Module 2: The Impact of Technology in the Workplace

Rationale

Technology has a significant impact on the way we live, work and play. Evolving technologies substantially change the way work is done and enable a wide range of processes that were not possible before. Child welfare supervisors need to understand the impact of technology in the workplace, especially on the organization and the supervisory role. The participants should also be aware of the competencies that form the foundation of the child welfare supervisor's job and this curriculum.

Activities

· Present the impact of technology on organizations (10 minutes)

· Exercise: What is the job of the child welfare supervisor? (20 minutes)

· Exercise: How have SACWIS and other technologies, including voice and e-mail, changed the job of the child welfare supervisor? (15 minutes)

· Exercise: Identify information management competencies as they relate to the changing job of the child welfare supervisor (15 minutes)
· Present the information management and related definitions (5 minutes)

· Exercise: complete the chart comparing the initial expectations regarding SACWIS to the current reality (10 minutes)

Time

1 hour and 10 minutes

Objectives 

When this module is complete, the participant will be able to:

· Discuss the impact of automation on the workplace

· Understand that automation creates change at an ever increasing speed

· Understand the impact of SACWIS and other office automation on the supervisory role 

· Define automation, information management and information technology

· Explain the information management competencies

· Be familiar with some of the expectations and realities regarding SACWIS

Materials

Flipchart, easel, markers, and tape

Sample handouts and overheads:

1. Definitions of Automation, Information Technology and Information Management (2.1)

2. SACWIS Expectations versus Reality (2.2)

3. Information Management Competencies (2.3)

4. Competency Model (2.4)

Advance Preparation

Make sure the flipchart, markers, newsprint pad, overhead and overhead projector are in the room. Bring a copy of the September, 1996 booklet, A Competency Model for Child Welfare Supervisors.

The trainer will need to decide if the activity comparing the initial expectations regarding SACWIS to the current reality is appropriate given the age of the SACWIS system. If the activity is used, the trainer will need to update overhead/handout 2.2 to reflect the expectations of the home SACWIS system.

Poll supervisors and program managers to identify several examples where supervisors and workers have used data from SACWIS to benefit children and families.

Glossary of Terms

Automation –A method of extending the capacity of machines to perform certain tasks independently or nearly independently of human control.
Information Management - The discipline that views information as an organizational resource to be used to achieve the agency mission. It covers the definitions, uses, value and distribution of all data and information within an organization whether processed by a computer or not. 

Information Technology - A manner of accomplishing a task using technical processes or methods; processing data by a computer.
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Trainer's Instructions 

1. Introduce this module by sharing the 'real life' positive uses of SACWIS data to help children and families and asking the participants to share other positive examples. Then explain the purpose and objectives of the module using the following as a guideline:

This module allows us to explore the impact of technology on the world of work. When this module is complete, you will be able to:

· Describe a variety of technology initiated changes at home and in the workplace 

· Discuss the impact of technology in your workplace

· Understand that technology creates change at an ever-increasing speed

· Understand the impact of SACWIS and technology on the supervisory role

· Define automation, information management and information technology

· Explain the information management competencies

· Be familiar with some of the expectations and realities regarding SACWIS
2. Launch the first exercise by asking each small group to spend 5 minutes defining Automation, Information Technology and Information Management and then process definitions with the large group.

3. Refer to handout/overhead 2.1, Definitions of Automation, Information Technology and Information Management. Explain that:
Automation is having a profound impact on our lives and the way we work. A working definition of automation is 'a method of extending the capacity of machines to perform certain tasks independently or nearly independently of human control'. Much of today's automation refers to information technology, processing data by a computer. Office automation, a process you are familiar with, is a common example of using automation and technology to replace manual operations with computerized methods. For example, moving from hand writing to word processing and e-mail. Other examples of automation, technologies and impact include:

· Jet Engines (more people traveling to more places) 

· Microwave Ovens (quick and easy meal preparation)  

· Television (easy availability of news and entertainment) 

· Fax Machines (instantaneous document transfer)

· Cellular Phones (instant accessibility by phone)

· Computers, Internet and home PC’s (access to information, enables work at home)

4. Ask participants to mention some other technologies and their impacts. Continue:

It’s clear that technology has made and will continue to make major changes in the way we live and work. All industries, not just child welfare, have been changed by technology. In fact, significant changes are occurring in organizations in response to the speed at which technology is changing the work environment. Such changes may include:

· Faster communication within organizations and between organizations

· Increased emphasis on  information sharing---access to information tends to be open and  somewhat more wide spread

· Accountability for results, not efforts 

· Reliance on teams (VS. individuals) to produce the desired work results, including collaborative problem solving

· Decision making is moving lower in the organization 

· Organizational structures are becoming flatter

You probably have seen changes of this sort happening in this organization with the increased reliance on technology. 

5. Pause and ask participants to describe organizational changes they have observed and believe are attributable to technology. Probable responses include:

· Access to information in one place 

· Access from multiple locations

· Changing relationships 

· Increased training needs

· Power shifting to people who have information and skills

· Changes in work processes

6. Continue to refer to the definition handout and overhead (2.1). Use the following as a guide to introduce the concept of information management and contrast it to the concept of information technology:

In this seminar, we are addressing the use of information by casework supervisors, especially information you can obtain from the SACWIS system and related and reports. As we've just been discussing, an increased use of technology has changed the way your organization operates. Similar kinds of changes have been observed in many organizations as they introduce new computer systems into their workplace. There has been an explosion in the amount of information available to an organization from computer systems as well as other sources. As a result, organizations have discovered the need to ‘manage information’. That is, to incorporate information into every aspect and level of the organization. Let’s not confuse information management, which views information as an organizational resource, with information technology—where the emphasis is on technology, not information or management. In contrast, information management focuses on integrating information into the very fabric of an organization---into policy and procedure making and monitoring, into outcome measurements, into performance appraisals, hiring, promoting, literally into every aspect of an organization. 

Technology has the potential to change the way people live and work, not just in child welfare but in every business and industry. Change can be both positive and negative. We live in an era where change is constant and rapid, causing our reality to be transitional. The challenge is to learn how to work effectively when the familiar, traditional organizational ground rules are quickly changing.

7. Transition to the next activity using the following as a guideline:

We've spent some time talking about how technology has impacted this organization. Now we are going to focus for a few minutes on the impact that technology has had on the role of the child welfare supervisor. As we’ve been discussing, technologies such as word processing, voice mail and SACWIS are impacting almost every facet of our personal and professional lives. We now want to explore the impact technology and the implementation of SACWIS have had on your role as a child welfare supervisor and see what changes, if any, new technologies have had on your job and how you carry out your job. Let's start by looking at what the job of the child welfare supervisor entails.

8. Begin the activity by asking the group to work in their smaller groups to define what their major supervisory activities and roles are. Stress that they should focus on the actual tasks, not feelings about the tasks. After 15 minutes, ask each group to present their list of supervisory activities and roles. Record the answers on a flipchart. Probe for and expect to hear answers such as:

· Educate and support the caseworkers

· Make decisions

· Review case files

· Complete paperwork

· Participate in community development work

· Help children and families

· Ensure the implementation of policies and procedures

9. Continue the discussion by asking the group … 'are there any of these supervisory activities and roles you feel have NOT been impacted by technology?' Cross them off the flipchart as they call them off.

10. Go back into small groups and ask that the groups discuss the positive and negative impact technology has had on the remaining supervisory activities. Remind them that technology includes voice mail, e-mail, fax machines, information systems such as SACWIS desktop PC's etc. Mention that you are looking for specific ways that the task has changed, not just comments like 'everything takes longer' or it's more confusing' or 'I really like it now'. After 10 minutes, have the groups report back. Record the answers on a flipchart. Expect to see answers like:

· All of my activities have changed

· I’ve lost face to face time with my workers; now all I do is use a PC

· I can get information I need out of the case record 

· The ticklers are right in front of you and they are good reminders of what’s coming due

· The volume of data coming at the supervisor is increasing

· I’m expected to be a PC ‘guru’, not a social worker

· Accountability has increased

· I have less time for supervisory activities such as problem solving, educating and modeling

· My staff knows more than I do

· I'm learning a lot about PC's and automated systems

11. Use Overhead 2.2, 'SACWIS Expectations vs. Reality,' to explain that before SACWIS, or any other data collection system, is implemented, people have expectations regarding it.  Some of the expectations regarding SACWIS and the current realities are listed on the overhead. Briefly review the expectations and the realities, then ask participants to fill in the blank spaces based on their experience and then ask if they had any expectations regarding SACWIS. Have they been fulfilled?  What is the current reality? List responses on the flipchart.  Summarize the exercise:

This exercise shows that although we expect SACWIS, or any system, to do certain things for us, in some instances it can’t do everything we hoped. However, it can do some things well that can help us in our jobs.
12. Have participants go into their small groups. Give the groups 2 minutes to list what new skills or competencies a child welfare supervisor needs to acquire to remain effective given the impact of the new technologies and SACWIS. At the end of two minutes have each group share 2-3 items. Record on a flipchart. Ask if any more competencies or skills need to be added to the list. (This flipchart will be referred to again in Module 8.)
13. Ask participants to find the handout listing the information management competencies (2.3). Begin a quick walk through of the Information Management Competencies, using the following as a guide:
Compare the information management competencies with those generated by the small groups. Mention that the competencies: 

· were based on input from child welfare supervisors and regional administrators during a focus group to discuss the impact of a SACWIS system on the job of the child welfare supervisor

· are among the first, to our knowledge, that focus exclusively on information management for child welfare supervisors

· are a part of a larger set of child welfare supervisory competencies the work group determined to be important to today's child welfare supervisor (Refer to handout 2.4). 

14. Ask the large group to discuss other internal and external factors that are altering the job of the child welfare supervisor. Expect to hear answers like:

· Legislation

· Budget constraints

· Staff turnover

15. Continue the discussion by asking… 'will these factors ever stop influencing/affecting our jobs?' 

16. Continue this activity by noting :

The rapid increase in technologies in the workplace, combined with other internal and external factors such as new regulations, staff turnover, revised reporting requirements, are altering the job of the child welfare supervisor. Certain basic functions haven’t changed---the supervisor is still the key link between policy and frontline staff. External and internal forces, however, are causing changes in the child welfare environment, changes in organizational structures, systems and cultures, how the work is performed, how the work is assigned, how the work is organized and the tools available to do the job. We’re all struggling to understand fully the depth of these changes, to maintain high standards in casework practice and to figure out how we can supervise most effectively in this time of transition. The nature of the child welfare supervisory role, thus, is evolving and will continue to evolve as reliance on technologies in the workplace continues. 

17. Wrap-up and introduce Module 3: Systems, Data, Information and Knowledge: Putting the Pieces Together using the following as a guide:

The recent passage of the Adoption and Safe Families Act, ASFA, requires states to develop outcomes and performance measures. This requirement is a major contributor to changes in child welfare agencies. In the next module, we will take a brief look at how the implementation of major automated systems support the collection of data for this required measurement.
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Using a brief video clip to illustrate the impact of technology and automation may be a useful exercise. Trainers may want to review videos such as:

Babe

Modern Times

Desk Set

2001

Sneakers
The trainer may want to make posters of the terms and definitions and post them around the room. Also, you might create a consolidated glossary as a handout. 

Including a consolidated bibliography in the handouts is a good way to make the reference information available to the participants.

Throughout this module, the trainer will want to switch between small and large group for the exercises.

Optional Exercise: Keeping in mind all the tasks they are asked to complete, have the small groups visualize the ultimate child welfare supervisor. Have each group depict their vision in a drawing. Include a list of the characteristics of the supervisor. Process when complete.

This exercise is probably more appropriate in states where the SACWIS implementation was fairly recent (within one year). If you decide to do this exercise, the trainer will need to update overhead/handout 2.2 to reflect the expectations of their SACWIS system.
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Definitions of Automation, Information Technology and Information Management

Automation: A method of extending the capacity of machines to perform certain tasks independently or nearly independently of human control.
Information Technology: A manner of accomplishing a task using technical processes or methods; processing data by a computer.

Information Management: The discipline that views information as an organizational resource to be used to achieve the agency mission. It covers the definitions, uses, value and distribution of all data and information within an organization whether processed by a computer or not. 
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SACWIS EXPECTATIONS VS. REALITY

Initial Expectations


Current Reality

Eliminate or reduce redundant paper work
There still is paper work.  Some parts of the case record only come in paper form – legal documents, professional evaluations.

Save time
Once everyone feels comfortable with SACWIS, there might be some savings in time

Send e-mail
E-mail uses different software

Use as a word processor
Word processing must be done with different software – Lotus Word for example

Create spread sheets
Must be done with different software

Greater accuracy in evaluating a child’s risk of abuse


Better and quicker matches for foster/adoptive children with available homes


Up-to-date lists of available services


Present aggregated data to support decision making
SACWIS is an operating system and was not designed to perform this function, although it is possible to get some aggregated data from it.
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Information Management Core Competencies

1.00
Systems Thinking
1.01
Understands the concept of information systems in general and is aware of the core interfaces with child welfare information and plans for the future development.

1.02
Understands the distinction between data and information and is able to convert data into information to support decision-making.

1.03
Understands and conveys to others the link between program policy and practice via information systems.

1.04
Understands and conveys to others the link between entering quality data into records and improving services to families.

2.00
Change Management

2.01
Understands the dynamics of introducing major changes into the workplace.

2.02
Understands the process for integration of these changes into the work environment, recognizing that change is constant and continual.

2.03
Is aware of, and utilizes, strategies that can facilitate introduction and management of changes in the workplace.

3.00
Information Systems

3.01
Knowledge of the data, its location and organization in the current system, and its potential for providing information.

3.02
Understands how to utilize a computer-based management information system to supervise effectively in direct supervision and as a teaching and evaluation tool.

3.03
Demonstrates the ability to utilize information in supervisory practice.

3.04
Understands the impact of technology on work performance and work systems, including the reduction of face-to-face interaction between supervisors and caseworkers.

3.05
Demonstrates the ability to identify and locate critical data within a system.
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Information Management Competencies for Supervisors

I. Information Management Skills

1.00
Systems Thinking
1.01
Understands the concept of information systems in general and is aware of the core interfaces with child welfare information and plans for the future development.

1.02
Understands the distinction between data and information and is able to convert data into information to support decision-making.

1.03
Understands and conveys to others the link between program policy and practice via information systems.

1.04
Understands and conveys to others the link between entering quality data into records and improving services to families.

2.00
Change Management

2.01
Understands the dynamics of introducing major changes into the workplace.

2.02
Understands the process for integration of these changes into the work environment, recognizing that change is constant and continual.

2.03
Is aware of, and utilizes, strategies that can facilitate introduction and management of changes in the workplace.

3.00
Information Systems

3.01
Knowledge of the data, its location and organization in the current system, and its potential for providing information.

3.02
Understands how to utilize a computer-based management information system to supervise effectively in direct supervision and as a teaching and evaluation tool.

3.03
Demonstrates the ability to utilize information in supervisory practice.

3.04
Understands the impact of technology on work performance and work systems, including the reduction of face-to-face interaction between supervisors and caseworkers.

3.05
Demonstrates the ability to identify and locate critical data within a system.

II. Work Management Skills

4.00
Collaboration

4.01
Identifies and understands what resources are available, and builds and maintains effective working relationships with a network of systems.
5.00
Organizational Ability

5.01
Shows ability to plan, schedule, and direct the work of self and others.  

5.02
Balances task requirements and individual abilities (matching people and assignments).

5.03
Sets work schedules and caseload workload standards that promote the effective and efficient use of staff and delivery of services.

6.00
Decisiveness and Directness

6.01
Anticipates significant information necessary for decision making.

6.02
Recognizes when a decision is required and makes timely decisions based on available data.

7.00
Team Leadership

7.01
Shows ability to communicate a clear vision, motivation, and commitment to the safety and well being of children.

7.02
Engages with others in team process to solve problems.

7.03
Shows awareness of how management style impacts on staff productivity and development.

7.04
Shows ability to modify leadership style to meet situational requirements.

7.05
Shows ability to manage within a context of multiple or ambiguous directives while staying focused on major goals.

7.06
Uses knowledge of the system to identify long-term opportunities and problems.

III. Conceptual Knowledge/Skills

8.00
Judgement

8.01
Reaches sound conclusions and makes reasonable decisions based on available information.

8.02
Sets priorities for tasks in order of importance.

9.00
Conceptual Thinking   
9.01
Uses theoretical frameworks and incorporates learning from past experiences to guide analysis and practice.

9.02
Applies past experience to interpret events, seeing crucial similarities and differences in present and past situations.

10.00
Teamwork and Cooperation

10.01
Solicits data, information, ideas, and opinions for specific decisions and plans.  

10.02
Keeps people informed and up-to-date about activities, sharing all relevant or useful information that affects the group.

10.03
Recognizes the complexities inherent in conflict, including aspects of child welfare work, and proactively engages others in conflict resolution.
IV. Self Management Skills

11.00
Self-Responsibility

11.01
Takes responsibility for own performance and outcomes and learns from mistakes.

12.00
Flexibility

12.01
Adapts communication behavior or approach to adjust to a situation or to the agency's larger objective.

13.00
Organizational Commitment

13.01
Adjusts work-related priorities and activities to meet client and agency needs while maintaining focus on agency goals.

13.02
Recognizes and builds on the purpose of the agency and its organizational environment to meet client needs.

13.03
Maintains focus on agency goals.

V. Technical Knowledge

14.00
Organizational Leadership

14.01
Demonstrates knowledge regarding organization and management development theory; the role of power and authority; the operation of effective organizations, and the dynamics of organization change.

15.00
Program Administration   
15.01
Demonstrates knowledge of the mission of the agency and its role in the child and family services system.

15.02
Understands and clarifies roles and responsibilities of participants in the child welfare system.

16.00
Educational Supervision
16.01
Creates a learning climate in which the development and maintenance of competencies, professional judgement, and sound decision making in supervision takes place through clear, sympathetic supervisory direction and assists staff to transfer knowledge and skills learned through in-service training to their jobs.

17.00
Casework Supervision

17.01
Knows and can apply relevant federal and state statutes, rules, policies, procedures, and current practice standards related to casework.

17.02
Demonstrates ability to effectively manage case assignments, case coverage, and service directly to clients via direct caseworker supervision.

17.03
Knows, can model and teach necessary elements of assessments, decision making, case planning, and case process to staff.

17.04
Demonstrates ability to structure supervisory conferences (individual and group) to review and document casework activities or caseworker performance.

Note:
These information management competencies are a subset of the existing supervisory competencies presented in the document entitled "A Competency Model for Child Welfare Supervisors". (See Module 2 Bibliography.)
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