CFSR/CFSP COORDINATORS NETWORK

Staffed by

The National Child Welfare Resource Center for Organizational Improvement (NRCOI) and the National Resource Center for Child Welfare Data and Technology (NRCCWDT)

Minutes from the Conference Call Meeting

Tuesday, April 20, 2010

3:00-4:30 PM Eastern

Welcome:
Melody Roe (NRCOI) welcomed all participants.

Roll Call:
21 States participated (Alabama, Arizona, California, Connecticut, Delaware, District of Columbia, Georgia, Iowa, Louisiana, Maryland, Michigan, Minnesota, Missouri, Montana, Nebraska, North Carolina, Rhode Island, Texas, Virginia, West Virginia, Wyoming)
Topics:

· Three states with their Round Two PIPs done or near completion (NC, AZ, NM) were asked to share their experiences and lessons learned related to two PIP areas: 1) Negotiating and Re-Negotiating the PIP and 2) PIP Monitoring and Reporting. 
· Also on the call were Misty Carlyle and Wendi Ells:
· Misty Carlyle, with the Children’s Bureau’s CFSR Unit, has been the lead for both North Carolina’s and Arizona’s CFSR/PIP process.  She worked with them on re-negotiating their PIPs and will be on the call in order to provide additional comments and insights, as appropriate.  

· Wendi Ells, ACF Region IX, is the Program Specialist for Arizona.  She has also worked with Arizona on their PIP re-negotiations and will be on the call in order to provide additional comments and insights, as appropriate.

Topic One: Negotiating and Re-Negotiating the PIP
· North Carolina, Candice Britt

· State supervised, county administered

· Have 100 county departments with 100 directors (a lot of variance from county to county in terms of size)

· North Carolina Association of County Directors of Social Services (NCACDSS) votes upon any major changes that are made

· By the end of March 2010 there were 8,696 children in foster care (largest metropolitan area had 723 children in care, while others counties have 0)

· SFY 08/09 – 124,870 children that were the subject of a CPS report, with 69,343 actual reports
· Largely rural state – 85/100 counties are described as rural

· 10th most populous state in the US

· March 2007 was NC’s on-site review, and did not wait for their final report to go ahead and get started on developing strategies for the PIP. 
· May, 2007 PIP - kickoff event

· March, 2008 PIP - approved

· April 2008 – March 2010 - implementation of PIP and quarterly reporting

· NC had met all national standards and are entering into their non-overlapping year, and are continuing to report on eight item-related measures.
· In July, 2009 NC entered their request for renegotiation and much of this had to do with renegotiating what they would submit as evidence of completion. NC suggested to think very carefully about what it is that will show what they’re trying to accomplish.

· PIP closeout visit is scheduled for Thursday of this week!
· North Carolina Strategies
· Communication
· Careful planning and clear communication up front will hopefully lead to successful implementation and put you in a position where you will not have to renegotiate. 
· NC provided concrete 1 page summaries targeted towards specific audiences that were updated on a quarterly basis
· Framing the PIP
· It was important for NC to frame their PIP around continuous improvement – building upon reform that was started from Round One of the CFSRs. They wanted to clearly communicate with stakeholders that they were not going in a completely different direction, but rather building upon strategies that were already implemented. 
· Shared leadership
· Early on in the plan, they had identified external stakeholders to serve as leaders and facilitating the process to develop recommendations. This ended up being successful. Folks providing the leadership were the CIP Director, Partner from Division of Mental Health, etc.

· Managing the work
· There is a tremendous amount of work that goes into the development of the PIP. Throughout the process continue to assess your goals. 
· Managing stakeholder expectations is also really important – be really clear about what non-negotiable items are, and what timeframes are.
· Staff workload – really important to be considerate of this. NC reassigned some staff to support different initiatives.
· Budget realities – tried to be fiscally conservative 

· Continuous assessment of progress
· To ensure that people always know where you are with the PIP
· Communicate successes and lessons learned in a planned, systematic manner
· One page summaries developed for specific audiences
· Always good to celebrate positives and get enthusiasm about the work being done.

· Develop contingency plans
· For example, instead of holding meetings face to face, they explored webinars and conference calls
· Avoid development of information systems

· Specific to NC, but would recommend not to include data collection system development because they take a long time to come to fruition

· Transparency during communicating with ACYF, Children’s Bureau
· The Central Office and Regional Office have been very receptive, offer suggestions, and are very helpful

· Document decisions made and guidance provided by all involved parties

· Discuss the method, timeframes for Quarterly Report submission

· Discuss early on what information is going to be shared in the quarterly reports, how they should be submitted, and what the Regional Office expectations are.
· Arizona, Katherine Guffey

· State supervised

· 15 counties divided into 6 districts/regions

· Over 10,000 children in care

· Issues that impact abilities to serve families, and reach CFSR outcomes:

· rapid population growth (hard for case managers to keep up)

· immigration and border issues (drug trafficking, human smuggling, etc.)

· budget crisis (effecting services for the last year; furlough through 2010; hiring freeze continuing)

· AZ’s PIP is in its 6th quarter
· The PIP has 13 strategies, and 8 data measures

· They have not negotiated anything of substance in 10 of the 13 strategies

· Arizona Strategies for Avoiding Renegotiation

· Keep the PIP simple and not too long
· AZ PIP was 39 pages
· Set realistic due dates
· They generally set the quarter due as the quarter after the actual predicted completion date. It’s better to finish the task early then renegotiate the completion date.
· Keep the evidence of completion as straightforward as possible
· The Children’s Bureau is very supportive of this. Their evidence was actually provided in the Quarterly Report itself, rather than through lengthy lists of people trained or multiple sign in sheets.
· Front load the PIP
· Aim for most activities to be completed in the first year, and done to the extent that they can. This reduces the chance that project dates are completed outside of the two year period, and allows the second year of the PIP to be focused more intensively on target areas that have not been reached or that states are struggling with. Many of their activities were completed by the end of Quarter Five, which is before the budget crisis had started. Now AZ has time to focus on target goals that they’re struggling to achieve.
· Arizona avoided extensive renegotiation, but were able to renegotiate activities, due dates, evidence of completion, data measures, etc. 

· Arizona has, or may, renegotiate:

· Activities or due dates
· They had included an activity to train supervisors on new staff interviewing/hiring process. Since they were not interviewing for new staff, it didn’t make sense to train supervisors on that. They were able to have this removed.
· They had asked to remove the Team Decision Making expansion activities, and an agreement was made that they could remove it from the PIP, but should add it to the Five Year CFSP (which was being written at the time)
· They had changed a due date for a judicial training activity
· Evidence of completion
· Initial evidence of completion included submitting reports from multiple different agencies, but they had renegotiated them so that they were able to submit one report (which was worked on by all participating agencies)
· Data measure target goals or baselines

· It’s difficult to predict if renegotiations will need to be completed on measures. Rather than raising a concern to the Children’s Bureau when they have a specific renegotiation request for a measure, they have raised it as an overall topic so everyone is aware.
· The Children’s Bureau provided suggestions on different ways to look at the data. Given the time left in their PIP and the reductions to staff, they will probably discuss renegotiations of some of their baseline and target goals.
· Arizona observations and tips
· Request each small change as they come up rather than all at once

· Two out of the four changes involved inter-agency activities. This pointed out the necessity of ongoing communication with other agencies, and the continuous need to be flexible. 
· Early ongoing reminders of evidence is needed. Exactly what was listed in your PIP as evidence has to be provided. Be proactive about this! 

· Build relationships with Regional and Central Office staff. Work together to analyze the situation and problem solve, and decide if renegotiation is needed.

· If you do have to make a change, be prepared to explain why the activity you’ve asked to be removed no longer makes sense, or the benefits of a different approach. Get buy-in from your regional and central office contacts before making the official request. 
Topic Two:  PIP Monitoring and Reporting
· New Mexico, Maryellen Bearzi

· State administered and state supervised

· 33 county-based field offices

· Not privatized

· Approximately 15,000 CPS investigations annually

· Approximately 2,000 in out of home care

· Period Under Review – April 1, 2006 – May 7, 2007

· On-site review was conducted during the week of May 7, 2007

· PIP was approved April 1, 2008

· PIP was completed March 31, 2010

· They’ve met all 9 of the data measures

· The final monitoring report will be submitted no later than May 15, 2010

· New Mexico, Monitoring Plan
· Within the PIP they organized the monitoring plan to have three rather large, thematic broad strategies. Underneath each of those strategies were interrelated activities to address some goals of the PIP. 

· They had a total of 9 data measures.
· They were developing the monitoring plan as they were developing the PIP and working with the Regional Office. They did the two activities hand in hand, and used the PIP matrix to help them throughout the process.

· The key is to have a clear, shared understanding of what the evidence of completion looks like between the federal staff, state PIP lead and state monitors.
· A considerable amount of time was spent formulizing the data methodology. They worked with the NRC for Data and Technology on enhancing their capacity to gather some of the data. There was a very transparent process between state and federal partners around the information they would be presenting and how they pulled the data together.
· During PIP implementation, about half way into each quarter, there would be a written update in terms of where they were at, what was happening, and what was in process. They had a section that identified tasks or activities that were due, and who was responsible for what. This helped people identify logistical issues, who else should be included, etc. This included activities three quarters out to give a head start on making sure everything would get completed.

· During the first year of the PIP they conducted in-person quarterly meetings of the state PIP team.

· As part of their PIP negotiations, they had agreed to submit reports no later than 45 days after the close of the quarter.

· The PIP Matrix became a working document that they shared back and forth with their federal partners.

· All documents and materials were submitted electronically.

· In terms of ongoing monitoring and reporting, they have continued to work with the Regional Office and have had almost quarterly calls following the resubmission of the PIP.
Open Discussion

· Many participants indicated that this discussion has been very helpful to them!

· Deborah, Virginia: VA has just submitted their first PIP, and are trying to figure out how they’re going to successfully do the measurements for the data piece. They’re switching over to a QSR from a CFSR based system, and there is a debate as to if they have enough cases already. They’ve been having great communications with their Regional Office, but would like to know if anyone has tips about getting data measures in place or any tips in general about the data measurement piece.

· Steve Preister (NRCOI) suggested they contact the NRC for Data and Technology.

· Kara Hudson, Iowa: Iowa is in the process of completing their statewide assessment, and this is helping them to identify activities they may want to concentrate on in their PIP. Kara asked if there were any suggestions from other states on how to take into account reorganization restraints (i.e. retirement, potential layoffs, reduced financial resources).
· Dan, Texas: Staying with a few major themes that combine the most significant issues that are going on with your state is a great way to go forward. TX has four basic themes and they try to be as streamlined in their PIP as possible, due to financial and other issues. They’re not over doing it, but are still taking significant steps forward.  They’re also thinking of alternative data sources and different ways to present data, when it’s possible and makes sense.
· Steve Preister (NRCOI) reiterated that the CFSR is designed to be a continuous quality improvement process. The Regional Offices know that budget restraints are present, and as long as they see efforts and attempts to continuously improve the system, they’re willing to work with you.

· Katherine Guffey, Arizona: They’re halfway done with the PIP, but are thinking of the Annual Report and Five Year Plan. They want to communicate with staff the importance of improving the budget and staff situation, and have struggled with what that would look like. Focusing on working with what they do have (i.e., they do well at caseworker visits with parents) has a big effect, as well as focusing on the quality of the resources that they still have.
Next conference call: 
Tuesday, July 13th at 3:00 PM Eastern
Topics: 
Data profiles and the PIP
Data and how other states are utilizing it to enhance services
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