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Date of onsite technical assistance summarized in this report:
January 22, 2008
Situation and Technical Assistance Request

The Office of Children’s Services (OCS) requested technical assistance from the National Resource Center for Child Protective Services (NRCCPS) for fiscal year 2008.  This technical assistance was requested to continue to provide assistance to OCS with its efforts to implement with fidelity the program’s practice standards for Child Protective Services.

Technical Assistance Provided 
Terry Roe Lund from NRCCPS provided technical assistance to OCS on January 22, 2008.  The on-site meeting was with Christy Lawton, who serves as the leader of the state’s practice standards implementation effort.  In addition, members of two workgroups supporting implementation fidelity participated in the on-site visit.  These workgroups were Supervision and Staff Development.

Workgroup Status

Members of the workgroups continue to struggle.  Some of the issues revealed in the discussion:

· Workgroup members repeatedly identify “training” as the remedy for their lack of progress.  Very little progress has been made in changing their perspective to a more systemic approach in support of implementation.  If supervisors, for instance, do not read cases thoroughly or do not direct staff to practice differently, the strategy that the workgroups identify is training.

· Workgroup members have changed and little to nothing has been done to ensure that members have sufficient expertise about the practice standards as well as understanding of the implementation workgroup’s purpose.
· Longer standing members of workgroups still struggle with understanding their group’s purpose, role, scope of responsibility, scope of authority.  It appears this struggle is not identified or discussed until an on-site visit for technical assistance occurs.

· The focus that workgroups take changes from month to month, reflective of their struggles in understanding their purpose.  Things are talked about, then members want more information, and little is actually decided or acted upon.

· There is a fair amount of resistance demonstrated by workgroup members who feel this effort to use the workgroups for support of implementation is too time intensive given all their other assignments.

· Workgroups struggle with the meaning of partnering with Tribal reps and what an authentic partnership really is.  OCS staff have the brunt of the responsibility for making this effort work (as they should).  Therefore, OCS workgroup members wonder if they should have meetings anyway if Tribal partners cannot meet (some workgroups do not proceed if that is the case).  

· Some staff candidly offered that they feel at a loss for good ideas in trying to address the issues that seem to impede progress.  Hopelessness sets in.

· The method that OCS had been using regularly to communicate with line supervisors had been teleconferences.  Workgroup members said that recently these teleconferences have not been as frequent, and that not all supervisors participate.

· Workgroup members appear to lack ownership or belief in their latitude to direct staff regarding implementation.  People keep thinking they need to ask Tammy or Christy or both for permission.  While there are obviously some issues that need to be run by administration, these beliefs extend to the smallest of tasks that workgroups could take on.

· Consistent with people feeling spent, workgroup members feel the need to add more people to their efforts, whether it is for workgroups or for reading records.

Taking Control

To address some of the issues, Terry Roe Lund facilitated the following discussion and decision making:

Currently, workgroup members agreed that they do not look carefully at the CQI case review reports nor do they really know how to go about that.  A discussion was held that reinforced some of the ideas discussed at the November site visit with Christy Lawton.

Data Drives Fidelity of Implementation

· The CQI report is released (every month)
· The CSM, the SM and the supervisors review each of the cases reviewed by CQI.  (this is no more than 5 cases so is quite feasible)

· The review is an analysis, not a preparation for “defending” your region or staff

· Read the record

· Interview the worker

· Interview the supervisor

· Develop hypotheses about what is interfering with people following the protocol, and getting sufficient answers to the most fundamental questions CPS has to answer:  maltreatment and surrounding circumstances.

· Workgroup Leads and members pull a few cases themselves, communicate with the CSM’s, SM’s and others regarding their analyses.
· Workgroups develop strategies to correct and improve the data; no waiting for assignments from someone “above you.”

· The monthly teleconference call Christy has with the workgroups should then have a purpose of groups sharing action steps, not just reporting that they “met twice.”  The teleconference call will involve making decisions about what else must be done this month and by whom.

The group agreed that this process should be formalized and sanctioned.  This rough outline should be further developed for clarity, specificity, including having time frames by which these steps are to be accomplished each time a new data report is released.

Christy Lawton will draft this implementation policy.  The first draft for circulation and comment from management will be ready by February 15, 2008.  A final policy on the use of data will be ready for release to staff on February 29, 2008.

Adding new members to this effort may, in the long run, have benefits.  However, there are some issues that could have very significant short run complications.  The selection of the right people to assist with the effort must be thoughtful.
Qualities to Look for in Considering New Workgroup Members:

· Good familiarity (if not true expertise) in the safety practice model and standards

· Understanding of the infrastructure developed to systemically support implementation (the workgroups) and their purpose

· Philosophical approach consistent with the model’s basic underlying principles:

· Helping approach to CPS (vs legal or punitive)

· Systemic approach to CPS assessment (vs incident approach)

· Fundamental rights of family to fair process

· Critical thinking approach

· Some experience in implementing a large initiative

· Creative problem-solver

· Flexible

· Team player

· Takes initiative

· Understands constraints of workforce, public sector issues but not overwhelmed or paralyzed by it

· “ big picture” thinker but also values how critical the details are if they don’t work right for workers and supervisors.

Qualities to Look for in Considering New OCS Record Readers to Pair with Tribal Partners (to add to CQI case review data):

· Good familiarity (if not true expertise) in the safety practice model and standards

· Philosophical approach consistent with the model’s basic underlying principles:

· Helping approach to CPS (vs legal or punitive)

· Systemic approach to CPS assessment (vs incident approach)

· Fundamental rights of family to fair process

· Critical thinking approach
· Team player

· Can find balance between accepting too little and demanding too much

· Can identify trends

· Can verbalize and/or write about impressions

The group agreed that supervisors (rather than SM’s) will pair with Tribal partners to read cases.  With some supervisors (who meet the above type of criteria), these reviews can be included with the CQI case review data, because there will be confidence in the integrity of the data.  With other supervisors, the purpose of their reviews will be for learning and their case review data will not be sent to CQI for inclusion in the data.  The results of these learning reviews will be sent to CSM’s and SM’s for review, and opportunity for correction, discussion and redirecting.

For the paired reviews with the purpose of learning:

· The supervisor workgroup will develop the implementation policy that defines these reviews as having the purpose of increasing supervisory learning; the policy will also outline the expectations of CSM’s and SM’s to review (and correct as needed) these case findings.

· The plan will be final March 1 and will be distributed at the supervisory conference March 25-27, 2008.

For the paired reviews that will be added to CQI’s data:

· The CQI workgroup will develop implementation policy that defines these reviews as having the quality and expertise of CQI staff case reviews; the policy will outline expectations that some supervisors will replace CSM’s and SM’s in reviewing cases; outline how selection of supervisors will be made; give time frames for case reviews and sending findings to CQI.

· CQI workgroup will also include a plan for how to communicate this change (from CSM’s and SM’s reading records to some supervisors) to Tribal partners.

· Project management/leadership workgroup will assist CQI workgroup on this as needed.

· The first draft of this plan will be ready February 22.

· This new plan will require close communication with the supervisor workgroup in order for them to fully support/assist with this change.
Plan to Reinforce the Authority of the Implementation Workgroups
To promote self efficacy of workgroup members, administration needs to reinforce their role.  There are essentially two audiences for consideration in an administrative communication strategy.  One is the workgroup members themselves.  The other group is everyone else.

For workgroup members, there should be a formal communication that includes a non-exhaustive list of criteria for when a workgroup’s action/decision/product MUST be run by Project Management/Leadership.
For everyone else, a formal communication with Tammy Sandoval’s signature should be distributed.  The communication should provide an overview of the infrastructure to support implementation (i.e., the workgoups).  The tone and language should be plain, direct and clear.  Finally, it should explicitly inform staff that they are required to follow workgroups’ directives.

Christy Lawton will draft these communiqués by February 1, 2008.
Next Steps
The next scheduled on site visit has not been scheduled yet due to OCS receipt of contracted consultation regarding their hotline.  When NRCCPS technical assistance resumes, the focus will continue to be on fidelity of implementation.
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