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Prepared for Alaska Office of Children’s Services 
By Therese Roe Lund, MSSW 

National Resource Center for Child Protective Services 
Dates of onsite technical assistance summarized in this report:
October 28, 29, 30, 2008

February 24, 25, 26, 2009

Please indicate which responses were employed in this T/TA:

__X__    Technical Assistance

____    Training 
__​__    Phone Consultation

____     Referral to another NRC

____     Referral to Other Organization
____     Review of Policy and Materials

____     Publications Provided
____     Secondary Research
____     Other/Group Facilitation 

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 2009.  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.  In particular, the focus for initial TA for this fiscal year is meant to help address a particular systemic component needed by OCS to support its practice standards:  leadership.  The request included TA to assist the Child Welfare Administrator structure, emphasize, and focus the leadership team as to their roles, expertise, and expectations for moving the work forward.
Technical Assistance Provided 
On-Site Visit October 28, 29 and 30, 2008

Terry Roe Lund of NRCCPS met with Christy Lawton, Child Welfare Administrator and Tammy Sandoval, Director of OCS on the morning of October 28 in order to prepare for a meeting with key (lead) management staff over the subsequent days of the site visit.  The purpose of the management team meeting was to help align the agency’s practice standards initiative with the strategy building needed for the agency’s Program Improvement Plan.
Ms. Sandoval facilitated the group discussion on the first day of the management meeting.  The current status of the workgroups (the infrastructure designed to support implementation fidelity) was revealed.  Communication among and between lead managers is infrequent, data that is regularly provided to the managers regarding their implementation is not analyzed, next steps are not developed nor implemented.

Ms. Sandoval spent the greater part of the day, reviewing how OCS came to make its decisions to improve practice, and provided a visual for the group to consider related to how safety decision making occurs across the entire case process.  Her hope was to help the group avoid compartmentalizing practice problems according to a program label, but to see the practice issues as part of a systemic, comprehensive approach the agency is trying to improve.

The immediate results were apparent:  managers felt greater focus and clarity about the tasks that lie ahead for them.  It should be noted that without constant support for this type of clarity, it is common for managers to retreat into a belief that all the needs of the agency are “competing needs” rather than part of an overall problem that can have strategic solutions.

The second and third days of the on-site visit were facilitated by Christy Lawton, the Child Welfare Administrator, with the assistance from Terry Roe Lund.
The issues addressed at this meeting include:

· The overall “health” of the implementation workgroups is fair to poor; strategies were discussed as to why this is with ideas generated:

· Managers in this group are reluctant to believe in their authority to manage change

· Use of the data is feared to be demoralizing

· There continues to be little formalized policy that clearly explains how the data must be used

· Accountability is a word that engenders fear on the part of some

· Managers have to come to terms with their own beliefs as to whether the practice standards are doable

· Simplified solutions/strategies are not the same as “simple” solutions

· Although the workgroups have the sanction of the Director, there continues to be an atmosphere of “waiting for someone to direct me to do something” rather than any workgroup taking initiative to support implementation

· Management changes have occurred and the group membership changes were discussed, along with plans for bringing new members “up to speed.”

· Christy Lawton will rework the data program instruction to become a policy in terms of clarity, sanction by administration and dissemination.

· The agency’s draft “program statement” was discussed with ideas for finalizing it.

· Strategies for explaining, disseminating and implementing the program statement were brainstormed and key stakeholders both inside and outside the agency were identified.  

· It was agreed that one format of the program statement would not be appropriate for all stakeholders.

On-Site Visit of February 24, 25, and 26, 2009

Additional technical assistance was provided on-site by Terry Roe Lund of NRCCPS.  This TA consisted of 3 days of focusing on leadership.  The previous struggles OCS has experienced in moving their practice standards forward point to a need for strengthening the role of the Child Welfare Administrator, who represents the Director in the implementation efforts.  Christy Lawton, the CW Administrator is relatively new to this role, and certainly new to having the role full-time (she has been carrying out concurrent duties for most of the past year).  Ms. Lawton is physically in Fairbanks, the Director in Anchorage, and most of the lead managers who help manage this change effort are located throughout the state.

Alaska is a challenging geography but adding to the challenges of directing this type of comprehensive practice reform are budget cuts that restrict intra-state travel.

Many issues, both large and detailed were discussed with Ms. Lawton and solutions were at least brainstormed if not finally reached.  These issues include:

· The work habits relied upon in her previous job are not as effective in this job due to its complexity and scope

· Using email “around the clock” is not efficient
· With a talent for being able to see the “big picture,” there needs to be a commitment to maintaining a structured approach to managing; responding to emails at night should be recognized as working around the clock

· The assignment for fatality and near fatality reviews must have a process that is clear, lays out purpose, Ms. Lawton’s role needs to be inserted into policy, timeframes, actions including a reporting back with observations, corrections, etc.

· Administrative assistant help is needed to lessen the extraordinary time taken now with clerical tasks.  It is important that any type of help is given not as “a favor” but because it is clearly assigned to help Ms. Lawton.

· Emails from Ms. Lawton to staff should not be curtailed—she continues to be the leader of the change effort and this is the primary method she has to continue communicating.  Subject lines can designate for recipients whether the email is for FYI purposes, or “inspirational” or a directive, meaning action is needed with a timeframe attached.
· Phone communication must be used as well as email.

· Performance evaluation criteria for all managers, including Ms. Lawton’s, should include expectations regarding implementation fidelity.  

· Using some aspects of what made for success in her previous job as CSM, relationship building, staying in close proximity (albeit by phone and email but perhaps with acceptable travel as well) are strategies to continue in this job.  An important issue for continued reflection in this new job:  establishing a relationship is for the purpose of changing behaviors and if those behaviors don’t change, there should be accountability.

· Phoning the lead managers, to whom tasks are given, is not simply for the purpose of understanding why something was not done; it is primarily to get the task done.

· Phone calls that include task assignments and/or re-assignments due to not achievement should be followed up with a short email summary with a cc to the Deputy Director.

· Giving clear expectations – clearer than one ever thinks necessary—is key.  Checking in with the staff person before the deadline to assure understanding and follow-through is equally important.

· Ms. Lawton and the Deputy Director should strategize how they can work together, keeping each other informed and collaborating more effectively.
Another aspect of the technical assistance was a very “hands-on” approach to organizing, structuring and managing Ms. Lawton’s work.  This included:

· Looking at ways to create more manageable folders for both email and documents

· Getting appointments made for IT help with computer problems

· Clearing out obsolete materials on the computer and in her workspace

· Acquiring appropriate office supplies to help organize and manage the multiple responsibilities and the information associated with them.

Ms. Lawton has responsibility for the following:

· Practice Standards

· Reforming intake

· Implementation fidelity

· Leadership

· CQI

· Supervision

· Professional development

· Documentation/automation

· Policy/procedure

· Institutionalized practices

· Critical Case Review

· Training Academy

· Stipend Program

· PIP: 3 core workgroups and 1 major workgroup

· Website development
· Family to Family

· Statewide implementation planning

· Implementing sites (2 going to 3)

· Casey Family Programs Liaison

· Knowing Who You Are Training

· CFAI implementation

· Supervises staff person temporarily assisting with ICWA
· Member of BSH group

· Member of SLT group

· Member of statewide managers group

· Member of statewide recruitment/retention of workers

· Member of CSM meetings

· Member of Tribal co-chairs

The final day of technical assistance included a briefing of the Director, Tammy Sandoval on the issues and partial solutions identified thus far.  The following suggestions were made to Ms. Sandoval:

· Ms. Lawton and the Deputy Director should meet/communicate every other week, to be reinforced by Ms. Sandoval

· Ms. Lawton should be keeping SLT informed of her activities and present to them the timelines for those activities

· Ms. Sandoval should continue to reinforce Ms. Lawton’s behavior and reinforce her role and responsibilities with other staff

· Further TA with a singular focus on the leadership component to the workgroup (implementation fidelity) infrastructure might be a better use of TA.

Finishing the day, we began to sketch out the beginning of a timeline for just one of Ms. Lawton’s responsibilities: reforming intake.  To develop a timeline, there first needs to be clarity about what the outcome of the reform effort is, and identifying all the tasks that will need to be in place to make the reform effort succeed.  Then, tasks are prioritized, combined, etc. and a timeframe is pulled together.  

The following are the issues that were identified (only at a brainstorming level) before the day of technical assistance came to a close:

What is “Reforming Intake?”

Staff will consistently take intake reports 24hr/day accordingly to prescribed standards:

· information collection

· criteria for screening

· appropriate response time

· timeframes met from call to screening decision

Things to be planned and carried out (not in order):

· finalize/publicize paper on who “we serve” (internal/external)

· “white paper” for internal usage to describe program (2-4 pgs)- this will direct/inform policy and procedures:

· lays out how intake is carried out

· what intake is, what its purpose is, role/qualifications, our responsibility, principles

· how reports received, calls, not faxes

· intake is an assertive process

· how to handle walk ins, faxes, etc.

· organize ourselves in a way that is professional and lends itself to allowing us to carry out the above

· policy needs to be written

· community education plans developed for year 1 thru 5

· community education delivered to mandated reporters

· *policy- clear (new!) criteria developed for screening and response times

· identify training needs of staff, supervisors, other OCS staff

· development of a training curricula and multiple methods to sustain capacities

· Identify SACWIS changes

· Establish and monitor SACWIS development

· Develop and carry out internal OCS communication plan, re: intake reform (like something for sups vs. workers, etc.)

· Identify technical needs and develop plan to address:

· Phones

· Computers

· Bandwidth 

· deliver training to the various audiences and be sure to inform them so they attend to training in the way needed to do the job differently TOMORROW.

· develop plan to IMMEDIATELY (post-training) implement new standards 

· develop regionalized intake plan (partial or all of state)

· staffing needs for both regional & non-regional intake (knowing the average numbers/data)

Next Steps
No further TA is scheduled at this time.  OCS is currently developing its PIP and will be ready for next steps in the near future.  While there will be no doubt multiple needs for TA, it is recommended that the use of some technical assistance to further assist Ms. Lawton’s strong capacity for leadership be considered.
