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Creating an Effective Child Welfare Training System

What is an effective child
welfare training system?

The value of training in a child
welfare agency cannot be over-
stated. The first round of the
Child and Family Services Re-
views (CFSR) only served to
heighten the importance of an
effective training system in ad-
vancing the organizational and
practice improvements agencies
are undertaking to achieve better
outcomes for children and their
families.

A child welfare training system
includes all training related poli-
cies, resources, procedures, struc-
tures and curricula combined
into a coherent whole to provide
and support formal and informal
instruction, learning opportuni-
ties and professional develop-
ment aimed at improving agency
outcomes. It is essential to under-
stand how these individual ele-
ments of a training system are
integrated as well as recognize
the relationship of the training
system to other internal manage-
ment systems and external
stakeholder organizations that
support the work and mission
of the agency.

Effective training systems
should serve as a strategic man-
agement tool integrated into the
fabric of the child welfare agency
and service delivery system. The
training system should support:

* The agency’s management
and other internal systems —
The executive leadership of
the child welfare agency is

responsible for defining,
communicating and clarifying
the organization’s mission,
goals, values and outcomes.
The training system can part-
ner with the executive leader-
ship team to promote an
environment that supports
continuous learning, practice
improvements, innovation and
professional development for
all agency personnel.

® Supervisors — Supervisors are
the link between administra-
tors and frontline workers.

have powerful effects on out-
comes. What happens between
the caseworker and the family
during visits and contacts, how
families” needs are assessed
and matched to services, the
quality of the case planning
and the effectiveness of strate-
gies used to engage the family
can significantly impact out-
comes. The training system
should explain, clarify and
reinforce the agency’s clinical
practice model with a focus on
these key points of leverage for
improving outcomes.

Effective training systems should serve as a strategic
management tool integrated into the fabric of the
child welfare agency and service delivery system.

When supervisors play a
pivotal role in training and
mentoring staff and teams,
workers are better able to
apply learning. Clearly,
supervisors need frequent, di-
verse and regular opportunities
to be supported in the vital role
they play in assuring that orga-
nizational and family goals are
achieved. The training system
should develop supervisory
staff as a key intervention point
for improving the interactions
among the executive leader-
ship team, other internal
systems, social work staff, part-
ners and children and families.

Case Practice Model — The
CFSR has found that a family’s
interactions with agency staff

e 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 through con-
sistent, on-going training and
cross training provided by the
training system.

Assessing the effectiveness
of your training system—an
approach

Looking at training from a sys-
temic perspective is an innova-
tive way to think about assessing
training. Child welfare agencies
have traditionally focused on the
individual components of a
training program such as the
training division’s structure and
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placement within the organiza-
tion, trainers, content areas,
training classes and other events
delivered by the training pro-
gram. In fact, there is a great
deal of excellent work already
available or currently being done
by child welfare agencies in the
areas of designing and evaluat-
ing training curricula, and estab-
lishing human services staff
development and training pro-
grams. Conducting a system-
level assessment that analyzes
how the training system is inte-
grated into the overall effort to
improve outcomes for children,
youth and families 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 help
the agency achieve goals and
outcomes.

The purpose of a training sys-
tem assessment is to identify the
extent to which your agency’s
training system contains the
components necessary to have a
positive impact on children’s
safety, well-being and perma-
nency. This assessment approach
focuses on the entire training
system and its relationship with
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other internal systems and stake-
holder organizations that sup-
port the work and mission of the
agency, not on the individual
training classes and events deliv-
ered by the system. The aim is
for a strengths-based, participa-
tory assessment process, with
broad involvement of internal
and external stakeholders. The
results of the assessment process
should, at minimum, include:

1. a shared understanding of the
strategic value and role of the
training system to the agency’s
achievement of family, worker
and organizational outcomes;

2. information about the extent
to which the training system is
aligned with and supportive
of the organization’s mission,
values and outcomes; and

3. components of the training
system that need management
attention and action.

The training system assessment
can be carried out in three
phases:

¢ up-front commitment, plan-
ning and communication;

e information gathering and
analysis; and

e reporting and using the results.

We can help assess the
training system.

The National Child Welfare Re-
source Center for Organizational
Improvement (NRCOI) has pub-
lished a Training System Assess-
ment Guide for Child Welfare
Agencies. This guide provides
performance principles, related
indicators and tools that a child
welfare agency can use to assess
the extent to which its training
system contains and integrates
the components necessary to
positively impact children’s
safety, well-being, and perma-
nency.

We can help you think through
an assessment of your agency’s
training system to ensure that the
assessment meets the needs of
your agency and helps you
achieve desired outcomes.
Specifically, we can help you
identify an effective assessment
approach, develop performance
principles and indicators, and
customize the training, imple-
mentation process and sample
assessment tool so they reflect
local factors such as your
agency’s management priorities,
the current status of your train-
ing system, laws, policies, and
regulations that govern your
practice model.

National Child Welfare Resource Center for Organizational Improvement
Edmund S. Muskie School of Public Service, University of Southern Maine

PO Box 15010, One Post Office Square, Portland, ME 04112

Tel: 207-780-5810 e Toll Free: 1-800-HELP KID (435-7543) e e-mail: helpkids@usm.maine.edu

www.nrcoi.org Providing free training and technical assistance to State and Tribal child welfare agencies.
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