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This document was updated at a Strategic Planning meeting on December 3, 2010 

Participants involved with this plan included:  M.B. Lippold, P. Howes, C. Porter, J. Votapek, M. Moore, A. Butzen, J. Kostelnik, M. Murdock, L. Hubbard, E. Marks, C. Poglitsh, and S. Gollmer.

An effective training system is a key management tool for sustaining organizational change and practice improvement. Assessing the agency’s training system, and its relationship with other internal management systems and external stakeholder organizations that support the work and mission of the agency, helps child welfare agency managers move from simply overseeing training programs to understanding how an effective training system can serve as a strategic tool to move the agency towards achieving goals and outcomes. 

By training system, we mean all of the policies, resources, procedures, structures and curricula combined into a coherent whole in order to provide and support formal and informal instruction, learning opportunities and professional development aimed at improving agency outcomes. It’s essential to understand how these individual elements of a training system work together  as well as recognize the relationship of the training system to external stakeholder organizations  and other internal systems (such as Quality Assurance, Policy and Information systems). Our view is of the entire training system and its integration into fabric of the child welfare service delivery system.  

Effective training systems should support, at minimum, four major organizational areas:

· Case Practice

· Supervisors

· Management and other internal systems

· External partnerships

To help you assess the effectiveness of your training system, we developed sample performance principles, indicators and evidence for each of these organizational areas. Performance principles are your comprehensive and fundamental assumptions or standards, indicators specify ways that you know the principles are applied and evidence is your proof that the principle and standards are in place and working. 

You may want to add to, delete from or modify the performance principles, indicators, and evidence so they reflect local factors such as your agency’s management priorities, current status of your training system, laws, policies, and regulations that govern your practice model. 

* Material based on the Training System Assessment Guide for Child Welfare Agencies, Muskie  School of Public Service, University of Southern Maine, January 2004.
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                                                     Indiana Training System Benchmarks
The Indiana Training System Should Support Case Practice

The Child and Family Services Reviews (CFSR) and the Adoption and Safe Families Act (ASFA) have focused increased attention on the outcomes of safety, permanency, and well-being. A key CFSR finding is that the interactions a family has with agency staff have very powerful effects on outcomes. What happens between the caseworker and the family during visits and contacts, how families’ needs are assessed and matched to services and the quality of the case planning and effectiveness of strategies used to engage the family can significantly impact outcomes. The casework practices identified below as principles are key points of leverage for improving outcomes and are the case practices on which, at minimum, the training system should focus.
	Performance Principles
	Indicators
	Evidence (May support more than one performance principle and indicator.)

	The training system introduces, clarifies and reinforces the agency's case practice model, including parallel process. 


	Provides new hire, ongoing and specialized training in the skills and knowledge needed to understand and implement the full case practice model.  

Develops and supports a cadre of skills coaches and mentors, drawn from all levels of the agency, to reinforce good practice and reinforce parallel process. 


	· Formal initial classroom training for new hires to include the skills of teaming, engaging, assessing, planning & intervening
· Documented facilitation training for new staff within 90 days of graduation by trained peer coaches

· New staff paired with Trained Field Mentors to support transfer of learning and model the skills as well as afford practice model opportunities

· Practice Consultant identified in each region to champion the practice and assist with challenges

· Making Visits Matter, a more advanced classroom training to reinforce and deepen Practice Model skills is provided to all staff six months after they have received a caseload

· Peer Coach Consultants are available in each region to provide in-service support, prepare Peer Coaches, provide shadowing and feedback and work with Supervisors  to better assist them develop their staff in the established practice model

· QSR feedback loop to inform training, specifically improvement in engaging fathers, engaging mothers, team formation and team functioning; Review of the STAR report assisting with addressing any  recommendations
· One clinical consultant available to support supervisors

· New Supervisor Core competencies reinforce the practice model

· All supervisors receive Supervising the Indiana Practice Model, a more advanced training after they have been supervising staff for a period of time

· Clinical Practice Model Support team has been established to assist regions with any identified challenges and provide support and feedback to regions regarding the practice model

· Development of a methodology to assist managers from all divisions with training plans for workers related to their development

	The training system introduces, clarifies and reinforces the link between the quality and frequency of worker visits with the family and child (ren) and positive outcomes for children and families. 


	Provides workers an understanding of their role in and builds the skills necessary to engage in quality visits. 

Covers the agency policies that define a quality worker visit. 

Shows how and why to document worker visits in the case record. 
	· An agency policy that defines a quality worker visit

· Computer system to track visits

· Transfer of Learning Activities clearly delineated and stressed in the Field Mentor Program



	The training system introduces, clarifies and reinforces the importance of initial and ongoing family assessments throughout the life of a case, particularly at points of transition.  
	Builds skills in conducting both risk assessment and comprehensive family assessment and updating the assessments throughout the life of the case.  

Builds the skills needed to accurately determine the safety of the child as well as the factors that mitigate future risk of harm / neglect.

Builds the skills needed to communicate with and understand recommendations of outside experts who participate in multi-disciplinary assessments. 


	· Formal curriculum covering assessment
· Family Functional Assessment Guide has been developed and an additional training regarding the use of this guide would assist in this area; a tiered approach, one for the FCM’s and one for supervisory staff
· Training Completed on the Child & Adolescent needs and Strengths CANS document, when and how to use

· Training developed  on the Ansell-Casey Life Skills Assessment as part of a Positive Youth Development classroom training available regionally with the assistance of the IL specialists 


	The training system introduces, clarifies and reinforces the value of and ways of facilitating the family's partnering in service planning.


	Provides workers with skills to identify the purpose of the meeting, make referrals to meetings and convene, prepare for, conduct and follow up on family meetings. 

Provides workers with the skills to engage and support families as partners in service planning, whatever the family's composition.

Builds the skills needed to ensure that all participants are prepared for the child and family team meeting.

Shows how and why to document family involvement in service planning in the case record. 

Conveys the value of and builds skills needed to make full disclosure to a family.

Builds skills and knowledge to meet the needs of children within the context of their culture, community and entire family and family support network, including the father and father's kin. 

Provides workers with the skills to prepare community partners to take part in service planning and delivery.  


	· Training includes practice on how to  honestly and openly provide full disclosure while always putting the safety of the children first

· Fatherhood curriculum is implemented statewide and the concepts from that training are incorporated into other curricula

· Additional training developed on engagement, particularly as it relates to relationship issues between the child’s mother and father
· Policy and training on locating and engaging family members is occurring and includes information on  tools such as Family Network Diagram, US Search

· Peer Coach Consultants model in the field through co-facilitation shadowing, providing feedback

· Improvement in Level III Skill Assessment Scale Scores for New Workers shows that workers are applying the learning they have experienced 

	The training system introduces, clarifies and reinforces the importance of teaming and engaging with families and others throughout the life of a case. 


	Builds the skills needed to communicate with and understand recommendations of outside experts who participate in multi-disciplinary assessments. 

Provides workers with skills to help families identify both formal and informal on-going supports.  

Builds the skills and an understanding of how to apply teaming and engaging with families, peers, agency staff at all levels and others involved with serving families.
	· Formal curriculum covering teaming and engaging

· Facilitation training completed for all staff

· Peer Coaches in the field available to model, co-facilitate, assist, with any challenges identified.  

· Documentation regarding the process of developing practice consultants, peer coaches and peer consultants for fidelity is clear and understood
· Field Mentor Training is occurring  to insure consistency in the application of principles learned 

· Clinical Practice Support Team looking at developing criteria of specific expectations of where to start with fidelity in the TEAPI model; tiered system looking different at each model; documentation of these expectations will be the evidence


The Indiana Training System Should Support Supervisors

In child welfare, supervisors are the link between administrators and front line workers. In their day to day work, supervisors translate policy, reinforce casework principles and often serve as resources for community partners. When supervisors play a pivotal role in training and mentoring staff and teams, workers are better able to transfer learning. Clearly, supervisors are a group which need frequent, diverse and regular opportunities to be supported in the vital role they play in assuring organizational and family goals are achieved. The training system should utilize supervisors as a key intervention point for improving the interactions between administration, other internal systems, social work staff, partners and children and families.

	Performance principles
	Indicators
	Evidence (May support more than one performance principle and indicator.)

	The training system provides supervisors with training in the clinical, administrative, supportive and educational aspects of their jobs.

	Provides the opportunity for supervisors to apply skills and knowledge learned to their day-to-day work. 

Enhances supervisors' ability to communicate to staff the agency's outcomes, vision, values and beliefs. 

Reinforces supervisory responsibility to communicate to executive leadership the resource, policy, system and case practice issues identified through training.

Enhances supervisor's knowledge of how to use data to improve results for children, youth and families. 

Builds knowledge and skills in parallel process and provides opportunities to practice those skills. 

Builds skills in and creates opportunities to mentor, coach, and model desired case practice with workers and teams. 

Identifies and assesses individuals with leadership and/or supervisory potential and provides professional development training.


	· Formal initial  supervisor training program

· Formal curriculum covering topics of:

· Administrative supervision

· Clinical supervision

· Educational supervision

· Supportive supervision

· Skill building  program for supervisors, through the Supervisory Workshop Series addressing identified topics every quarter 

· Post training follow-up with supervisors, such as survey and feedback opportunities

· Supervisory mentoring program, including a regional field mentor program

· Number and/or percentage of supervisors who complete the IV-E Funded MSW Program
· In Coordination with the National Child Welfare Workforce Institute, completion by supervisors of the six module series including the learning network 



	The training system engages supervisors as partners in the development and delivery of training for workers on their team. 
	Demonstrates its capacity, utility and flexibility as a resource for staff development. 

Builds skills in how to identify learning gaps for and with workers and how to meet these training needs in order to support professional development.

Ensures supervisors are knowledgeable about the content of the training provided to their staff. 

Creates opportunities for supervisors to give input (such as providing practical, realistic scenarios) into curriculum design and feedback on the effectiveness of training. 

Engages supervisors in training where appropriate and offers opportunities for them to share stories and experiences. 
	· Training tools, including videos showing the complete team meeting process, shared with supervisors

· Video tips developed to place on Sharepoint regarding various challenges

· 20 Outstanding Employees identified each fall to begin the MSW  program
· Shortened version of CORE presented to supervisors/managers so they better understand the new worker training program
· Develop supervisors/local office directors to assist with supervisor workshop series

· Request supervisory input for workgroup curriculum development


The Indiana Training System Should Support Management and Other Internal Systems

Executive leadership of the child welfare agency must define, communicate, clarify and regularly evaluate the organization’s mission, goals, values and outcomes as well as encourage every staff member to deliver a single, coherent message to all partners. Additionally, managers and administrators should actively support supervisors and staff as they apply new skills and knowledge on the job. The Training System then can serve as a strategic tool for reinforcing and promoting the organization’s mission, values, goals and outcomes. The Training System must have effective partnerships and communicate with the other internal management systems that are critical in achieving positive outcomes for children and families. Part of that communication should include defining expectations regarding goals and priorities of the training system and the roles of those involved in training.

	Performance Principles
	Indicators
	 Evidence (May support more than one performance principle and indicator.)

	The training system partners with the executive leadership system to promote an environment that supports continuous learning, innovation and professional development for all agency personnel. 


	Builds and maintains the organizational capacity to support effective training. 

Participates on the executive leadership team, advisory boards and other planning, policy and practice committees.  

Supports executive leaders with succession planning. 

Engages executive leadership to participate as trainers and be visible partners with the training system. 

Advocates for needed policies, practice and system changes based on lessons learned from training activities and conveys any resulting feedback.  

Offers a variety of training formats, such as face-to-face sessions, briefings, website, distance learning and written educational materials.
	· Training  management position at Executive Level

· Formalized feedback loops from training to management and other administrative  systems and vice versa

· Initiate conversations with experienced workers around training needs and expectations

· Agency leaders attend training system events (such as swearing in ceremonies and graduation)
· Standardized curriculum format  throughout the agency

· Incorporate service standards into training where appropriate

· Evaluation plan for all training

· Regular meetings with all Executive staff to focus on practice mode/l/training issues 

· Distribute information on succession planning provided by HR to managers



	The training system partners with the continuous quality improvement system to integrate lessons learned from each system.  


	Conducts comprehensive evaluation to show that learners actually gain knowledge and skills, successfully transferred knowledge and skills to the field, and that those new behaviors lead to better casework practice and outcomes for children.

Communicates its comprehensive evaluation results in a manner that can be incorporated with continuous quality improvement activities.


	· Trainers engaged in the QSR and QA processes; staff is participating in QSR and QA Projects
· Training evaluation reports, including cohort ry, are distributed for feedback
· Regional plans developed as a result of the QSR are shared with staff development so that plans can be developed to address 
· Classes developed map competencies needed for QSR and address them


	The training system partners with the program planning and development function regarding the service array.



	Reinforces strategies for using the service array to support families and communities in caring for their children. 

Provides information about the service array, such as types, eligibility, and access procedures. 

Builds skills in collaborating with partners to develop and support an array of needed community services. 

Provides feedback to the program planning and development function regarding staff experience with the service array. 

Identifies the levels and types of services available, funding sources, eligibility and appropriate referrals.


	· Discussions at trainer staff meetings about service needs are recorded and shared
· Ongoing dialogue with Programs and Services Staff regarding identified needs

	The training system partners with the information and reporting system to reinforce, at all levels of the organization, the importance of using data and information to guide decision making.

	Builds skills in using the automated case management system to document practice.

Builds skills in using data and reports to inform decision- making throughout the agency. 

Provides feedback to the information and reporting system regarding usability of the automated system and related reports. 


	· Curriculum covering ICWIS and use of data  and  information to inform decision making
· Workshops at Director’s Meeting  regarding data

· Completion of a CAT on the Indiana Practice Indicators

· Field Operations Data Sharepoint developed and reports placed there

· Additional training for supervisors on interpretation of practice indicator reports and how to use in building a plan for improvement



	I
	
	· 

	The training system ensures that the agency's training plan is included in the strategic planning process and the annual IV-B plan. 


	Conducts a comprehensive training needs assessment and forecasts training needs. 

Identifies resource requirements to implement the training plan. 

Defines and communicates the activities and priorities established in the training plan. 
	· Organizational training needs assessment report; completion of all Program Improvement Plan training needs identified
· Annual training plan incorporated into the Annual Program Services Report
· Training for new workers, ongoing workers and foster parents identified as a strength in the Child & Family Service Reviews

	The training system partners with the administrative systems (budget/finance, human resources, and field operations) to ensure the effective operations of training services.


	Measures return on investment in training. 

Requests and manages funding to employ and develop trainers that possess the knowledge, communications skills, integrity and leadership needed to train adult learners. 

Tracks and provides training statistics to the administrative systems about who is getting what types of training. 

Exchanges information needed to plan and target timely training activities and interventions to support and improve staff performance.  
	· Training  records information system is fully operational 
· Cadre of qualified trainers both within DCS and through the Partnership with Indiana University 
· Sufficient funding and other resources




The Indiana Training System Should Support External Partnerships

Child welfare agencies do their work in partnership with a wide range of stakeholders, all of whom should build a common knowledge base though consistent, on-going training. Key stakeholders at a minimum include foster and adoptive parents, providers of placement and in-home services, courts and the legal community, schools and local education authorities, sister state human services agencies/workers, including mental health, domestic violence and substance abuse and other levels of government-- county, regional, state and federal.

	Performance Principles
	Indicators
	Evidence (May support more than one performance principle and indicator.)

	The training system delivers a single, coherent message to all partners. 


	Reinforces and promotes the agency's vision, outcomes and values in training for stakeholders. 

Involves trainers from stakeholder agencies with agency trainers to assess needed, common information and assure it is provided through training or other formats. 

Encourages stakeholders to participate in all phases of agency training, including needs assessment, development, delivery, and evaluation. 

Clarifies the role that partners play in supporting children and families. 

Works to better coordinate with foster parent training.


	· Training policy that specifies community members’ participation in training sponsored by the agency and vice versa

· Practice model overview delivered to providers

· Foster Parents and Providers actively participate in Child and Family Team Meetings
· Fostering Connections will allow additional partnerships with external agencies; MOU developed with the Indiana Judicial Center

· Joint trainings provided with Probation, Indiana Judicial Center, Provider Agencies, Indiana Foster Care Association and CASA/GAL.

	The training system responds to specific training requests related to the agency’s vision, mission and principles.


	Offers a variety of training formats, such as face-to-face sessions, briefings, website, distance learning and written educational materials. 

Customizes the training content, timing, and format to meet the needs of stakeholders as it relates to the agency’s vision, mission and principles. 


	· Training pages of the website are up-to date

· Computer Assisted Trainings Developed and Offered Both To DCS Staff and External partners



	The training system offers cross-training and other professional development opportunities relating to the agency’s vision mission and principles.


	Makes available initial and refresher training opportunities to all stakeholders.

Creates opportunities for managers, supervisors, and casework staff to participate in stakeholder training, especially in specialty areas such as domestic violence, substance abuse and mental health. 

Supports participation in local, regional and national professional conferences.

Encourages membership in related professional organizations. 
	· Training data base functionality is updated to include staff attendance at provider training
· Professional development budget and policy for DCS staff to attend external trainings
· Trainers attend professional conferences and share information with other trainers.  
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