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Rationale

When focused on improving outcomes for children and families, a strong strategic planning process can be a powerful tool for systemic changes within a child welfare agency. Using the four stages of the continuous process, a collaborative approach can be developed toward improved service delivery. An integrated strategic plan helps states use federal requirements, state initiatives, Program Improvement Plans (PIPs) and consent decrees as planning tools. 

Audience

Participants may include:

· Senior management

· Field managers

· Program managers

· Supervisors of child protection and foster care

· Direct delivery staff 

· Designated group leaders

· Trainers

· County managers in co-operated systems

· Continuous Quality Improvement (CQI) staff

· Child and Family Services Review (CFSR) / Child and Family Services Plan (CFSP) coordinator(s)

· Community stakeholders (if deemed appropriate) with special consideration to court and tribal staff, birth families, family caregivers and youth

· State legislator(s)

Expected Outcomes

Participants will:

· Understand the importance of strategic planning in outcome-based service delivery.

· Know the four stages that lie at the core of the strategic planning process – prepare, plan, implement, revise.

· Identify how strategic planning can improve child welfare outcomes.

· Understand the importance of meaningful involvement by diverse stakeholders throughout the planning process.

· Understand cultural responsiveness and its role and relevance to the strategic planning process.

· Describe the critical role supervisors play in sustaining an agency’s organizational culture.

· Develop a framework for designing a strategic plan with meaningful stakeholder involvement.

· Identify how to cross-walk different elements among state and federal grants, programs and initiatives as a first step in developing an integrated strategic plan.

· Know how to develop a strategic plan that integrates the federal planning requirements, Program Improvement Plan (PIP), and any state initiative(s).

· Identify additional resources they can access to develop strategic plans.

Synopsis


Overview of the Strategic Planning Process

Present elements of the strategic planning process:

· Strategic planning is a continual process for improving organizational performance by developing strategies to produce results. 

· Planning is strategic when it focuses on what the agency wants to accomplish (outcomes) and on how to move the agency towards these larger goals. 

· Strategic planning involves engaging all stakeholders.

· Strategic planning communicates the agency’s mission and goals to the public.

Review benefits of strategic planning:

· Parallels and complements the CFSR process

· Improves outcomes

· It is best practice 

· Increases accountability for child welfare agencies 

· Focuses purpose 

· Promotes strategic allocation of resources
· Provides direction and meaning to day-to-day work 

· Adapts to change 

· Capitalizes on strengths 

· Integrates multiple plans 

· Coordinates efforts and avoids duplication  

Present stages of strategic planning:

· Prepare 

· Plan

· Implement 

· Revise 


Mission, Vision and Core Values

Define mission and vision

· Stress value of mission and vision statements in providing framework for the strategic planning process:

· Expresses where the agency is going

· Guides what the agency chooses to accomplish and how it will move in that direction

· Helps the agency know when it has achieved its purpose

· Affords a common context for others who serve the same population

· Participants explore relationship of agency mission and vision to CFSR outcomes, answering the following questions:

· Which outcomes are directly incorporated in the mission and vision statements?

· Which outcomes expound on some aspect of mission and vision statement?

· Where is there conflict between outcomes and mission and vision statements?

· Which elements in mission and vision statements go beyond the CFSR outcomes?

Stress importance of core values

· Form the foundation for our work and our conduct
· In an ever-changing world, core values are constant
· Underlie our work: how we interact with each other, and how we fulfill our mission
Describe cultural responsiveness

· Recognize and value multiple and diverse worldviews

· Involve people who will be affected in the planning

· Support empowerment

Describe how core values operate

· Govern personal relationships
· Guide business processes
· Clarify who we are
· Articulate what we stand for
· Help explain why we do business the way we do
· Guide us in making decisions
· Underpin the whole agency
Stress critical role of supervisors

· Keepers of the agency’s organizational culture
· Serve as a catalyst in the service delivery system
· Can identify problems and deficiencies in services and suggest remedial action and/or new programs
· Can identify problems and needs in other agency systems, such as resource allocation, personnel and community coordination
· Link case practitioners and planners
Developing Core Values – A Beginning

· Define core values.
· Provide examples of core values states:

· Alaska

· Utah

· El Paso County

· Participants identify who needs to be involved in the development of core values.

· Participants assess (survey) and develop a plan to cultivate core values.

· Summarize importance of core values:

· How an agency operates, not how its leaders orate

· Inform an agency’s vision, shaping its work with internal and external stakeholders


Strategic Planning How-To's

Present definitions and key questions the strategic planning answers:

· Where are we? 

· Where do we want to be? 

· Outcomes refer to desired results or expected consequence

· Goals refer to aim, purpose, direction or priorities of a plan that can be measured

· What will we do to get there? 

· Strategies – broad or overarching efforts to achieve agency goals or outcomes

· Objectives – measurable steps towards accomplishing a goal or outcome within a specific timeframe

· Action Steps – specific actions to accomplish strategies or objectives and demonstrate progress

· How will we know if we are making progress?

· Measures – evidence of achievement of the goals and/or outcomes:

· Quantitative Measures – indicators of progress expressed in numerical terms, counted or compared on a scale

· Qualitative Measures – indicators of progress that are process oriented

· Benchmarks – interim and measurable indicators that will determine if progress is being made 


Stage 1: Prepare

Visioning

· Vision / mission statement(s)

· Core values

Assessing

· Gather information on agency operations and performance.

· Analyze and synthesize the information.

· Draw conclusions.

Developing and implementing a planning process

· Be inclusive and engage major actors.

· Establish planning structure.

· Establish process for collecting input to develop plan.

· Clearly define roles and responsibilities.

· Determine training needs of work group.

Participants reflect on previous CFSR

· Similar steps or activities used.

· How to build on previous approach in preparation for next round. 


Stage 2: Plan

Develop the content of the plan and produce a draft 

· Prioritize the goals for planning.

· Identify who will ensure implementation.

· Establish timeframes for completing activities and goals. 

· Circulate the plan to all involved, get input and revise if necessary. 

Finalize the plan

· Share the final plan with stakeholders and staff. 

· Secure official approval by agency leaders and/or other responsible parties (e.g., ACF for CFSP, PIP, etc.).

Participants reflect on previous CFSR
· Similar steps or activities used
· How to build on previous approach in preparation for next round.


Stage 3: Implement

Communicate the Plan

Manage the Plan

Supervise Implementation

Monitor and Report Progress

Participants explore use of data in monitoring

· Existing monitoring systems that can be built in to plan.

· How to use process to emphasize direct correlation between data and practice.

Stress importance of CQI

Participants reflect on previous CFSR
· Similar steps or activities used
· How to build on previous approach in preparation for next round.


Stage 4: Revise

Review Progress

Reconvene and Revise

Participants reflect on previous CFSR
· Similar steps or activities used
· How to build on previous approach in preparation for next round.

Explore current initiatives

· What current initiatives are occurring in state? 

· What are the core values, goals and measurements of these initiatives?

· Have these initiatives produced any unintended consequences?

· How have these unintended consequences affected other parts of the child welfare system?

Present systemic keys to successful strategic planning

· Leadership support
· Stakeholder involvement
· Awareness, involvement and investment of all staff
· Develop a planning process that is from the ground-up rather than the top-down.

· Understanding data collection practices
Participants identify current support and challenges/barriers to the strategic planning process


Developing an Integrated Plan

Identify the benefits of integrating plans

· Provide the “big picture” of strengths, needs and resources across departments and divisions.

· Coordinate efforts and reduce duplication.

· Target specific areas of program improvement.

· Focus serious, sustained efforts on improving outcomes. 

· Prioritize goals/outcomes.

Participants explore how to integrate planning to meet identified needs

· Most critical needs highlighted during their most recent statewide assessment
· Challenges of integrating different federal programs and grants, state initiatives (including consent decrees) and the PIP
· Possible strategies for managing these challenges
· Advantages of integrating plans
Illustrate similarities of federal requirements across several programs

Participants cross-walk federal training requirements across several programs


Putting It All Together

Review the four strategic planning questions

· Where are we? 

· Where do we want to be? 

· What will we do to get there?

· How will we know if we are making progress?

Participants develop strategic plan to address (pre-selected) outcome and/or systemic factor using (provided) data reports and trend analysis

Stress criticality of stakeholder involvement in strategic planning process

Explore potentials for change in agency direction and how the strategic planning process could accommodate and/or affect these potential changes
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