




Planning: Integrated Systems Approach

continuoyg

Consider our problem of practice...

e What factors could be
contributing to this problem?

e What EMLSS key system

features could you center in this
stage?
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The Driver Diagram: What is it?

e Usedtovisually represent ateam'’s
working theory of improvement.

e Thisvisual mapis akey collaboration
tool for improvement teams

e Should be viewed as a working [j
document, “Possibly wrong, definitely ' e
incomplete”



https://dpi.wi.gov/sites/default/files/imce/sspw/pdf/Develop_Your_Theory_of_Improvement_in_Comprehensive_School_Mental_Health.pdf
https://dpi.wi.gov/sites/default/files/imce/sspw/pdf/Develop_Your_Theory_of_Improvement_in_Comprehensive_School_Mental_Health.pdf

Roadmap for Improvement: Implementation

e LEARNINGBY DOING
e Plan, Do, Study, Act cycles test your hypothesis

by:
o observing the impact in real-time, /

o identifying unintended consequences, ///\/
o deciding whether or not the change has
moved the system closer to its goals.

e Teams LEARN from each PDSA, adjust their
theory, and continue to test.




Implementation: Integrated Systems

Approach

continuoyg

Consider our problem of practice...

e Fromyour list of driving factors,

brainstorm possible changes you
could test out.

e What EMLSS key system

features could you center in this
stage?
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PDSA Tool

Testing Changes in School Mental Health System Improvement

Parts of the Planning Tool : EmaeT Ry

ki

procedures while observing the impacts n the real world
(Bennet et. al 2022). It helps teams organize their work and %

progress towards PDSA o
cycles also help teams move from ideas about howto °
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improve the school mental health system to action. When 30
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change, run a short test to learn what they can, and use the learning to get better in the next
iteration of the iversity of sin-Madison 2024). Rapid cy i
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https://dpi.wi.gov/sites/default/files/imce/sspw/pdf/Testing-changes-school-mental-health.pdf

Roadmap for Improvement: Reflection

e Evaluatedata
o Reuvisit your needs assessment &
system assessment data
o Review your PDSA cycle data
e Plan for sustainability
o Hear from all shareholders and plan
for any necessary changes needed to
move forward
e Celebrate successes!




Reflection: Integrated Systems

Approach

Consider our problem of practice...

continuoyg

e How canthe Roadmap be used to
move beyond the “traditional
approach”?

e What EMLSS key system

features could you center in this
stage?
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REVISIT: Traditional Approach

e The Attendance Team (principal, dean of students, and school social worker)
meets to discuss the problem and come up with a plan.

o Attendance team looks at school-level data to understand trends
o Principal mentions something she’s done in the past to address attendance
o W.ithdirection from Principal, the group decides to implement this process

e Theteam spends a few months making a plan that details every step they will
take to implement the plan.

e The team announces this plan at the monthly all-staff meeting and it is fully
implemented the next day.

o The new process is implemented well by some staff, but not others.
o The team collects outcomes data but no process data.

.



The Roadmap and Equity

Offers an opportunity to examine and change
the aspects of systems that lead to inequitable
outcomes

Testing theories and realizing they are not
producing the intended outcome creates an
opportunity to interrupt assumptions and
biases about what “will” work.

Testing provides opportunities to amplify the
voices of those most affected by improvement . —
work i




Reflection:

What is Your Role?

Commitment

What points of connection do you see
between your work and school mental
health system improvement efforts?

What support would your school or
district need in order to engage in
school mental health quality
improvement?

Implementation Planning




DPI Roadmap Website Tour



https://dpi.wi.gov/sspw/mental-health/framework/roadmap-for-school-mental-health

Questions?




Contact Information

Barb Novak // barb.novak@dpi.wi.gov // 608-266-5181
www.dpi.wi.gov/emlss

Jess Frain // jessica.frain@dpi.wi.gov // 608-266-0986
https://dpi.wi.gov/sspw/mental-health



mailto:barb.novak@dpi.wi.gov
http://www.dpi.wi.gov/emlss
mailto:jessica.frain@dpi.wi.gov
https://dpi.wi.gov/sspw/mental-health

