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District 1 Pilot Project on Placement Stability

Overview of Recommendations and Implementations
In June 2005, The Department of Children & Families (DCF), Office of Family Safety initiated a statewide Placement Stability Workgroup. The workgroup was established because of the concern about the increased number of children experiencing numerous placement changes. The workgroup was to study causes and recommend action steps that would improve Florida’s performance on placement stability. Florida’s placement stability rate was fluctuating and falling behind its Program Improvement Plan (PIP) targets. The national standard is that 86.7% of children will have no more than 2 placements during the first 12 months in care.
A formal request was made for Technical Assistance (TA) from several National Resource Centers (NRCs) that are a part of the Children’s Bureaus Training and Technical Assistance Network to assist the state in reducing the number of placements and improving their performance on placement stability measures. AdoptUsKids, the NRC for Child Welfare Data and Technology, the NRC for Family Centered Practice and Permanency Planning and the NRC for Organizational Improvement were all brought in to assist in developing a comprehensive, coordinated technical assistance plan for placement stability. 
The first visit of the NRCs was a planning meeting in November, 2005, with the Family Safety Program Office and quality management staff in Tallahassee.  During this meeting the discussion included current strategies for involving Community Based Care (CBC) agencies to achieve placement stability, possible factors in Florida’s system that are affecting placement stability, exploration of current available data and identification of other data needed, and the development of a TA plan.

The decision was made to conduct a case review to gather additional information and data on placement stability. District 1 (Escambia, Okaloosa, Santa Rosa and Walton Counties) volunteered to be a pilot and case readings occurred for that District in early February, 2006. The NRCs, along with State, District and CBC staff, completed the case reviews.  During this initial case review, information was gathered from the Florida SACWIS system documentation.  Subsequently, the District reviewed the actual case files of the children in order to gain information that may have been missing from the SACWIS system review.  The review of the case files verified initial data findings and verified that there were multiple root causes affecting placement stability in the District.  In addition, the data was also verified by information gained in the March focus groups.    
The second phase - onsite focus groups and individual stakeholder interviews of foster parents and other stakeholders -  was completed the last week of March, 2006.  This phase began with a presentation of the data and analysis gathered in the first phase, and proved to be the impetus for the action steps that the District subsequently implemented.  
This pilot was conducted with the intent that the process utilized in District One, could then be replicated by DCF in other districts across the state having issues with placement stability.  Although there were multiple findings that have resulted in improved placement stability for foster children in District 1, it is recognized that each geographic area’s specific root causes must be discerned beginning with its own data analysis process.
This following information is a summary of the recommendations and actions implemented in District 1 following the second phase of the project in March 2006.      

RECOMMENDATIONS BASED ON THE CASE REVIEW.

Crisis efforts, both short term and long term, should be targeted toward solutions to multiple placement moves of children of all ages, especially preschool age children. 
· Utilize definite oversight regarding placement disruptions, especially during the first 30 days following the removal episode.

· Discourage the practice of overnight shelter placements.  

· Utilize the child’s first placement as a time of evaluation and planning for permanency for the child.  A move from this first placement should result in a move into a permanent placement.

· Provide supports to foster parents that would enable one parent to stay at home with the child.  

· Review flexibility in the background screening process and flexibility for babysitters selected by the foster parents.  

· Communicate with the child care agencies in an effort to resolve some of these issues.  This will result in an increase of foster parents who are able to care for preschoolers.

Revise and implement policy regarding staffings prior to placement changes and moves resulting from over capacity issues.

· Revise policy to require placement “resolution” staffings with mandatory attendance by the foster parent and caseworkers.  

· Develop action plans during staffings for supports to the child and foster parent in order to resolve the issues.  

· Beginning in MAPP classes, instruct foster parents regarding placement disruption policies, including notices of movement requests followed by resolution staffings.

· Amend the Foster Parent Bi-lateral Agreement, if necessary, regarding the foster parent giving the agency advance notice when asking that a child be moved.  Notice should include sufficient time to allow for a resolution staffing. 

· Develop and implement a child specific plan to provide a smooth transition for the child into the new home when the problem is not resolved and the child must be moved.

· Review the over capacity policy and revise, if appropriate, to allow more flexibility in preserving a child’s placement.  (Central Office)

Make changes in Florida’s SACWIS system placement end codes that would amplify and expand the selection of reasons for placement end.

· Correct documentation of the reasons placements end need to be stressed to caseworkers in order to monitor whether moves are appropriate. 
· Develop and implement a plan to focus caseworkers on the importance of entering placement change information into the SACWIS case notes and licensing files.  This would ensure needed data regarding placement disruptions trends. 
· Identify and implement template for documentation necessary to ensure SACWIS case notes reflect services provided to prevent placement changes.
· Revise SACWIS codes for reasons placements end to allow more specific, comprehensive reporting.  Suggest additions be made to reflect whether a move was to reunite with siblings, to be with kin, to move to a pre-adoptive home, or to go to a less restrictive setting.  
RECOMMENDATIONS FROM THE NRC TECHNICAL ASSISTANCE TEAM 

Re-commit to CBC’s and state’s guiding principles, beliefs, values and mission, and use these as a foundation for all short term and long term changes to be made 

· Align organization’s expectations for all service groups to guiding principles

· Work out inter-departmental issues related to customer service and responding to resource parents, based on agency principles

Use data to manage at all levels of the organization. (Use data for planning, analysis of issues, decision-making, monitoring and tracking progress.)  It is essential that data be utilized in assessing the issues for planning strategies and to manage the process. It will be essential that data be used to determine the need, to develop the strategies to set the goals and to track the progress made in achieving the goals.

· Determine what data are available and what data are needed

· Develop user-friendly management reports

· Train staff in using data for managing and decision making

· Use date to inform decision making and set priorities 

Develop interim policy and procedure to support transition plan:  Lack of response to resource families and over-bureaucratized procedures were the most common concerns expressed by focus group members and interviewees. State and agency personnel will need to work closely together to develop or set appropriate exceptions, based on what is good practice, agency beliefs, and what is practical to safeguard children. Recommendations in this regard include:

· Review and establish criteria for how over-cap procedures will be used during interim; currently rigid interpretation of rules is driving the excessive movement of children.  
PROCEDURES IMPLEMENTED:  The CBC had misinterpreted the Licensing Operating Procedure which permits a 30 day waiver to exceed the licensed bed capacity.  The CBC was approving over-capacity waivers for one and two nights only, which resulted in infants being moved daily.  The district assisted the CBC in the correct use of the Operating Procedure which had an immediate positive impact on placement stability.

· Review other policies and procedures related to child care, babysitting and other issues recommended by focus groups and streamline procedures wherever possible.  
PROCEDURES IMPLEMENTED:  The CBC had required extensive reference checks for occasional baby-sitters selected by the foster parents.  Finger print cards submitted by foster parents for their selected baby-sitters were misplaced and never processed.  The district assisted the CBC in revising the baby-sitter policy by requiring background screening only as defined in Chapter 435 Florida Statutes (F.S.) and Chapter 409 F.S. and improving normalcy for children in care by allowing reasonable and prudent parenting decisions by foster parents regarding the choice of short-term baby-sitters.

· Develop a process to ensure that documentation of placements and reasons for placement changes are included in the child’s case record and the foster parent (licensing) record.  This is crucial information to have included in the record.  Foster parent (licensing) records showing children placed in the home is useful information in re-licensing homes, determining vacancies and matching new children to the home and analyzing placement stability.  
PROCEDURES IMPLEMENTED:  The CBC Director of Case Management and Director of Services held training throughout the district during the first week in April to ensure all staff document placement changes in SACWIS.  Section A Relicensing Summary form completed at each relicensure by licensing counselors documents the children placed in the home during the last licensed period and the reason for placement change.
Implement a phased transition plan and assign a transition manager to oversee the plan for an agreed upon period:  
· Develop a phased transition plan to address issues identified and to meet agreed upon milestones  

· Appoint a transition manager; this person must have the authority to interface with and gain support from the community, including judicial community, and the whole organization during the interim period; the person should not have direct administrative responsibility, while in this position.  
PROCEDURES IMPLEMENTED:  The CBC Director of Case Management and Placement was appointed the Transition Manager.  She was authorized to coordinate and manage the entire transition plan.

· Train all staff on the immediacy of the need, organization’s plan and policies and procedures adapted for transition management.   Completed April 06.
· Train supervisors and managers in transition management.  Completed April 06.

· Fill as many vacant positions as possible, including the lead position in resource family development, as licensing has to be geared up to respond to new inquiries and handle them efficiently.  
PROCEDURES IMPLEMENTED:  The foster home development director was replaced by a Team Manager who has years of experience working in the field as a protective services counselor, child protective investigator and licensing counselor.  In addition, two new licensing positions were created and filled.  

Develop and implement county specific recruitment and retention plans: 

To alleviate the immediate crisis regarding the need for added placement resources, the following suggestions were offered by the NRCs:

· Establish recruitment, response and retention teams (RRTs) made up of foster parents, agency staff (including, but not limited to licensing and recruitment staff) and community stakeholders in each county. Target churches and military families.  
PROCEDURES IMPLEMENTED:  The Family Additions Teams were created April 06 and received technical support and training mid-May by Judy and John McKenzie of the NRC AdoptionUSkids
1.
Engage the whole community.  PROCEDURES IMPLEMENTED:  The Family Additions Teams are comprised of licensing, placement and services counselors, child protective investigators, guardian ad litems, foster parents and the district's CBC contract manager.

2.
Multiple agency effort.  PROCEDURES IMPLEMENTED:  
District child placing agencies have joined forces to provide community outreach, pre-service training and expedited licensing of foster families.  A pamphlet was designed which outlines each type of foster home program, (i.e. therapeutic, medical, developmental, and family safety) and contact information.

· Involve RRTs in developing and implementing county specific plans.
1. Use data to clarify the number of beds required (by age- infant, preschool, elementary, older children; and to reflect racial and ethnic characteristics of children served) by county that would ease the crisis and help to target recruitment   
PROCEDURES IMPLEMENTED:  NRC AdoptUSkids provided technical assistance to the county specific Family Addition Teams in May 06.  Each team developed an initial 90 day plan to recruit and license the specific number of beds needed in each area to alleviate the immediate crisis.
2. Craft message around the needs and the role of resource parents to help families.  
PROCEDURES IMPLEMENTED:  "There's a place for you" was coined as the Family Addition Teams motto to encourage the entire community to help with placement needs of children in care.  Fostering, baby-sitting, providing financial support, coordinating presentation in churches, businesses and civic organizations are examples community involvements that have ensued.

3. Include sufficient resources to expedite response to inquiries, training and licensing.  
PROCEDURES IMPLEMENTED:  Two new licensing positions and a Team Manager were created for the foster home development program.  The program director position was eliminated.  

4. Target faith and military communities.  
PROCEDURES IMPLEMENTED:  Using AdoptUSkids’ faith-based guide, the county Family Addition Teams have sent letters and made telephone calls to area churches soliciting support for foster families.  Churches have responded by sponsoring presentations, having pamphlets about fostering and the child placing agencies flier available for their congregation, and by sponsoring GPS-MAPP classes at church facilities.  The Santa Rosa Family Addition Team has utilized AdoptUSkids’ guide to working with military families and have been successful in engaging the military community.  They have recruited military personnel as members of their Family Additions Team.  They have also been successful in partnering with the Santa Rosa School system to send fliers about fostering home with every elementary school student in the county.

5. Set objectives and outcome measures for increasing the number of homes based on the need in each county.  
PROCEDURES IMPLEMENTED:  During the May 06 NRC on site technical assistance, each county Family Addition Team set objectives and outcome measures.  To date each team has met their original goals and have updated their county specific plans.

6. Hold appropriate persons accountable for results.  
PROCEDURES IMPLEMENTED:  All members of the Family Addition Teams are held accountable for the results in their specific counties.  The CBC has made it clear to staff that the success of recruitment, retention and placement stability is dependent on all family services counselors, placement and licensing counselors and management staff.  The district has continued to support the efforts of the Family Additions Teams by the participation of Child Protective Investigators as members of each Family Additions Team.  The CBC contract manager continues to provide oversight and data support to the Family Additions Teams, and is a member of the Escambia, North Okaloosa/Walton, and South Okaloosa Teams.  The CBC contract manager works directly with the Transition Director and other CBC management staff to ensure the success of the project.

7. Use additional agency and individual contractors to achieve agreed upon targets for recruitment and licensing of beds as quickly as possible.  
PROCEDURES IMPLEMENTED:  The CBC added two full time staff to the foster home development unit and have specialized the positions as initial licensing counselors and relicensing counselors.  The two child placing agencies under subcontract with the CBC have been fully involved in the project and have begun meeting contract performance measures.  (Note:  before the project neither subcontracted agency were meeting performance measures.)

8. Establish administrative coordination between placement, case management and licensing that assures accountability for agreed upon outcomes  

9. Use suggestions made by foster parents and staff in focus groups and develop a management level plan to address those issues first that are most critical to placement stability.  
PROCEDURES IMPLEMENTED:  Returning foster parents' telephone calls, making the initial and relicensing process less bureaucratic and cumbersome, providing ample information regarding the child(ren) upon placement were immediately addressed by the CBC management with all staff during the weeks following the focus groups.  

Focus on developing foster homes, with an initial priority on developing homes for infants and preschool age children, that will lead to permanency outcomes and eliminate the need for short term placements: 
· Develop a compelling recruitment message/package that clearly states the need for and the role of foster parents who will partner with the agency to meet permanency outcomes.  
PROCEDURES IMPLEMENTED:    "There's a place for you" is the motto of the Family Additions Teams.  The goal is to communicate to the communities that there is something each one of us can do to improve the quality of life for children in care.  Fostering is one aspect, however if this is not possible, contributing financially, offering support services to foster parents such as baby-sitting, providing hair cuts, gift cards for a night out for foster parents, tutoring a child in care, etc. are valuable contributions.
· Develop child care resources that will support retention of placements for infants and young children

· Collaborate with Infant Mental Health and Public Health services to train and support families

· Consider sub-contracting certain services, e.g., pilot concurrent planning program

· Specialize some MAPP sessions to address needs of infants and pre-schoolers, particularly drug exposed infants

Engage foster parents in all aspects of delivery of services, develop and plan alternative schedules or methods for training foster parents. 

· Develop a plan and resources to have training available as quickly as possible.   
PROCEDURES IMPLEMENTED:  GPS-MAPP is available throughout the district during the week, expedited classes on the weekends or twice a week sessions and individually when needed to accommodate prospective foster parent's work schedule.

· Include flexibility in training and alternatives to the normal training schedule. These alternatives can be developed to meet the needs of the potential foster parents; however they could include ideas such as doubling up sessions during the week, holding sessions on week ends, or providing ways for participants to make up sessions quickly when they have to miss. 

· Ask foster parents to serve on RRTs.   
PROCEDURES IMPLEMENTED:   Each Family Additions Team has at least one foster parent as a member.
· Involve foster parents in teaming MAPP training.  
PROCEDURES IMPLEMENTED:  Foster parents are now co-training GPS MAPP.
· Develop small fund to support contracting with foster parents for specific services, e.g., mentoring, help team crisis situations, etc.

· Work with foster parents to support development of foster parent associations in the District.   
PROCEDURES IMPLEMENTED:  The Escambia/Santa Rosa counties Foster Parent Association is meeting on a regular basis and providing support to the Family Addition Teams.  After pamphlets strategically placed in areas of communities from which our children are entering care, foster parent referrals have proven to be the most effective recruitment strategy utilized by the Family Addition Teams.  All foster parents have been issued personal cards to give to individuals who ask them about fostering during their normal course of life.  The Okaloosa/Walton Foster Parent Associate has not met the same interest and support as the Escambia/Santa Rosa association.  The Escambia/Santa Rosa association had offered support and assistance to the foster parents in Okaloosa/Walton counties.

Develop a cohesive model of family centered practice and concurrent planning to address placement stability. District One shows evidence of these strategies/practices occurring such as:

· Increased use of Family Team Meetings 

· Resource families that have been identified as “foster-adopt” and/or legal risk homes

· Foster parents are willing and able to work with birth parents, and

· Placement workers are being assigned a “caseload” of foster homes so that relationships are developed.

· Further, there is evidence of strategies/practice being planned such as;

· Foster parent liaison positions that have been developed and are beginning to function,

· Partnering of experienced foster parents with new foster parents that will be facilitated,

· An assessment home model that may or may not positively affect infants’ stability needs, is being considered. 

In order to insure that all of these strategies/practices are developed and implemented in a cohesive, deliberate manner, one that affects both long and short-term needs and goals for placement stability, a cohesive model will be needed. Without such a model in place, there is reason to believe that inconsistency and confusion may result. This is especially a concern as the RRTs become developed and begin their work in the communities. It is essential that the message they deliver to the community about the types of foster families that are being sought, and the role they will play in case planning and facilitation of visits and resources available to them for support is one that has been developed within the context of the overall vision. Some specific recommendations related to foster care, with a particular emphasis on the need to stabilize placements for infants and preschool age children are:

· Develop an overall model for foster care that includes a shared vision, a consistent message, and an implementation plan. (The NRCFCPPP is available for TA related to the development of this model.)

· Consider sub-contracting a pilot concurrent planning project

Develop a Longer Range Strategic Plan and Change Management Plan for Implementation:  The District will need to make a plan for a stable, comprehensive, innovative child welfare delivery system that assures ongoing collaboration and innovation, based on family centered practice principles.  This will involve all segments of the community including the court system.
· After the transition milestones are reached, develop a new strategic plan that includes a shared vision for child welfare 

· Include change management strategies which address new expectations and:

Community based leadership strategies

Staff recruitment and retention

Exemplary customer service

Summary Statements:

The data that was generated as a result of the project’s case review process and the information gained through the interview processes brought to light root causes for placement instability and foster parent dissatisfaction.  The data became the basis for a plan of action which began even before the review was completed.   There was overwhelming participation and unity of purpose – from the Protective Investigators, Case Managers and District and CBC administration - to accomplish the tasks developed during the Project to improve placement stability.  From the initiation of the Project, the District has slowly, but steadily trended upward toward the State and National placement stability goal of no more than 2 placements for children in out-of-home care.   
For further information on the District 1 Pilot Project:

Contact Kathi Guy at Kathi_Guy@dcf.state.fl.us or 

Sharon Tintle at Sharon_Tintle@dcf.state.fl.us
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