OR Request for Information on SACWIS Transition Planning

3/6/07

Attach materials from Ohio and IN.

Request:

I am working on the project team for the SACWIS roll out in Oregon and am looking for information on proven training plans. 

Second, do you have any information around developing minimum skills assessments for end users to assure they have the skills they need to allow them to effectively use the new system.  

What we are doing right now is trying to educate ourselves on how we can go about assisting the field in transitioning to the new system with the least pain and suffering possible.  I came from the field to work on this project as I have always wanted to be a part of a project that could make caseworkers jobs easier.  As a caseworker the one thing that I wished for the most was less time doing paperwork and more time to get to know my families.  Any

help the group could offer in change management, training or effectively measuring and dealing with resistence to change would be greatly appreciated. 

Spencer Soderlind

Operations and Policy Analyst 2

State of Oregon

Office of Information Services

Strategic Systems Initiatives

Responses:

1. From my perspective, the key factor is to integrate system training into core program training.  They will obviously need to do initial training, but after that, they should train integrate system requirements along with program training.

Another idea I have seen is to provide super-users on site to provide direct help.  Another idea is to conduct local follow-up training using real cases on the actual system.  Children’s Bureau

2. Let me say you have my utmost congratulations and sympathies with

rolling out your SACWIS program in Oregon.

KY began its SACWIS system in 1996-97 and before that our staff did not

have computers, so many staff had to be trained on computers while

getting their SACWIS training.

The state of KY is divided into service regions.  Before we began we

developed a survey and sent to staff for them to identify their comfort

level with computers.  Every region was encouraged to arrange for local

computer training (through local private resources usually) for those

staff who needed it. This was to be arranged before their SACWIS

training began.

Once the computers were deployed we encouraged staff to "play" with

them, play poker and other games to get used to moving the mouse, using

the computer, etc.  And of course, down the road we had to take all

these fun things off the computers cause some were practicing just a

little too much!

Needless to say, we encountered some resistance when we brought

"computers" into our social services offices.  Today, we could not pry

these computers from staff, it has become so much a part of the job,

maybe too much but that's another story.

Not sure if any of these ideas would help if you are going from one

computer system to another one. If any of this is relevant for you, let

me know and I can share more about our actual training. KY

3. I received your request through Susan Kanak and am happy to give you

some ideas.  I work for the Child Welfare Institute in Rhode Island and

was part of the implementation training team for our SACWIS system.  Let

me start by saying that change is difficult, particularly if that change

involves technology!  I am, however, proud to have been a part of a

change that was ultimately for the better.  Our SACWIS system has been

up and running for almost 10 years now and I think you'd be hard pressed

to find anyone who doesn't see the value in it.

Early on, we (training team and agency administration) realized that

the staff would need a lot of support for this change.  We initially

established a centralized SACWIS Help Desk and held rollout training for

all involved staff.  About 3 months into rollout, it became clear that

workers needed more "just in time" help, so we disbursed the help desk

staff and SACWIS training staff into the field.  That model of help

continues today.  Each division in our agency is supported by an on-site

SACWIS help desk staff person and a network/hardware/software

technician.

Another strategy used for about 3 years following implementation was

the formation of a SACWIS User Group.  This group was tasked with

assessing and recommending design changes to the database and included

end users, MIS staff, agency administrators and training staff.  This

group disbanded once the system was stablized and all users were

essentially on board and able to use the system with some level of

proficiency.  Even though the group disbanded, we continue to form

similar, though smaller, user groups to help with new SACWIS design,

testing and rollout training.

Some additional things to consider:

> Create "cheat sheets" for system functions and place them online,

preferably somewhere accessible within your SACWIS system (ours reside

under a Help menu).  Our policy is online in the same place.

> Provide a mix of hands-on computer lab training and online tutorials

(something we are still aspiring to complete!).  Also, if you create

user manuals, post them online.

> For trainers, use a co-training model including a technology trainer

and a practitioner (you can't imagine how challenging technology

training can be...besides the ability to present system functions in a

very logical, step-by-step, detailed way, the trainer needs to be able

to troubleshoot technology issues...system crashes, hardware issues,

etc.).  The practitioner's role is to provide case scenarios, answer

policy and procedure questions, etc.

> As an agency, commit resources to ongoing system changes...there is

never one version of any software!  We started with version 2.7 and just

implemented version 8.7, to give you an idea!

> Consider output early on in your design phase...what reports do

users need to obtain from the system?  We did some of this early on but

not nearly enough.  Users generally felt that they were inputting data

seemingly into a vacuum because they did not receive or have access to

regular reports.  Users need to see and experience the benefits of the

data they are inputting or you will meet with some great resistance!

> Consider conducting "Information Management" training for

supervisory/managerial/administrative staff.  Susan Kanak and her team

created a fabulous curriculum on this topic which we piloted in our

state 3 years into implementation.  I would recommend doing this in

conjunction with implementation or shortly thereafter...don't wait 3

years!

Spencer, I hope these ideas and strategies are helpful.  If you need

any additional information, please don't hesitate to ask. RI

4. I was forwarded your request for information and was able to locate a

Presentation (attached) that best summarizes the Ohio model for SACWIS

training.  I hope you find it beneficial.

Our agency is rather large with 1100 staff and about 650 social workers

and we won't be on board with SACWIS until late this year.  We have

spent a significant amount of time to date on PR and change management. 

Staff have been viewing power point presentations with their respective

business groups over the past 3 quarters or so.   We will progress into

the web based training modules shortly.

Staff here have heard SACWIS being talked about for 15 years or so, so

initially it was tough to overcome the skepticism.  A constant barrage

of updates and meaningful messages from managers have helped us overcome

this.  As well as participation from the varying business units on our

project team. OH
Next Steps:

Comments from Spenser: The e-mails and discussions we were able to have were extremely helpful.  All of the states that responded were candid about their experiences and seemed truly interested in being a help to the roll out of our SACWIS.  It was suggested that there be a conference call with all states that would agree, allowing our entire project team to speak with members of training, business transition and technical teams from each state.   Anyhow thanks so much for all your help and I look forward to working with you in the future.
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