NATIONAL RESOURCE CENTER FOR CHILD PROTECTIVE SERVICES

Technical Assistance Report

[image: image1.png]NRC
CPS
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By Therese Roe Lund, MSSW,

National Resource Center for Child Protective Services

Dates of onsite technical assistance summarized in this report:
April 23, 24 and 25, 2008 and June 4, 2008

Situation and Technical Assistance Request
Puerto Rico’s Administration for Children and Families (ADFAN) requested technical assistance from the National Resource Center for Child Protective Services (NRCCPS) to continue to help with the fidelity of its implementation of safety standards.  Implementation began during the past fiscal year and is intended to continue throughout the island this fiscal year. Selected ADFAN managers form an advisory group to oversee and carry out the tasks of ensuring sufficient systemic support for implementation.  Technical assistance is requested to help the advisory group create strategies for implementation fidelity.
Technical Assistance Provided 

Terry Roe Lund provided technical assistance to the ADFAN advisory group on implementation on April 23, 24 and 25 and again on June 4, 2008.  This report summarizes the two onsite visits.

April 23, 24 and 24

Since the last site visit a supervisor has been hired for the newly created safety implementation unit.  This is welcome news for the advisory group.
Bayamon’s progress in implementation was discussed.  The region has had considerable turnover (without a plan for formal training) and still has many vacancies.  The number of referrals coming to the Bayamon local office staff has grown enormously since the September 15 change with PES sending cases to them faster.  These local staff have previously not done investigations; rather they have been ongoing workers.

Not surprisingly, staff do not see the urgency of finishing the investigation that was sent to them by PES.  There is a growing resistance to the safety model.  And with no formal agency plan to prepare and support new staff in implementing these practice standards, the new staff quickly take on the resistance.  Training takes place only when the new staff can be fit into a new region’s safety training.

The lack of urgency that the Department has felt about fixing this plan is evident.  For example, the last formal safety training for Bayamon staff was held March, 2007.  The next time a safety training was held (in Caguas) was October 2007.  In the meantime, new staff in Bayamon were merely told to read the safety guidebook and shadow staff.  

Within that gap of time between March and October there were an estimated 20 new staff hired in Bayamon.  This problem will grow in severity and complexity as more regions begin to implement safety practice standards.
Limited financial resources preclude ADFAN from asking for more time from their contracted trainers to solve this problem.  Lack of money prevents a solution of providing new hire training in-house.

Discussion was held regarding the Staff Development workgroup and their role in proposing plans and recommendations about this issue.  It was decided Staff Development, Edith (new safety supervisor),someone from Leadership workgroup and Maria Luisa will:

· Develop a draft plan by June 3 to train, prepare newly hired staff

· Develop methods to track vacancies and new hires

· Will new hire training be mandated?

· How will completion of it be tracked?

· Geography and other logistics to consider

· 3 days in a row?  How structured?

· Who will do it?

There must be a plan for PES too, not only due to need for new hire training but to reflect the changes in their job responsibilities since September 15

Discussion regarding training progress for Caguas revealed that no specific direction had been given regarding when trainees are to begin implementing.  The approach (which was taken with Bayamon as well) is to finish all workshops and THEN begin implementing.

There are significant problems with this approach.  By the time the last workshops are completed, the first people trained last heard about or tried applying the safety model weeks to months earlier.

Decision was reached that supervisors in regions will hold trained staff immediately accountable for using the safety model when returning to the office after training.

Health of the infrastructure (the advisory group) to support implementation:

· There has been infrequent communication among the workgroups

· Workgroups do not seem to have the sense of urgency needed to keep work processes flowing

Decision was reached to email each workgroup after any task/action is taken by a workgroup.  This allows for more knowledge about what others are doing.

Technical assistance was provided specifically to the new supervisor of the safety implementation effort, Edith Aviles. Background on the safety model development and the fidelity of implementation structure were discussed.  Edith will consider whether at the beginning and end of a TA visit if she would like an entrance and exit meeting.

June 4, 2008

This site visit was originally scheduled to be two days but other priorities at ADFAN demanded that we shorten the visit.

The group wished to discuss strategies to support the new regions of Carolina, Humacao, Aguadilla and Mayaguez.

The quality assurance group has completed some action steps that reflect decisions made in earlier visits:

· The last record review consisted of much more direction and rigor

· The workgroup used the last issued data to go through the expected steps of analyzing the data and constructing steps/strategies to put into action to improve the data.

An additional day of training continues to be desired.  This day should be practical and more opportunity for hands –on application.  The contracted providers should not deliver this day.  Rather it should be staff from central office or possibly selected staff from Bayamon.  The idea the group likes is that this day would occur after training, with perhaps a week or more passing before staff come back and discuss these issues more practically.

The ideas of the advisory group members is on the right path.  It is important to remember:

· 1 day of practical application really won’t be enough. Adult learning is longer-term and repetition
· Staff Development workgroup should support the strategies necessary to continue opportunities for practical application past the last day of training

· PES needs a whole new curriculum to center on what they do in light of the September 15 memo and will need application devoted to their needs
Decision:

By the July training session, the workgroups will:

· Clarify how the safety model fits/is applied regarding the September 15 directive that PES will transfer the case after identifying the presence/absence of present danger

· Set long-term strategy for revising the curriculum for PES staff

· Brainstorm and decide short-term remedies to problem that the current curriculum is silent regarding the September 15 policy change.  Remedies might look like

· Separate PES groups from local office staff

· Prepare the trainers to discuss the September 15 memo and to use more examples regarding present danger and protective plans
· Involve advisory group members in the training session to explain September 15 memo

· Involve Edith and Juan (new safety unit) in each session

· More ideas to be developed

Next Steps
No further technical assistance will be provided this federal fiscal year.  ADFAN will secure contracted consultation for continued support until the new fiscal year begins.
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